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Glossary 

Term Meaning 

AEO Agri-Environment Option Scheme 

CCA Central Collection Agency 

CCMA 
The County and City Management Association is the “representative voice” of 

the Local Government management network. (http://www.lgcsb.ie/en/CCMA) 

DAFM Department of Agriculture, Food and the Marine 

DECLG Department of Environment, Community and Local Government 

DHPCLG Department of Housing, Planning, Community and Local Government 

DM  Debt Management 

DMIP Debt Management Implementation Project 

DPER Department of Public Expenditure and Reform 

DRAS 
Debt & Receipts Accounting System: a special-purpose debt management 

system developed by DSP 

DSP Department of Social Protection 

Dunning 

Cycle 

The process of methodically communicating with customers to ensure the 

collection of overdue amounts.  Typically, this may involve: a sequence of 

letters, phone calls, meetings and involvements of third parties or enforcement 

agencies 

ED Emergency Department (in the context of hospital charges) 

EFT 
Electronic funds transfer is the electronic transfer of money through computer-

based systems between banks and their customers 

FTE Full-time Equivalent (in a staffing context) 

HSE  Health Service Executive 

ICT Information and Communications Technology 

IP In-patient (in the context of hospital charges) 

IRDP Integrated Reform Delivery Plan 

LA Local Authority 

LGMA Local Government Management Agency 

ODPC Office of the Data Protection Commissioner 



 

 

OGP Office of Government Procurement 

PSB Public Service Body 

REPS Rural Environment Protection Scheme 

SPS Single Farm Payments Scheme 
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Minister Donohoe 

 

I am pleased to publish the report of the Debt Management 

Implementation Project Board.  

The Debt Management Implementation Project represents an 

excellent example of cross-departmental working that has 

contributed to significant improvements in exchequer 

collections. 

This report sets out the significant progress that has been 

made since the publication of the Debt Management Review 

in 2014. Since the original Review was published, collections 

during 2014 and 2015 have improved by over €160m.  

Improvement programmes that include qualitative and quantitative targets for 2016 – 2018 

have now been set for each of the in-scope public service bodies. If implemented successfully 

the improvement programmes for 2016-2018, in tandem with the economic recovery, are 

projected to contribute an additional €700m collections for the exchequer.  

Finally, I would like to thank the members of the Board for the role which they have played 

in delivering this important improvement project for the State.  

 

 

 

Paschal Donohoe, T.D. 

Minister for Public Expenditure and Reform 
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Foreword 

I am pleased to submit the report of the Debt Management 

Implementation Project Board, which oversaw the 

implementation of the recommendations from the Debt 

Management Review published in 2014. 

The primary objective of the Board was to ensure that each 

public service body (PSB) covered by the project improved 

debt collection rates and that best practices were 

implemented in accordance with the original Review. 

Throughout our work, the development of robust collection 

policies and procedures, including enforcement options, was 

balanced against the requirement to protect vulnerable 

debtors.   

The Project Board’s analysis sets out a summary of the performance of each PSB against a 

number of headings including; adoption of leading practices, results achieved, lessons learned 

and next stages.  

At a more general level, the Project Board concluded that most PSBs do not have effective 

sanctions other than taking non-payers to court, which in many cases is not cost-effective. 

The report recommends that more sanctions should be made available to PSBs, such as the 

use of sheriffs and attachment orders. The potential application of the sanction is often more 

powerful in changing behaviour than the application of the sanction itself. Nevertheless, the 

availability of effective sanctions is a key component of effective debt management 

programmes. The report contains other recommendations concerning data sharing, cross-

sectoral sanctions, incentivisation and vulnerable debtors.   

The Project Board recommends that the Central Collection Agency, recommended in the 

2014 Review, not be implemented at this stage due to the scale of the targeted improvements 

in collections and collection rates set for each PSB and the lack of enabling infrastructure 

such as data sharing and unique identifiers. 

The Department of Public Expenditure and Reform will shortly publish a Best Practice Guide 

to debt management for all PSBs. The Department will also monitor the adherence by each 

PSB covered by this review to the targets set for them over the coming years.   

Finally, I would like to thank each member of the Project Board for their hard work and 

commitment during the project. 

 

 

Lorcan O’Connor,  

Chair, Debt Management Implementation Project Board 
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Executive Summary 

A. Background 

The Debt Management Implementation Project (DMIP) commenced in February 2015, to 

progress the implementation of key recommendations of the Debt Management Review (“the 

Review”). 

The Review1, which was published in July 2014 examined debt management practices and 

debt collection performance with respect to monies collected by the following public bodies: 

 Department of Social Protection (DSP): recovery of overpayments 

 Department of Agriculture, Food and Marine (DAFM): recovery of overpayments 

 The Courts Service: collection of criminal fines 

 The acute hospitals of the Health Service Executive (HSE): collection of Emergency 

Department (ED) and Statutory In-patient (IP) Charges 

 Local authorities: collection of commercial rates, housing loans and housing rents. 

One of the main recommendations of the Review was that a Central Collection Agency 

(CCA), based on the model employed in Norway, could present the best long-term debt 

collection outcome, subject to effective data sharing and other key enablers being in place.  

The Review also recommended a number of departmental and cross-departmental measures 

to improve debt collection performance.  

A Government decision of July 2014 provided for the establishment of a Project Board to 

drive the implementation of the Review’s recommendations and to improve collection 

performance across the in-scope public service bodies (PSBs). 

These recommendations, which are further detailed in Section 1 were to: 

 Establish an effective environment for the collection of monies due to the State by 

individuals and organisations including developing best practice guidelines and 

protocols for dealing with vulnerable debtors; 

 Concentrate PSBs’ debt management resources and activities; 

 Implement short-term improvement measures in each of the in-scope PSBs within two 

years;   

 Re-assess the business case for a Central Collection Agency (CCA) in 2016;  

 Incentivise debt collection for PSBs; 

 Take steps to standardise write-off and reporting systems in line with best debt 

management practices and 

 Ensure appropriate project governance and resourcing is in place.  

The Project Board wishes to acknowledge the inputs of the staff in each of the PSBs who 

provided input to the project and particularly those who were involved in the pilot projects.   

                                                 

1  BearingPoint Debt Management Review, (2014), 

See DPER website at: www.per.gov.ie/wp-content/uploads/Debt-Management-Final-Report.pdf 
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B. Implementation by PSBs 

Improvement programmes have been undertaken by all in-scope PSBs, which are at different 

stages of development. The impact across all sectors of these measures has resulted in 

additional collections of €64.1m in 2014 and €102.9m in 2015, which were contributed 

mainly by local authorities (€29.6m, €75.1m) and DSP (€17.4m, €18.5m). 

Table 1 

The additional € collection figure is calculated by deducting the 2013 collection rate (%) from the current year 

collection rate (%), and multiplying this by the total amount available for collection in the current year. For 

example, in DSP in 2013 the collection rate % was 56% while in 2014 it was 70%. Multiplying the 14% 

differential by the 2014 total amount available for collection €124.4m equals €17.42m. This methodology was 

used as the total amount available for collection can vary significantly each year. Collection rates can exceed 

100% due to the collection of prior years’ arrears.  

 
All € amounts in €ms 

ACTUAL TO DATE 

2013 2014 2015 

DSP 

Collection rate 56% 70% 72% 

€ For Collection 127.20 124.40 115.40 

€ Collected 70.80 86.30 83.50 

Additional € collected over 2013 collection 
rate 

                  -    17.42 18.46 

DAFM 

Collection rate 95% 100% 96% 

€ For Collection 28.07 21.60 21.93 

€ Collected 26.76 21.61 21.05 

Additional € collected over 2013 collection 
rate 

                  -    1.02 0.14 

Courts 
Service 

Collection rate 82% 89% 103% 

€ For Collection 18.40 18.17 15.58 

€ Collected 15.35 14.82 13.94 

Additional € collected over 2013 collection 
rate 

                  -    1.27 3.19 

HSE 

Collection rate 79% 111% 91% 

€ For Collection 67.45 45.64 48.15 

€ Collected 53.26 50.81 43.90 

Additional € collected over 2013 collection 
rate 

                  -    14.77 5.88 

LA RATES 

Collection rate 75% 77% 80% 

€ For Collection 1719.37 1719.28 1684.79 

€ Collected 1295.62 1325.19 1344.74 

Additional € collected over 2013 collection 
rate 

                  -    29.63 75.17  

Total additional € collections (by year)                   -    64.11 102.86  

Cumulative Additional € Collections                   -    64.11 166.96  
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Table 2 

The graph below summarises the collection rates2 achieved since 2012. 

€ 

Note:  The collection rates for HSE and the Courts Service were elevated in 2014 due to non-

recurring circumstances whereby collections for prior years’ arrears had the effect of inflating the 

collection rate in 2014. 

The Improvement Programmes for each PSB are detailed in Section 3. Some key points are: 

 DSP: Has been given new enforcement powers and has centralised much of its debt 

management activity supported by a new special-purpose debt management system. 

These new measures have proved successful and show returns but apply mainly to 

new overpayment cases. A large work programme is on-going to apply these 

measures to old/legacy debts. This renewed focus has brought collection rates from 

56% in 2013 to 72% in 2015, an improvement of approximately €13m annually.  The 

value of new overpayments arising annually has been dropping during this period 

from €127m in 2013 to €115m in 2015. 

 DAFM: A similar programme has been undertaken with new systems, a strong 

executive focus and a central unit.  The programme has been extended to all types of 

debt managed by DAFM including agri-support schemes and services provided by the 

Department. The new programme commenced rollout in mid-2015 on a phased basis 

and is ongoing.  Collection rates have improved on the main Single Payments Scheme 

from 93% in 2013 to 98% in 2015; the value of overpayments has also dropped by 

                                                 

2 The basis for calculating collection rates varies somewhat for local authorities - see note at end of Section 1. 
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approximately €4m during this period. The Rural Environment Protection Scheme 

(REPS)/Agri-Environment Options Scheme (AEOS), which is closing down, has seen 

a drop in collection rates (from 81% to 64%) largely due to a reduced opportunity to 

offset debts against future payments. Policies are being developed to avoid similar 

issues with new schemes and new mechanisms are being introduced to restrict herd 

transfers and block payments for those owing monies to the Department. 

 Courts Service: New options have been introduced making it easier to pay fines. The 

Courts Service continues to achieve high collection rates (i.e. from 82% in 2013 to 

89% in 2014) on fines collectable of €14.5m (average). A high proportion of fines 

issued (i.e. 46% on average in 2012-2015) are waived or reversed, mainly due to 

warrants being cancelled or debtors going to prison. The Fines (Payment and 

Recovery) Act 2014, which came into operation in January 2016 allows for fines to be 

paid by instalment over an extended period, together with other sanctions for non-

compliant cases, such as attachment to earnings and community service - rather than 

going to prison.  The impact of this legislation will not be fully evident for at least two 

years but is expected to add to the workload of the Courts as non-compliant cases 

must be referred back to court rather than, for instance, being dealt with directly by 

the Courts Service. The operation of the new arrangements will be reviewed in 24-30 

months. 

 HSE: Collection rates for In-Patient Charges has improved from 79% in 2013 to 98% 

in 2015 while the amounts due annually have dropped from €54.6m in 2013 to 

€34.4m in 2015 due to changes in charging rules introduced in the Health 

(Amendment) Act 2013.  However, collection rates for Emergency Department 

Charges has dropped from 78% in 2013 to 75% in 2014/15, on average annual bills of 

€13.3m. A HSE-wide income optimisation programme was commenced in 2015 and 

is ongoing but any improvements to date have been at an individual hospital level 

rather than through the implementation of national initiatives. There continues to be a 

wide variation in collection performance between hospitals (e.g. in 2015, collection 

rates ranged from 59%-98% for ED and 56% to 125% for IP) indicating that there is 

scope for improvement at the lower performing hospitals. 

 Local Authorities: The Project Board decided to focus on collection of commercial 

rates due to the potential improvements in returns to be made on circa €1.4bn due 

annually and due to the complex nature of housing loans and rents arrears, which 

involve many issues beyond debt management.  Collection rates for commercial rates 

have improved from 75% in 2013 to 77% in 2014 and 80% 3in 2015. This resulted in 

a reduction in the year-end uncollected amount from €431m (2012) to €293m (2015). 

A target reduction of €46m for 2015 was exceeded and in aggregate arrears were 

reduced by €56m. While the economic recovery played some role, the improvements 

reflect the renewed focus by the sector at the most senior levels in allocating resources 

to rates collection activities.   

                                                 

3 The basis for calculating collection rates varies somewhat for local authorities - see note at end of Appendix A. 
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A Local Government Debt Management Project Group was established in November 

2014, which initiated a number of key measures including: setting targets, an 

improved reporting system, rolling out model policies and procedures, developing 

training programmes, running seminars for debt management practitioners and 

development of a business case for a series of new enforcement powers. The Project 

Board supports the recommendation for new powers, which will require new 

legislation. These include: 

(i) Use of Sheriffs appointed by government (Revenue Sheriffs) 

(ii) Powers of attachment (attachment orders) 

(iii) Introducing a Rates Compliance Certificate (RCC) as a prerequisite for obtaining 

licences, State grants, public contracts, etc. This Certificate may be incorporated into 

the Tax Clearance Certificate (TCC) process in due course.  

Clear priorities and actions have been agreed for the 2016-18 period, which aim to 

bring collection rates up to 90% and result in additional collections of €269m 

compared to collections that were achieved in 2013. These priorities and actions also 

include: ongoing programme of training, systems improvements, legislative measures 

and stakeholder communications.  

C. Pilot Projects 

The Project Board approved a series of pilot projects to improve debt management processes, 

increase collection rates and derive lessons learned, which can now be applied in the local 

authority sector, the hospital sectors and potentially to other PSBs.  These pilot projects were 

conducted in four local authorities and at two hospitals and their results support the original 

principles and recommendations of the Debt Management Review, which identified twelve 

key success factors to improving collection rates. 

The most significant factors in making improvements in collection efficiency and 

effectiveness (described in detail in Section 4): 

 Use of special-purpose debt management systems: which provide efficiency 

features such as automated dunning cycles, case management and tracking payments 

plans; 

 Concentration of debt management skills: centralisation of the debt management 

function to concentrate skills and expertise; 

 Management involvement: clear executive focus on debt collection and strong 

sponsorship of improvements programmes; 

 Training & education: training staff in phone techniques, negotiation and systems 

and educating managers in managing workloads and leading debt management teams; 

 Reporting systems: providing effective management information on collection trends 

and resources allocation and, 

 Project management skills in leading the improvement programme. 

These learnings and other guidance will be incorporated in a new Best Practice Guide, which 

DPER will issue to all public service bodies before the end of 2016.  
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D. Key Enablers 

The Project Board examined a number of topics relating to debt management policy under its 

terms of references.  They are detailed in Section 3 and outlined here: 

Reporting standards and metrics 

Consistent reporting of debt management metrics is necessary to analyse the collection 

performance of PSBs, to identify priority areas for collection activity and to help identify the 

reasons for poor collection rates or collection costs.  A reporting template complete with a 

standard set of key performance indicators (KPIs) for tracking debt and debt management 

performance was developed to support internal performance management within the PSBs. 

The reporting template is incorporated within the Best Practice Guide. 

Sanctions and Powers 

Effective debt collection is critically dependent on the strength of the sanctions available to 

address non-payment on a timely basis. Sanctions can include some or all of the following: 

(i) Offsets (i.e. deducting any monies due from any refunds due to individuals or corporates); 

(ii) Penalties and interest charges; 

(iii) Attachment orders; 

(iv) Revenue Sheriffs who have the powers to seize goods; 

(v) Publication of the names of offenders; 

(vi) Refusal of a Tax Clearance Certificate (TCC) 

Attachment orders have been found to be very effective in getting debtors to engage in 

arrears resolution processes but are critically dependent on having accurate data about the 

debtor, which can be challenging especially in the case of older debts. The Local Government 

sector has developed proposals for new sanctioning powers, which include Revenue Sheriffs, 

Attachment orders and a Rates Compliance Certificate (RCC). These new sanctioning powers 

are expected to increase overall collection performance by 6% or €90 million over the period 

from 2016 – 2018. 

Cross-sectoral Sanctions 

The key objective of a cross-sectoral sanction is to encourage and incentivise the debtor to 

pay or at least enter into dialogue. A cross-sectoral approach ensures that debtors that do not 

pay a PSB can then be subject to sanction by another PSB, by way of a range of co-ordinated 

enforcement actions. Cross-sectoral sanctions can include some or all of the following: 

(i) Revoking or non-renewal of State licences 

(ii) Offsetting of debt against payments due from another PSB 
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(iii) Restriction of access to certain public services 

(iv) Attachment to unencumbered assets. 

The Project Board examined the scope for applying cross-sectoral sanctions, to collect both 

unpaid HSE hospital charges and unpaid court fines related to vehicle offences. A number of 

common barriers currently prevent the application of cross-sectoral sanctions, to these debtor 

categories. These common barriers include: 

(i) Absence of legislation to support the enabling of the sanction 

(ii) Data protection legislation that inhibits data transfer and analysis 

(iii) Absence of a single unique identifier that is applied across the whole of Government, to 

validate identity and facilitate accurate data transfer 

(iv) Inability of ICT structures to facilitate accurate and timely data sharing between PSBs. 

Cross-sectoral sanctions are a very effective debt collection tool but must have a data sharing 

infrastructure in place and cross-departmental support. 

Incentivisation 

Certain PSBs and State Agencies act as collection agents for the State with the monies they 

collect going directly to the Exchequer. The incentivisation concept is intended as a form of 

gain sharing arrangement whereby a percentage of increased collections revert to the 

collection agent. A proposal for a pilot incentive scheme for the Courts Service was agreed 

with DPER subject to a robust business case and setting of a baseline collection performance 

rate for 2016. The Courts Service considers that before doing so it must allow sufficient time 

(24 months) to assess the impact of the Fines (Payment and Recovery) Act, 2014 which 

changed aspects of their operations. 

Data Sharing 

A lack of good quality shared data on debtors undermines governments’ ability to manage 

debt effectively. In the context of debt management, effective data sharing arrangements need 

to support accurate identification of individuals and corporates and also to underpin key 

enabling measures, such as: 

(i) Rates Compliance Certificate 

(ii) Cross-sectoral sanctions 

(iii) Attachment orders 

In the context of the Debt Management Implementation Project, a submission was made to 

the 2014 consultative process on the Heads of Bill for the Data Sharing and Governance Bill, 

to include the sharing of data for the purpose of supporting the collection of debts owing to 

the State. The Public Service ICT Strategy was published in January 2015. This Strategy has 

identified 5 key strategic objectives that will set the future direction for innovation and 

excellence in ICT within the Public Service. The Strategy recognises data as an enabler and a 
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key focus area is the implementation of the necessary infrastructure to allow aggregation and 

facilitate sharing of common data on a Public Service wide basis, to support new digital 

services and secure authentication to existing services.  

Vulnerable Debtors 

The Project Board were tasked with developing best practice guidelines and protocols for 

dealing with vulnerable debtors. It is a core objective of all PSBs to support and facilitate all 

customers to comply with their payment obligations on a timely basis. The Project Board 

developed a number of principles, which are intended to provide general guidance for PSBs 

in developing specific policies and procedures for vulnerable debtors. These principles will 

be incorporated within the Best Practice Guide which will support PSBs in the development 

of their policies for vulnerable debtors. 

E. Central Collection Agency (CCA) 

The improvement programmes undertaken at each PSB have delivered results and where 

targets have not been met there are factors that would also have adversely affected the results 

that a CCA might have achieved. The targets now set for 2018 are close to those that might 

now be expected of a CCA, without the costs and administrative overheads of establishing a 

new agency.  

The CCA concept also relied on a functioning data sharing arrangement being in place 

between public bodies with some form of unique identifier, which would underpin cross-

sectoral measures. Without this essential infrastructure, the CCA would not achieve several 

of the key benefits upon which it would be justified. 

Based on this analysis the Project Board recommends that: 

 A CCA is not justified at this point in time. The business case is reduced significantly 

due to the improvements confirmed by a re-baselining survey that have been achieved 

to date and the collection targets now set for 2016-2018. The targets now set for 2018 

are close to those that could be expected of a CCA. The Department of Public 

Expenditure and Reform will monitor progress on the implementation of the 

improvement programmes (detailed in Section 6) for 2016-2018.   

 Planning of any future data sharing arrangement between public bodies bear in mind 

the potential opportunities and benefits of exchanging data for debt management 

purposes including: verifying identities, offsetting debts and cross-sectoral sanctions. 

F. Targets for 2016-18 

A series of quantitative and qualitative targets have been developed by each PSB on a year-

on-year basis which involve: target improvements in collection rates, key actions and 

underlying assumptions. If implemented successfully, these improvement programmes 

detailed in Section 6, in tandem with the economic recovery, will result in additional 

collections of €732m over the 2016-2018 period compared to the collection rates that were 

achieved in 2013.  
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Table 3 

The additional € collection is calculated by deducting the 2013 collection rate (%) from the current year 

collection rate (%), and multiplying this by the total amount available for collection in the current year. For 

example, in DSP in 2013 the collection rate (%) was 56%, while in 2014 it was 70%. Multiplying this 14% 

difference by the 2014 total amount available for collection (€124.4m) equals €17.42m. This methodology 

was used as the total amount available for collection can vary significantly each year. Collection rates can 

exceed 100% due to the collection of prior years’ arrears. 

All € amounts in €ms 
ACTUAL TO DATE TARGETS using New Rates 

2013 2014 2015 2016 2017 2018 

DSP 

Collection rate 56% 70% 72% 74% 74% 78% 

€ For Collection 127.20 124.40 115.40 115.00 115.00 115.00 

€ Collected 70.80 86.30 83.50 85.00 85.00 90.00 

Additional € collected 
over 2013 collection 
rate 

              
-    

17.42 18.46 20.70 20.70 25.30 

DAFM 

Collection rate 95% 100% 96% 96% 97% 97% 

€ For Collection 28.07 21.60 21.93 21.00 20.00 19.00 

€ Collected 26.76 21.61 21.05 20.20 19.30 18.35 

Additional € collected 
over 2013 collection 
rate 

              
-    

1.02 0.14 0.14 0.23 0.22 

Courts 
Service 

Collection rate 82% 89% 103% 89% 89% 89% 

€ For Collection 18.40 18.17 15.58 14.00 14.00 14.00 

€ Collected 15.35 14.82 13.94 12.46 12.46 12.46 

Additional € collected 
over 2013 collection 
rate 

              
-    

1.27 3.19 4.17 5.15 6.13 

HSE 

Collection rate 79% 111% 91% 92% 93% 94% 

€ For Collection 67.45 45.64 48.15 50.00 51.00 52.00 

€ Collected 53.26 50.81 43.90 46.00 47.40 48.90 

Additional € collected 
over 2013 collection 
rate 

              
-    

14.77 5.88 6.52 7.16 7.82 

LA/Rates 

Collection rate 75% 77% 80% 84% 87% 90% 

€ For Collection 1719.37 1719.28 1684.79 1735.33 1787.39 1841.02 

€ Collected 1295.62 1325.19 1344.74 1457.68 1537.16 1620.09 

Additional € collected 
over 2013 collection 
rate 

              
-    

29.63  75.17  150.03  208.15  269.62  

Total Additional € Collections (by 
year) 

              
-    

64.11  102.86  181.56  241.40  309.10  

Cumulative Additional € Collections 
              
-    

64.11  166.96  181.56  422.96  732.06  
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Table 4 

 

PSBs will report progress against these targets and action programmes under the IRDP 

reporting process, which forms part of the Public Service Reform Plan. 

G. Recommendations 

The Project Board makes the following recommendations: 

1. Central Collection Agency (CCA): The Project Board recommends that the Central 

Collection Agency (CCA) option should not be pursued at this time. The original 

business case is reduced significantly due to the improvements -confirmed by a re-

baselining survey - that have been achieved notably with commercial rates and DSP 

overpayments, which had been a cornerstone in justifying the investment in the CCA. In 

addition, the requisite data sharing and unique identifier capabilities needed are not yet in 

place.  

2. Legislation: The Project Board fully supports the new enforcement measures proposed 

by local authorities and recommends that the enabling legislation be brought forward by 

the Department of Housing, Planning, Community and Local Government as a matter of 

priority. 

The Project Board also recommends that PSBs consult with debt management experts, 

such as the Revenue Commissioners, in advance of introducing any future legislation 

affecting debt collection.  

The Project Board also recommends that, when the operation of the Fines (Payment and 

Recovery) Act (2014) is being reviewed, the Department of Justice and Equality seeks 

the advice of the Attorney General into possible legislative changes that could allow 

court officials deal with certain aspects of the fines collection process, which could 
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reduce the need to refer cases back to the Courts. This could possibly expedite the fines 

collection process, reduce pressure on the Courts and make better use of judicial time. 

 

3. Improvement Programmes: The Project Board recommends that the programmes 

planned at all PSBs should start and that they report progress on a regular basis to DPER 

through the IRDP reporting process.  In addition:  

a. HSE should initiate improvement programmes based on the pilot projects starting 

with the lower performing hospitals.   

b. The Courts Service should re-baseline performance in 2017 which should also 

consider the case for an incentivisation scheme.   

c. The local authorities should re-evaluate the business case for the integration of the 

proposed Rates Clearance Certificate with the Tax Clearance Certificate after two 

years of implementation. 

4. Best Practice Guide: The Project Board recommends that a Best Practice Guide is 

produced and made available to all PSBs, to support their improvement programmes and 

for use in the development of their practices and policies for debt management reporting 

and ageing, bad debt write-off provisions, old/legacy debt and vulnerable debtors.  

5. Data Sharing: The Project Board recommends implementation measures to facilitate 

data sharing in the form of: 

a: The technical infrastructure (as set out in the Public Service ICT Strategy) which will 

facilitate the implementation of cross-sectoral sanctions;  

b. The wider use of the Personal Public Service Number (PPSN) as a single unique 

identifier to facilitate accurate data transfer and the identification of debtors across PSBs. 
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1 Introduction 

The Debt Management Implementation Project (DMIP) was established in early 2015 to 

implement a Government decision resulting from its consideration of the Debt Management 

Review4 (“the Review”) published in July 2014. 

The project was initiated by the Department of Public Expenditure and Reform (DPER).  A 

Project Board oversaw the project which involved the five public service bodies (PSB) that 

had been examined by the Review. 

1.1 Background 

The Review examined the efficiency and effectiveness of debt management (DM) across five 

PSBs:  

 Department of Social Protection (DSP): recovery of overpayments 

 Department of Agriculture, Food and Marine (DAFM): recovery of overpayments 

 The Courts Service: collection of criminal fines 

 The acute hospitals of the Health Service Executive (HSE): collection of Emergency 

Department (ED) and Statutory In-patient (IP) Charges 

 Local Government: collection by local authorities of commercial rates, housing loans 

and housing rents. 

The Review identified the challenges facing these sectors in terms of debt collection and 

noted that these organisations were working to improve their debt collection performance.  

The Review contained a number of cross-departmental recommendations such as: data 

sharing, attachments to bank accounts/earnings, cross-sectoral sanctions and offsetting 

against State payments. 

The Project Board conducted a detailed analysis of these cross-departmental measures and a 

project manager was engaged to support the work of the Project Board in further 

investigating and exploring the potential impacts and practicalities of each measure.  

The Project Board was also asked to identify principles to assist PSBs in the development of 

their own guidance for dealing with vulnerable debtors, to protect people who are genuinely 

not in a position to pay. These principles will maximise collections for the taxpayer while at 

the same time protect and be sensitive to the real concerns and problems of individuals and 

enterprises. 

 

 

                                                 

4 See DPER website at: www.per.gov.ie/wp-content/uploads/Debt-Management-Final-Report.pdf 
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1.2 Project Objectives 

The objective of the project was to implement the recommendations of the Debt Management 

Review. These recommendations were to: 

Establish an effective environment for the collection of monies due to the State by 

individuals and organisations: To examine and progress measures needed for effective 

debt collection, such as: 

 Data sharing between PSBs 

 Unique identifiers 

 Attachment to earnings and bank accounts 

 Cross-sectoral sanctions  

 Recovering debt by offsetting against State payments 

 Introduction of ‘Debt Clearance Certificates’ 

 Developing best practice guidelines and protocols for dealing with vulnerable 

debtors. 

Concentrate PSBs’ debt management resources and activities - The principles behind a 

Central Collection Agency (CCA) can be applied to create more centralised units in the 

HSE and local authorities – initially perhaps at a regional level. There is also considerable 

scope for pursuing ‘old debt’, which should be examined.  

Implement short-term improvement measures in each of the in-scope PSBs within 

two years: The in-scope PSBs should proceed with measures to improve their current debt 

management approach and skills and to address any necessary operational changes.  

Re-assess the business case for a Central Collection Agency (CCA) in 2016: Re-

assessing the business case for a Central Collection Agency in 24 months by re-baselining 

performance standards in the in-scope PSBs and comparing performance to predicted CCA 

levels.  

Incentivise debt collection for PSBs: For public service bodies whose income is currently 

remitted to the Exchequer, it will be investigated whether they could be incentivised by 

keeping a percentage of additional income above an established threshold. 

Take steps to standardise write-off and reporting systems in line with best debt 

management practices: Standardise policies and procedures associated with debt write-

off and debt recovery. Develop a standard reporting regime based on best practice debt 

management key performance indicators (KPIs).  

Ensure appropriate project governance and resourcing is in place: The current Project 

Board should be retained and enhanced to include a representative of the Office of the 

Government Chief Information Officer (OGCIO). A new Chair for the Project Board will 

be selected from outside the in-scope PSBs. A full time Project Manager will be engaged to 

drive implementation of debt collection reforms within each of the in-scope Bodies and to 

deliver cross-departmental reforms. 

 



Debt Management Implementation Project  Final Report  
Page 19 

 

 

1.3 Approach Used 

At the outset, and in consultation with the Project Manager, improvement programmes were 

developed by each participating PSB with quarterly goals and targets. The representative of 

each PSB reported on progress at each meeting with regular reviews by the Project Manager.  

The outcomes achieved are summarised in the following sections of this report. 

The Project Board approved the conduct of a series of pilot projects to apply and verify these 

best practice principles in a practical way. The purpose of the projects were to implement 

appropriate measures and to derive best practice that could be applied across PSBs in all 

sectors. Pilot projects were conducted in four local authorities and at two hospitals. Their 

conduct and outcomes are described in Sections 2.4.3 and 2.5.8 of this report. Advisory 

support was provided to the improvement project conducted in DAFM. The Project Manager 

held periodic review meetings with all in-scope PSBs and also attended regular meetings of 

the Local Government Debt Management Steering Group (under the auspices of the DECLG) 

and met with the LGMA’s Debt Management Project Manager. 

In dealing with the policy matters raised in the Review, papers were prepared by the Project 

Manager and DPER officials and following consideration were approved by the Project 

Board. They are reported upon in Section 4 of this report.  In preparing these papers, 

meetings were held with the Office of the Data Protection Commissioner and the Office of 

the Government Chief Information Officer (OGCIO). 

Two surveys were conducted at the start and towards the end of the project. These surveys 

covered: DSP, Courts Service, DAFM, 31 local authorities and 48 acute hospitals. 

This report marks the conclusion of the Debt Management Implementation Project. 

1.4 Acknowledgements 

The Project Board wishes to acknowledge the inputs of the staff in each of the PSBs who 

provided input to the project and those who responded to the surveys.   

The contribution of management and staff at the pilot project locations is very much 

appreciated. 
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2 Activities & Findings 

This section outlines the main activities undertaken as part of the Debt Management 

Implementation Project and their impact. It summarises the key lessons learned in the course 

of the project, which can act as guidance to PSBs in planning and implementing debt 

management improvement programmes. These are being incorporated in a Best Practice 

Guide which will be made available to PSBs. 

2.1 Activities Undertaken 

The Debt Management Implementation Project undertook the following range of activities: 

 Six pilot projects were undertaken with four local authorities and two hospitals.  

Improvements were seen in the pilot projects brought to completion. 

 Application of the ‘best practice’ principles saw collections improve in DAFM and 

the pilot projects in the Local Government and hospital sectors. (Note: These 

principles were also incorporated in DSP’s new powers and systems). 

 Model debt management policies and procedures were developed. These have been 

adapted by the LA sector. 

 Similar policy and procedure guidelines were prepared for HSE hospitals. 

 The DMIP project team played leading roles in workshops and training sessions 

with local authority practitioners, some hospitals and in DAFM. 

 A Best Practice Guide is being prepared which will provide practical guidance to 

PSBs in planning and conducting debt management improvement projects. It will 

incorporate the lessons learned in the pilot projects and in other PSBs along with 

guidelines on reporting standards and dealing with vulnerable debtors. 

 Training courses were run for debt management staff in the pilot projects and these 

now form part of a new debt management training course run for the LA sector by 

the IPA. 

 The DMIP project team sought and got additional features added to the debt 

management system commonly used in the LA sector. 

 DPER provided input to OGP in preparing its planned tender for external debt 

management services. 

 DPER provided input to the Data Sharing and Governance Bill. 

 DPER also met with the ODPC on three occasions to brief them on debt 

management issues and receive their perspective on a number of debt management 

issues 

 Conducted a survey of debt management practices. Cross-sectoral analysis and 

feedback will be provided to the LA and HSE sectors. 

There were some tangible results in the form of improved collections from the pilot 

projects, which can be rolled out across all sectors. 
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2.2 Adoption of Leading Practices 

The surveys conducted and the pilot projects confirm the key success factors set out in the 

Debt Management Review do work and do deliver results. They confirm the importance of: 

 Systems: having a special-purpose DM system improves efficiency and effectiveness 

but time needs to be allowed for setting them up properly. 

 Training: training staff on good DM techniques improves their confidence in dealing 

with difficult cases; the improvements can be seen quite quickly.   

 Case management: work organisation/delegation and streaming of cases between 

experienced and less experienced staff helps make best use of the staff available. 

 Written procedures are essential: they need to be reviewed in detail and adjusted to 

provide guidance for staff. Training must be provided on the processes and policies 

for staff; training on systems is not enough. 

 Tailored paths: if systems support these, they should be used, particularly in 

managing recurrent defaulters or failure to adherence to any concessions granted 

 Early client contact: making contact by phone around the 40-60 day stage is 

important, to establish the “can’t pay / won’t pay” situation, so appropriate follow-up 

can be planned. 

 Early & accurate billing: the benefit of this is evident in the Rates pilots undertaken 

 Payment options: having a range of options including online payment better fits 

today’s lifestyle. Other options such as Billpay can also suit many debtors.  

 Sanctions: PSBs that have gained attachments as a sanction confirm its effectiveness 

in getting defaulters to engage in dialogue rather than just ignoring correspondence. 

Feedback from PSBs confirm that implementation of revised debt management procedure is a 

significant project which needs to be properly resourced and managed. Ideally, someone is 

assigned to lead the project on a near full-time basis, to work with systems providers and to 

refine policies and procedures. It is also an ongoing process. There will be a need for 

continuous improvement to reflect changes in economic circumstances or new circumstances 

emerging. Staff working in the area will be aware of these issues and should be encouraged to 

come forward with new situations and ideas for their resolution. 

Other key findings from the Debt Management Implementation Project are: 

 Good management information is essential. It helps drive a change programme and 

can be the basis for developing collection targets. Good quality data is critical; 

measures should be set in place to regularly update contact details for all debtors. 

 Changing DM practices does involve a culture change in many instances which needs 

management support to sustain. 

 There are certain constraints on implementing cross-sectoral sanctions; enabling 

legislation will be needed as will efficient, multi-lateral; data sharing facilities and a 

unique identifier (Personal Public Service Number), which is applied across 

Government. 

 Stronger sanctions are needed in some sectors, especially for smaller debts. 

 Greater concentration of DM expertise helps increase effectiveness as it helps the 

development of a more consistent and motivated team.  
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 Old or ‘legacy’ debt faces several obstacles in its collection (e.g. requisite paperwork / 

records are available, due process was followed, and debtor can be located). In many 

instances, the cost of preparing a sustainable case may outweigh the amount that can 

be collected. 

2.3 Implementation Approach 

Based on the improvement projects and the pilot projects undertaken the following were 

found to be key factors in making improvements in collection efficiency and effectiveness: 

• Use of debt management systems 

• Concentration of debt management skills 

• Management involvement 

• Training & education 

• Reporting 

• Project management. 

They are discussed in more detail below. 

2.3.1 Use of a Debt Management System 

Implementing a special-purpose debt management system brings several benefits: 

 Embeds standard and optimised policies and procedures 

 Automates routine tasks (e.g. issuing letters, monitoring payments are on time, 

diarising activities) which frees up experienced staff to concentrate on the more 

difficult cases and allows less experienced staff deal with other cases (using 

standardised procedures) 

 Manages cases, allowing workloads to be prioritised and allocated across the available 

staff and thereby facilitating work sharing and avoiding cases being delayed because 

the case officer is on leave 

 Facilitates earlier issuance of bills, which improves cash flow and conveys a proactive 

collection approach on the part of the bill issuer 

 Supports a variety of payment methods including online payment 

 Improved reporting and analysis of debts and cases, which help underpin ongoing 

improvements and tackling of problem areas. 

Implementing these systems requires careful planning in setting up the system and in 

redesigning procedures. Staff training on the system is important but must also be 

accompanied by training on the new procedures and any revised policies. 

2.3.2 Concentration of Debt Management Skills 

Debt collection does not always sit comfortably with a public service culture. Bringing 

together the debt management functions helps develop a body of expertise. Where the debt 

management role is decentralised, particularly if part-time, it tends to be less effective and is 

often not prioritised. Centralised debt management units allow for the development of skills 

and expertise. They are particularly effective in dealing with later stage arrears or 
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enforcement cases. If a good DM system is in place, much of the early stage collection 

activity can be automated and the later stages dealt with by an expert DM team. 

If central debt management functions are being established, a transition plan is essential and 

clear responsibilities between central and local units must be defined and communicated. 

2.3.3 Management Involvement 

Where senior management takes a direct and active interest in the debt management function 

and its improvement, collection performance improvements follow. If management take a 

less active role, projects tend to lose momentum, changes needed are not supported and the 

status quo is maintained.   

In undertaking improvement projects, management needs to: 

• Set clear goals for the project and appoint an effective project team with a project 

manager (ideally, full-time) 

• Monitor progress, clearing any obstacles that emerge and maintaining momentum 

• Review policies and procedures and ensure that staff training is adequate 

• Ensure that a good reporting system is put in place. 

Debt management needs to change as economic and other factors change, so a continuous 

improvement programme should be implemented that adjusts systems, dunning cycles, etc. to 

changing circumstances, as problem areas emerge. This might consist of quarterly reviews 

with the debt management team and a major review every two years or sooner in a changing 

economic environment. 

2.3.4 Training & Education 

The training provided to staff as part of the pilot projects was well received and brought fairly 

immediate results. The training concentrated on equipping staff with techniques on how to 

deal with debtors. This gave staff confidence to make the difficult phone calls in a 

professional manner. Staff also need to be trained on the legal issues or policy matters in case 

they form part of a debtor dispute.     

Systems training must be provided. Such training needs to be built around the procedures and 

policies in place and the way the system has been configured; generic training on system 

facilities is not sufficient. It is important that training and guidance are provided on any new 

features or adjustments added subsequently. 

Training is needed at a supervisory level on how to manage teams, allocate work and plan 

any special campaigns or initiatives. Management also need to be educated on matters of debt 

management policy, best practices and most importantly setting up and using a good 

reporting system. 

2.3.5 Reporting Systems 

A good reporting system will help focus attention on the areas that will be most productive in 

improving collection results. The Project Board developed a reporting standard template, to 

support internal performance management with a standard set of key performance indicators 

(KPI’s) for tracking debt and debt management performance. This reporting template will be 
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incorporated in the Best Practice Guide and may be adopted by PSBs on a phased basis and 

also adapted as appropriate to local sectoral requirements. 

2.3.6 Project Management 

Implementing a new debt management regime is a significant project which needs to be well 

managed and resourced. The results are markedly better where a project leader/manager is 

appointed - ideally, on a full-time or near full-time basis. Debt management staff should work 

on the project on a part-time basis; this acts as a training exercise and builds stronger 

ownership of the eventual solution. 

2.4 Legislation 

DSP and the Courts Service have had quite recent legislative changes affecting their debt 

management areas and there is no immediate requirements for further changes. The planned 

commercial rates programme will require legislation to provide additional enforcement 

measures.   

Additional powers and sanctions may be beneficial to DAFM and hospitals in certain 

circumstances but would most likely be of a cross-sectoral nature as discussed under “Cross-

Sectoral Sanctions” (see 3.3). 

The Project Board recommends that measures be taken to ensure that new legislation 

affecting debt collection follows the best practice principles set out in the Debt Management 

Review. As the primary state body responsible for the collection of taxes and duties in the 

State, the Revenue Commissioners could be asked to support this. The Revenue 

Commissioners have indicated their willingness to support and advise in any way that they 

can in regard to this recommendation. 

2.5 Framework for Debt Management Services 

The Office of Government Procurement will shortly commence a tender competition to 

establish a national framework of suitably qualified service providers to deliver leading-edge 

debt management services.  

Representatives of the Project Board have contributed to the design of this framework which 

will enable public service clients to meet their own particular debt management requirements. 
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3 Implementation of Leading Practices 

This section reviews the performance of each sector in terms of collection rates and adoption 

of the leading practices as set out in the Review, which are expanded upon in Appendix C: 

1. Early & accurate billing 

2. Special-purpose DM system 

3. Accurate data collection and maintenance 

4. Specialist DM training & support 

5. Performance culture   

6. Early client contact 

7. Range of payment options; easy to pay 

8. Documented DM policies & procedure 

9. Single Customer View 

10. Appropriate 3rd party collection usage 

11. Strong enforcement, clearly communicated 

12. Tailored collection chase paths 

Source: Debt Management Review, 2014. 

For each PSB, analysis is provided under the following headings: 

 Adoption of leading practices: Based on a recent survey and the findings of certain 

pilot projects undertaken by the DMIP project team 

 Results achieved: Analyses the collection rates over recent years 

 Lessons learned: Summarises the learnings with regards to leading practices and 

their adoption within PSBs 

 Next stages: The actions are either planned by the PSB or recommended  
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3.1 Department of Social Protection (DSP) 

Benefits overpayments can arise due to customer mistakes, fraudulent claims and internal 

errors. Total overpayments averaged €116m per annum in the last four years which 

corresponds to approximately 0.6% of DSP’s total annual expenditure. The average 

overpayment amount is approximately €1,400.  Once identified, DSP seeks to recover the 

overpayments made through immediate payment, offset against future benefits or regular 

payment (mainly for those off-benefit). The amount that can be offset increased in 2013 from 

€2 per week up to 15% of the weekly benefit. 

In general, DSP does not write-off debts unless the customer is deceased with no resources 

and will seek to recover overpayments from any future benefit (e.g. State pension) even if 

many years later. DSP continues to work towards reducing the instance of overpayments 

through tighter controls and fraud detection measures. In general, the amounts are in 

hundreds of euros but large fraud cases can amount to tens of thousands of euro. 

Once detected, customers are notified and an arrangement arrived at to settle the amount due. 

These arrangements are made at a local DSP office or for certain schemes by the central 

administration unit for the scheme. A central debt management unit oversees the overall 

recovery of overpayments across all the DSP schemes.  

3.1.1 Adoption of Leading Practices 

Legislative and operational changes have been made over the past three years in line with 

leading debt management practices. This includes investment in developing a special-purpose 

debt management system (“DRAS”) which went live in November 2014. 

DSP has also been given additional powers that has allowed it to increase the amounts that 

could be recovered from benefit payments and to issue attachment (i.e. garnishee) orders 

against wages and bank accounts without having to go to the Courts. 

Operational changes were also made whereby the DRAS system has automated the processes 

around issuing overpayment notifications and tracking their recovery. This has relieved front-

line staff of some debt management tasks and brought more consistency to the handling of 

overpayments. The central debt management unit has been expanded to take control of off-

benefit cases which can prove more problematic (e.g. customers changing address which DSP 

may not know about). Management oversight of debt management has improved and new 

reporting systems will further strengthen this aspect. 

The DRAS system incorporates many of the features of a ‘best practice’ debt management 

system with automated workflows and case management and a prescribed dunning cycle.  

Training was provided on the system and staff have adapted to it well.  Further training 

associated with policy refinements is planned. 

DSP is also trying to address the recovery of ‘legacy’ debts, i.e. ones that were incurred 

several years ago. This work is on-going. Best practices that can be added to the DSP 

processes include: 

 Increasing the range of payment options, e.g. credit card, online payment, payment 

through the Post Office. 
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 Tailored collection chase paths, i.e. varying letters  depending on what is known about 

the customers’ previous payment history 

 Online, self-service tool for making a payment plan, especially for off-benefit cases 

 Monthly tracking of performance through key metrics. 

3.1.2 Results Achieved 

The results for 2012-2015 show a major improvement in collection rates since 2013. 
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Table 6 

The detailed analysis of the debt and recoveries is as follows 

 Amounts in € millions 2012 2013 2014 2015 

Debts due:     

Outstanding at 1 January 343.40 376.10 421.10 446.305 
 

Overpayments recorded 96.90 127.20 124.40 115.40 

Debts cancelled -4.60 -4.80 -7.80 -11.90 

Debts written off -6.20 -6.70 -14.10 -2.30 

Total recoverable debts 429.50 491.80 523.60 547.50 

Debts recovered:     

Welfare payments withheld 28.30 35.00 39.60 35.10 

Recovered from Probate claims 10.60 12.00 13.00 14.40 

Other cash receipts 14.50 23.70 33.70 34.00 

Total recovered 53.40 70.70 86.30 83.50 

Outstanding at 31 December 376.10 421.10 437.30 464.00 

METRICS:     

Collections v Collectable Amounts 12% 14% 16% 15% 

Collections v Bills Issued* 55% 56% 70% 72% 

 

The key metric is the improvement in the amount recovered compared to the new 

overpayment bills issued (marked * above) which has gone from 56% in 2013 (when the 

Debt Management Review was reporting) to 72% in 2015. Indications are that the underlying 

trend is upwards.   

It should be borne in mind that the recovery of overpayments can take many years to 

complete so that the new measures introduced in 2014 will build incrementally over a number 

of years. This is particularly true of those cases where the old maximum payment of €2 per 

week still applies. Each of these cases will have to be examined individually and, if possible, 

new terms agreed. This will involve a major workload. The new measures and system are 

                                                 

5 There has been a once-off adjustment in respect of the opening balance for 2015.  The end of year balance 

used in previous years was based on an opening balance and the movement in the year. However, the original 

balance was not reconcilable.  This figure is now fully reconciled to the Department’s new debt management 

system (DRAS). 
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yielding results with overpayments identified in 2015 performing considerably better and 

requiring less staff time due to the process automation.  

3.1.3 Lessons Learned 

The performance improvement achieved (on new overpayment bills) illustrates the value of 

employing the ‘best practice’ measures, especially the implementation of a special-purpose 

debt management system and the concentration of debt management expertise in a central 

unit. This unit deals with the more difficult cases while the system automates most of the 

early stage collection processes. 

A number of other important learnings were: 

 Policies and procedures need to be fully reviewed and updated to provide clear 

guidance to front-line staff on dealing with sensitive cases (including vulnerable 

debtors) 

 Staff training on the new procedures is essential. Training focused on the system 

features is not sufficient. 

 Collecting legacy debt and adjusting existing payment arrangements has many 

complexities. In most cases, it means going back over old case files where 

documentation may not be adequate to provide an arguable case and consequently 

recovery may prove to be difficult. 

 In addition, the debtor’s current circumstances need to be established and considered 

in deciding the approach to be taken. 

 For legacy debt and those off-benefit, establishing the debtor’s whereabouts may be 

difficult and if they have moved, DSP may have difficulty in establishing their current 

home address.  

 Applying attachment orders to wages must be handled very sensitively.  DSP must 

establish that the debtor has received the attachment order which will be problematic 

if it does not have a means of keeping addresses current. If an attachment to earnings 

is being sought, it must also be certain that it has the correct employer name and 

address. Similar considerations apply to attachments to bank accounts.   

 Some of these issues might be addressed by wider sharing of data between PSBs (e.g. 

income, address, employer and bank account data). 

3.1.4 Next Stages 

There are a number of areas that DSP plans to focus on over the next year: 

 Refining its policies and procedures in dealing with pre-DRAS debts, many of which 

are paying only €2 per week. It is expected that new guidelines will be needed and 

extensive staff training in same will be required. 

 Refining its policies and procedures concerning ‘legacy’ debts, i.e. those going back 

many years. This will be labour-intensive involving the review of some 70,000 debt 

files to establish the precise circumstances in each case. 

 Examining ways to better manage off-benefit cases, notably changes of address and 

employment. 

 Improved metrics for management information purposes. 
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 Consideration of policy and operational changes that broaden the range of payment 

channels that can be utilised by the Department currently.  

3.2 Department of Agriculture, Food and the Marine (DAFM) 

Overpayments on farm support schemes can arise due to changes in customers’ eligibility, 

customers’ mistakes and irregular claims. Two principal schemes fell within the scope of the 

Review:  Single Payments Scheme (SPS) and the Rural Environment Protection Scheme 

(REPS) which has some follow-on schemes (e.g. Agri Environment Options Scheme (AEOS) 

and Green Low-carbon Agri-environment Scheme (GLAS) in the case of REPS and Basic 

Payment Scheme (BPS) in the case of SPS). DAFM also collects several other types of debt 

mainly in respect of fees charged for providing services (e.g. veterinary inspection services, 

laboratory tests, use of fishery harbour facilities). The latter debt types are on the 

Department’s own account whereas the schemes are mostly EU-funded and the Department is 

acting as the paying agency administering the schemes. Administration of the various 

schemes and debts is managed within their appropriate operational units. A central debt 

management and monitoring unit has been set up to oversee policy, procedures and systems; 

it may also handle later stage debt in the future. 

Where an overpayment on a scheme arises, the general approach is to offset it against future 

payments or for larger amounts to seek direct repayment. Offsets account for 92-98% of 

amounts collected, so the amount collected directly on schemes is around €1m p.a. Non off-

settable debt is carried for several years and each scheme carries forward each year a 

significant tranche of legacy debt (e.g. €4.5m in REPS arrears remained at the end of 2015, of 

which €2.5m was over 12 months old; the corresponding figures for SPS are €2.0m year-end 

arrears with €0.9m over 12 months old). Writes-off in excess of €10,000 require approval by 

DPER and this can take time. 

The REPS/AEOS scheme is now closing so the opportunity to recover by offset is waning 

(e.g. the amount collected by offset dropped from €5.8m in 2014 to €3.8m in 2015).  

DAFM’s systems allow that debts can be offset against any scheme, so that REPS 

overpayments could, for instance, be offset against a SPS/BPS payment if it exists. 

3.2.1 Adoption of Leading Practices 

As a result of the Debt Management Review, DAFM put in place a programme to improve its 

debt management capability under the Central Debt Management Group which has met 

regularly since 2014 and introduced improvements to DAFM’s debt management structure 

including: 

 Introducing central debt monitoring and an automated debt collection management 

system which is integrated with its accounts computer system.  

 Implementing many best practices in debt management – as described below. 

This was done through: developing policies and procedures, staff training and 

implementation of the Collection Management Systems (CMS) module on the Department’s 

core accounting system (SAP) where all debts are managed. Implementing CMS was 

somewhat more complex as it required the module to track debts on the accounts payable 

ledger (for schemes) as well as the accounts receivable ledger (for all other debtors). 
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CMS was rolled out across most operational and scheme areas during 2015 and is ongoing.  

This and the updated procedures and staff training have led to several ‘best practices’ being 

implemented, e.g. 

 Documented policies and procedures 

 Earlier notification and billing of overpayments 

 An advanced debt management system bringing a more automated dunning process, 

payment plans and tailorable chase paths; it also provides a ‘single customer view’ of 

debtors total relationship with DAFM 

 Earlier phone contact with overdue debtors  

 A wide range of payment options (cash, credit/debit card, EFT, online) 

 Staff training on dealing with debtors by phone. 

 Strong executive support, supported by new reporting systems. 

In addition, controls have been added so that (1) herd numbers or BPS entitlements cannot be 

transferred if a debt already exists on a herd and (2) payments are blocked if there is a write-

off history on a client account. 

3.2.2 Results Achieved 

The following chart illustrates the collection rates achieved during the 2013-2015 period. 

Table 7 
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3.2.2.1 SPS 

While there were some improvement in DM practices in 2015, the major impact will not be 

seen until 2016 and thereafter.   

Table 8 

The results for 2013-2015 were as follows: 

Amounts in €000s 2013 2014 2015 Notes 

Debt Outstanding b/fwd at year-end: 1,874 2,351 1,512  

Bills Issued: 21,697 15,739 16,738 1 

Amount Collected by offset: 20,095 15,385 16,228 2 

Amount Collected by other means: 847 259 696 3 

Amount overdue at year end 2,451 2,935 2,031  

Written-off: 435 294 299 4 

'Old' debt (>12 months) 1,073 1,212 909  

% collected by offset: 96% 98% 96% 2 

% collected by other means 4% 2% 4% 3 

Collections v Collectable Amounts 89% 86% 93% 5 

Collections v Bills Issued 93% 93% 98% 6 

% of bills written-off: 2% 2% 2% 4 

 

Notes: 

1. The value of overpayment bills has dropped by c €5m since 2013 

2. A high proportion of debt is recovered by offset (96% in 2015) 

3. This leaves a small portion (4%) to be collected by direct means 

4. Write-off levels are comparable with general norms. 

5. Collection rates are on an upward trend for the period 2013-15.  The normal collection rate (Collections 

v total collectable) is slightly distorted by the level of old debt being carried and not written off. 

6. Collections versus Bills Issued is more indicative of the current level of performance.  The 2015 figure 

of 98% is comparable with collection rate norms and is up 5% since 2013. 

Further improvement is expected when the full impact of the new system, procedures and 

training is felt from 2016 onwards. 

  



Debt Management Implementation Project  Final Report  
Page 33 

 

 

3.2.2.2 REPS/AEOS/GLAS 

As with SPS, the major impact of DAFM’s improvement programme will not be seen until 

2016 and thereafter.  

Table 9 

The results for 2013-2015 were: 

Amounts in €000s 2013 2014 2015 Notes 

Debt Outstanding b/fwd at year-end: 2,764 2,855 3,726 1 

Bills Issued: 6,370 5,857 5,193 2 

Amount Collected by offset: 5,495 5,752 3,811 3 

Amount Collected by other means: 324 213 321 4 

Amount overdue at year end 3,465 3,589 4,487 1 

Written-off: 3 - 9  

'Old' debt (>12 months) 1,963 2,235 2,466 2 

% collected by offset: 94% 96% 92% 3 

% collected by other means 6% 4% 8% 4 

Collections v Collectable Amounts 64% 68% 46% 5 

Collections v Bills Issued 81% 92% 64% 6 

% of bills written-off: 0% 0% 0%  

 

Notes: 

1. The levels of uncollected debt brought forward each year is growing, due to the lack of write-offs – a 

policy and process that needs to be reviewed with DPER 

2. A high proportion of debt is recovered by offset but this dropped in 2015 because the scheme was 

closing down so the opportunity to offset was reduced (from 96% in 2014 to 92% in 2015) 

3. This leaves a small portion (8% in 2015) to be collected by direct means 

4. Write-off levels are negligible and as noted, policies and procedures need to be reviewed 

5. Collection rates dropped significantly in 2015 as the opportunity to offset reduced 

6. The normal collection rate (collections v total collectable) is slightly distorted by the level of old debt 

being carried and not written off 

7. Collections versus Bills Issued was moving up but has dropped back to 64% in 2015; again, due to the 

scheme coming to an end 

As the REPS/AEOS scheme winds down, offsetting will drop and direct collection methods 

will be needed to collect. This is where the more effective collection regime can have a 

significant impact. 
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3.2.3 Lessons Learned 

To some extent, it is too early to fully assess the impact of the new approach, as the new 

system is only operational for six months.  However, a number of points emerged in relation 

to the design and implementation of the new regime, as follows: 

 Active leadership is critical to changing methods and maintaining momentum 

 Setting up a new debt management system is quite a lengthy process (i.e. up to 12 

months) and needs active participation by debt collection management and staff 

 Staff training is also critical not only on the systems but on customer management and 

telephone technique. Some behavioural and process changes need a longer lead time; 

systems training needs to be delivered close to the go live date. 

3.2.4 Next Stages 

Further measures are planned to reinforce the training and new procedures in light of the 

experience to date including: 

 Further procedural changes (e.g. earlier logging of overpayments by inspectors) 

 System enhancements (e.g. visibility of scheme applications for future years) 

 Refinement of the dunning cycle with earlier follow-up and more tailored chase paths 

 Consideration of options for collection of smaller amounts (i.e. under €5k) 

 Reviewing the approach to ‘old’ debt and developing an approach to collecting these 

amounts or, if applicable, writing them off 

 Examining options for dealing with late stage arrears including the use of legal 

remedies and write-off procedures 

 Further expansion of a central debt management unit which will in due course, 

manage later stage debt 

 Expansion of the reporting systems, utilising the reporting model developed during 

the Debt Management Implementation Project. 

A strong management focus will be retained with monthly targets being set for debt 

collection across schemes and operational areas. 
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3.3 Courts Service 

Fines are the most widely used sanction in our legal system. The management of court 

imposed fines falls within the remit of the Courts Service but also involves An Garda 

Síochána and the Irish Prison Service.  Major changes in the Courts Service’s debt 

management processes came into effect in January 2016 upon the commencement of the 

Fines (Payment and Recovery) Act 2014. This legislation has a primary objective of reducing 

the number of offenders going to prison for non-payment of fines by introducing a range of 

alternative sanctions, such as community service and attachment to earnings. It also 

introduced the option to pay fines by instalment, whereas heretofore only full payment could 

be accepted. The new legislation aims to significantly reduce the involvement of An Garda 

Síochána and the Irish Prison Service in the fines process.   

The new process will add to the workload in the Courts Service as cases in default will have 

to come back to court - as only the court can determine how non-payers are dealt with; the 

Courts Service has no discretion in these matters. Preparing for the new Act was the principal 

priority for the Courts Services over the past year and available resources were focused on 

updating and testing IT systems and processes to handle the new procedures and preparing to 

implement the new payments and printing services.   

3.3.1 Adoption of Leading Practices 

Since 2008, the Courts Service has improved the administrative approach to the court fines 

collection process, including the centralisation and automation of many of the processes. An 

online payment facility was introduced which now accounts for 37% of fines paid. This 

brought about significant improvements in the collection rate as is shown in the Table below. 

As part of the implementation of the new legislation, the Courts Service tendered for and 

selected An Post for the provision of additional payment channels and to manage the printing 

of notices. These measures came into operation in January 2016 and are meeting the 

objectives set. 
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3.3.2 Results Achieved 

The Courts Service’s ‘compliance rate’ (i.e. collection rate) for the payment of fines has been 

on an upward curve over a number of years.  

Table 10 

 

Note:  As seen above for 2015, the collection rate for a year can exceed 100% where arrears from prior 

years are being recovered in the year being reported upon. 

However, the collection rate in any one year can be distorted by adjustments for cancellation 

of warrants and other reasons, which tend to be retrospective and can cover more than one 

year.  It must also be noted that the new legislative provisions for the collection of fines, 

which came into effect in January 2016, introduces new factors that may impact on the 

collection rates in the future.  

Table 11 

Amounts in €000s 2012 2013 2014 2015 Notes 

Debt Outstanding at year-end: 99,308 102,701 104,369 104,003 1 

Fines Issued: 32,626 29,557 30,500 31,360  

Amount Collected: 15,351 14,823 13,940 14,681  

Waived/reversed/credited: 14,228 11,386 14,916 17,079 5 

Written-off: 0 0 0 0 2 

Collections v Collectable 

Amounts 

13% 12% 12% 12.4% 3 

Collections v Net Fines Issued 83% 82% 89% 102.5% 4 

Fines Paid Online 29% 32% 35% 37%  
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Notes: 

1. Unpaid fines are brought forward and can only be waived by a judge.   

2. The Courts Service does not have the power to write-off any fines but must bring them back to court 

3. Collection rates have been on upward trend for the period 2012-15. The normal collection rate 

(Collections v total collectable) is slightly distorted by the level of waivers and reversals in any one 

year as these can deal with fines imposed in previous years. 

4. Collections versus Net Fines Issued (i.e. Fines Issued less ‘Waived/reversed/credited’ amounts) is more 

indicative of the current level of performance. The 2014 figure of 89% is comparable with collection 

rate norms and is up 6% since 2013. 

5. Fine warrants can be cancelled, reversed or waived for a number of reasons with the main one being 

either cancellations or the debtor going to prison. The following illustrate fines issued by the District 

Court: 

Amounts in €000s 2012 2013 2014 2015 

Warrants Cancelled / Defaulters lodged in 

prison 

8,500 6,600 11,000 13,000 

Value of Fines:     

Reversed on appeal 1,950 1,730 1,200 1,500 

Varied on appeal 1200 900 800 760 

Set aside 670 440 460 450 

Estreatment order discharged 62 46 66 65 

Voided 150 320 170 150 

       Other 1,696 1,350 1,220 1,154 

Total: 14,228 11,386 14,916 17,079 

 

3.3.3 Lessons Learned 

A more focused approach with timely billing and reminders together with a range of flexible 

payment channels have contributed to significant improvements up to the end of 2015. The 

new arrangements introduced by the Fines (Payment and Recovery) Act 2014 allow for fines 

to be paid by instalment over an extended period together with other sanctions such as 

attachment to earnings and community service. It will be at least two years before the impact 

of the new arrangements can be properly assessed. While still at an early stage, the new 

payments and printing arrangements through An Post are working well. 

In reviewing the operation of the new arrangements, the Project Board recommends that 

practices in operation in other jurisdictions that reduce the need for referral back to the courts 

are considered such as: 

 Allowing court officials engage with debtors to make arrangements – using certain 

agreed protocols and guidelines – which avoid taking up valuable court time and 

incurring additional costs. In New Zealand, Deputy Registrars have the power to 

make or extend a time-to-pay arrangement and issue deduction notices and attachment 

orders.  

 Establishing a central collections unit similar to the UK model which has significantly 

more powers than the Courts Service of Ireland has at present. 

 Measures that would reduce the instance of waivers, reversals and credits. 
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3.3.4 Next Stages 

The immediate priority is to ensure that all of the features of the legislation are operating as 

intended and that the new arrangements including new channels of payments, are proving 

effective. The new arrangements are just a few months into operation and not all of them are 

operational or have been operating sufficiently long to assess their effectiveness.  It will be 

necessary to review the effectiveness of the operation of the new arrangements when they 

have had sufficient time to bed-in, which will take approximately 18-24 months. At that time, 

when the review of the current arrangements is carried out, it should benchmark collection 

rates and other relevant factors against international best practice and KPIs in this area. 

As identified in the Review, the Courts Service’s role is only one part of the end-to-end fines 

process; they are only involved when the matter has been brought to court by the Garda 

Síochána or other PSBs. Separately, joint working groups have been examining the Fixed-

Charge Processing System (FCPS) but not from a debt management perspective. In many 

cases, non-financial sanctions (e.g. penalty points) can be more effective than a financial one 

which, for smaller amounts, may be not be cost-effective. 

 

  

http://www.garda.ie/
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3.4 HSE/Hospitals 

The HSE derives most of its hospital income from three main sources: Private Health 

Insurance, Statutory In-Patient (IP) Charges and Emergency Department (ED) Charges. The 

main focus of this project for the HSE centred on ED and Statutory IP charges. In 2015, from 

data gathered by survey, the HSE’s net billing was €13.7m in ED charges and €34.4m in 

Statutory IP charges. Relative to the overall HSE budget of €13bn and private income of over 

€500m annually, the amounts involved for ED and Statutory IP charges are limited. 

Nevertheless, it is important to ensure the recommendations from the original Review are 

implemented to ensure best practice applies across all hospitals.  Findings and 

recommendations identified through the DMIP will also be of value to other areas within the 

HSE.  ED and Statutory IP Charges were considered as part of a General Income Review 

programme in 2014-15 within the HSE with a renewed focus on maximising collections from 

all sources. 

With respect to the project, the HSE’s 48 acute hospitals bill patients in certain 

circumstances: 

 ED Charges: €100 for attending Emergency Departments, Injury Units or similar 

facilities (Note: not all hospitals have an ED or similar units) 

 Statutory IP Charges: €75 per night for overnight in-patient stays to a maximum of 

€750 per 12-month period. 

The Debt Management Review found a wide disparity in collection rates between hospitals 

for both ED and Statutory IP charges. Collection rates among the 48 HSE hospitals vary due 

to a number of factors that include: 

 System limitations 

 Infrastructure issues 

 Process issues 

 Culture issues 

 Lack of sanctions for non-payers. 

In early 2016, the HSE commissioned Grant Thornton to carry out a comprehensive project 

on ‘Private Income Process Review’.  While the project had its main focus on private income, 

Grant Thornton also looked at the ED and public in-patient charges also.  With respect to ED 

Charges, Grant Thornton found inconsistencies in the approaches taken by hospitals in 

relation to collection of the €100 ED charge. This backs up the findings of work carried on in 

the DMIP survey.  With respect to Statutory IP Charges, Grant Thornton found gaps in the 

patient administration system from admission to discharge that led to lapses in efficient 

billing. 
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Recommendations of the draft Grant Thornton report to address these shortcomings 

include: 

 Improving communication including standardising communication materials at ED 

registration, so patients are fully informed about the €100 ED charge; 

 Ensuring that there are ATM’s, card payment and other related payment facilities 

available on site; 

 Where a bill is not settled before discharge standardising the format of patient debt 

collection letters and considering the use of email and text message based billing 

and reminder facilities; 

 Improvements in integration of patient admission procedures and patient accounts 

procedures. 

 

The Debt Management Implementation Project planned to conduct a number of pilot projects 

which would seek to apply ’best practice’ debt management practices at some hospitals.  

Some initial planning workshops were held which identified the areas and measures that 

appeared most beneficial based on practices already in operation in some of the hospitals with 

higher collection rates.  Broadly, they broke down into two areas: (1) admissions procedures 

and (2) billing and debt collection. 

While In-Patient Charges are reasonably straight forward to bill and collect, complexities can 

arise if a patient has been treated at different hospitals over a 12-month period, as there is no 

central record of amounts billed. This can lead to work to check patients’ eligibility or over-

billing and subsequent work to credit back any overbilled amounts. 

Practices vary considerably as regards ED charges. Some hospitals seek payment or a credit 

card at admission stage; most do not; and clearly, this is not possible if the patient is seriously 

ill or injured. Several eligibility rules apply which must be verified before billing (e.g. an ED 

patient admitted to hospital is not charged) so delaying bill issuance. Collection practices 

vary in terms of resources devoted to debt management activity and proactivity of the 

approach used. Many hospitals outsource these activities to debt collection agents. 

The pilot programme was delayed for five months due to issues raised by staff 

representatives. In due course, pilots got underway at St Vincent’s Hospital, Dublin and St 

Columcille’s Hospital, Loughlinstown. These were restricted due to other priorities within the 

hospitals. Nonetheless, some valuable information was derived which can be applied across 

the sector. A third pilot at one Hospital Group (Saolta) was dropped completely due to other 

priorities within the Hospital Group. The Project Board are disappointed at the lack of 

progress on the hospital pilots.   

3.4.1 Adoption of Leading Practices 

A recent survey sought details of certain debt management practices used in each hospital 

which give a broad indication of the current status and the opportunity for improvement 

through adoption of leading practices. (Note: The practices surveyed were a subset of the 

leading practices, as some cannot be adequately assessed by survey and need an on-the-

ground review). As part of the work of the DMIP, these were reviewed by a debt 
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management specialist who scored each response on range of practices (i.e. collection path 

followed, level of automation, organisation of debt management function, billing and 

payment methods).   

The scores (expressed as a % of the maximum score) ranged from 44% to 87% with a median 

of 69%. This is a good starting point but suggests that there is scope for improvement in 

several hospitals in the areas of: systems/automation, organisation of the functions/roles and 

payment methods where scores were lower across all hospitals.   

Table 12 

 

 

3.4.2 Results Achieved 

The Review noted that collection rates varied significantly between hospitals and highlighted 

the importance of applying measures to bring those hospitals with lower collection rates up to 

the levels of those with higher collection rates. This continues to be the situation. 

Note: 

1. The results shown are based on the surveys returned with complete data. A small number of 

hospitals only had amounts received but did not have a breakdown of, for instance, total bills 

issued or credits/waivers of charges. 

2. Collection rates are reported for hospitals on the basis of amounts collected in the year as a % 

of net charges made in the year (i.e. Bills issued less any waivers/reversals/credits issued). 

3. Collections rates can exceed 100% where significant inroads have been made into arrears 

brought forward from the prior years.  This was very prevalent for IP charges in 2014 when 

changes in charging policies meant that the charges made in 2014 were down while arrears 

from 2013 were still coming in, so boosting the collection rate. 



Debt Management Implementation Project  Final Report  
Page 42 

 

 

Table 13 

The chart below illustrates the trends in collections rates in the 2013-2015 period: 

 IP Charges are up from 79% in 2013 to 98% in 2015 (See note 3 above re 2014)  

 ED Charges fell by 3% from 78% in 2013 to 75% in 2014 and 2015. 

 

The collection rates vary considerably between hospitals and in many cases the collection 

rates for ED Charges and IP Charges are significantly different for a hospital.  

Table 14
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Table 15

 

Table 16 

The scatter diagram below shows the collection rates achieved in 2015 for ED Charges (blue 

dots) and IP Charges (red dots) for the hospitals surveyed. 
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Table 17 

ED Charges have increased by €0.9m over the 2013-15 period to €13.75m but collection rates 

have dropped from 78% to 75%, resulting in the uncollected amounts growing by €1.21m to 

€3.50m. As a result, there is a case for improvement measures particularly at those hospitals 

with lower collection rates. 

Emergency Department (ED) Charges 

Year 

Average 

Collection 

Rate 

Range across 

the sector 
Net Billing 

Amount 

Collected 

Amount 

Uncollected 

2013 78% 62% to 107% €12.85m €9.96 €2.29m 

2014 75% 55% to 136% €13.29m €9.95m €3.34m 

2015 75% 59% to 98% €13.75m €10.25m €3.50m 

 

Table 18 

The IP Charges collection rates are distorted by the effect of a policy change in 2014, which 

reduced the overall annual charges from €54.6m in 2013 to €32.35m in 2014 and €34.4m in 

2015. The result is a collection rate of 126% in 2014 which would include a significant 

element relating to bills issued in 2013. Data is not available to assess the underlying trend in 

collection rates but the effect of the 2014 change should have had a much more limited 

impact on the 2015 figures, so it would appear that IP collection rates have improved as a 

result of a renewed focus on the income generation programme within the HSE. The situation 

however warrants on-going review to ensure that collection rates remain high. 

Statutory In-Patient (IP) Charges 

Year 

Average 

Collection 

Rate 

Range across 

the sector 
Net Billing 

Amount 

Collected 

Amount 

Uncollected 

2013 79% 58% to 109% €54.60m €43.30m €11.30m 

2014* 126% 20% to 126% €32.35m €40.86m (€8.51m)* 

2015 98% 56% to 125% €34.40m €33.65m €0.75m 

* 2014 skewed by policy change which meant the collections for 2014 included amounts in respect of 2013 billing.  

 

3.4.3 Pilot Projects 

The DMIP project team conducted planning workshops with the Saolta Hospital Group and 

three Ireland East hospitals, which identified areas of opportunity where ‘best practice’ debt 

management principles could be applied.  The participants included hospitals which had 

implemented the measures that were being proposed for implementation. 
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The planned improvements were in two functional areas:   

 Admissions: where possible (having regard to the patient’s health situation) seeking 

to gather accurate information for billing purposes and to establish how the bill would 

be settled either by immediate payment, credit card or some other arrangement. For 

planned admissions, patients could pre-advise these arrangements or be asked to make 

an arrangement at admission time. 

 Patient billing /collection: seeking to issue bills promptly with clear payments 

instructions and options, followed by proactive approach to debt collection (e.g. 

reminder letters, phone calls). Extending outsourcing which is already widely used 

could be considered. 

Several hospitals already apply some or all of these practices.   

The pilot projects undertaken were limited due to time constraints and did not allow time for 

meaningful metrics to emerge. The constraints arose for a number of reasons including delays 

caused by staff representative’s issues and other hospital management priorities. Both 

hospitals involved accept the value of the proposed measures; St Vincent’s already operates 

many of the proposed admissions’ measures. While there was limited application of the 

proposals, there was enough feedback to provide some assurance that the proposed measures 

will be of value across the sector. 

Specific points emerging from the pilot projects and confirmed by a review of the survey 

responses are: 

Areas where good practice exists Areas for consideration/development 

 Some hospitals have well developed 

proactive collection paths. These 

involve contacting the client early by 

both letter and phone. In a number of 

cases this is achieved by using a 3rd 

party collection agency. 

 A few hospitals have a fully automated 

collection path. 

 Validating if a patient is liable for an 

ED charge and requesting its payment at 

the point of admission by a few 

hospitals. 

 Some provide multiple means of 

payment. 

 Many of the hospital collection paths are 

in need of improvement.   

 The majority of hospitals have an overly 

manual collection path which takes time 

for staff to manage. A few still process 

individual letters through word. 

 Many not proactive in requesting 

payment. 

 Billing is generally too slow. 

 Few provide online payment option for 

patients. 

 Lack of training for staff 

 Lack of a consistent set of policies and 

procedures for all hospitals. 

 Resource issues relating to both staff 

and IT. 
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3.4.4 Lessons Learned 

Collection of hospital charges is a relatively low priority in the context of the issues hospital 

management face. This leads to limited staff time being available to undertake improvements 

projects. To be successful and to get the different functional areas working together, 

executive sponsorship is essential. 

Hospitals are outsourcing several aspects of billing and collection which helps overcome 

several of the challenges facing internal teams. An arrangement for all hospitals nationally or 

within a Hospital Group may prove more cost-effective. 

3.4.5 Next Stages 

Hospitals should adopt the ‘best practice’ measures proposed, automate the management of 

the collection process and establish a programme to apply it across all Hospital Groups.   

The DMIP project team will prepare a Best Practice Guide for the HSE on the recommended 

practices and how they can be used by individual hospitals. A rollout programme needs to be 

put in place with suitable training programmes, guidance on systems aspects and 

implementation management. 

Specific recommended actions, based on the pilot projects and a review of the survey 

responses, are: 

 Develop an agreed set of policies and procedures documents that would be consistent 

across all hospitals 

 Provide training to staff at each level of the process; building a positive and proactive 

attitude to collection activities is important to success 

 Implement debt management software on all sites, to automate the management of the 

collection process and the sending of correspondence (some existing accounting 

systems have this functionality) 

 Implement a single online payment portal that all hospitals can use 

 Work on bringing all hospitals’ collection paths up to a minimum standard 

 Address resource and operational issues which delay the billing process in some 

hospitals 

 Run a public education program to set an expectation of payment compliance 

 Provide a central call centre that can handle incoming payment calls from patients 

 Address enforcement options and powers for non-payment 

 Establish a panel of preferred debt collection agents (DCA) and legal firms 

 Agree standard service level agreements (SLAs) for all debt collection agents (DCAs) 

based on the agreed policies and procedures 

 Appoint a national credit manager to work with Hospital Groups/Trusts to achieve 

consistency and results. 
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3.5 Local authorities – Commercial Rates 

This section describes: 

 The initiatives undertaken by the local authorities under the guidance of the Local 

Government Sector’s Debt Management Project Group6 

 Pilot projects undertaken at four local authorities 

 Findings from the re-baselining survey undertaken in April 2016. 

NOTE:  Calculation of collection Rates:  In 2015, the Local Government sector updated its 

reporting scheme and the formula used for calculating collection rates – see note at the end of 

Section 1. Throughout this report, for consistency purposes, LAs’ collection rates are 

presented on the basis used in prior years and used in the Debt Management Review. 

3.5.1 Introduction:  Reform of Local Government  

The Local Government sector has undergone a significant period of reform. Between 2008 

and 2013 revenue budgets reduced from €4.7bn to €3.9bn and capital budgets reduced from 

€6.13bn to €1.45bn. The number of local authorities reduced from 114 to 31.  The number of 

staff working in the sector reduced by 8,919 or 27%. The sector has advanced a significant 

reform agenda, putting in a place a range of shared services, policy initiatives and reforms 

aimed at reducing costs and generating income.   

The reorganisation of local governance structures set out in the “Action Plan for Effective 

Local Government – Putting People First” was given effect through the Local Government 

(Reform) Act 2014. The new structures of Local Government including the establishment of 

municipal districts, provided an opportunity to achieve a more coherent approach to rates and 

charges on a county-wide basis, having regard to funding requirements and the need to 

support employment and business competitiveness. A number of specific reforms impacted 

on the collection performance of local authorities: 

 Revaluation Process: The Valuation Office is currently in the process of revaluing 

commercial property throughout Ireland. Since 2008 six local authority areas have been 

re-valued with a further seven in the pipeline. The essential purpose of a revaluation is to 

redistribute the burden of rates more equitably in line with relative changes in valuations 

across different classes of properties. Rate limitation orders have been made in each of 

the local authorities that have undergone a revaluation to date. Such orders limit the 

overall amount of income a local authority can raise through rates in the year following a 

revaluation, to the total amount of rates liable to be paid to it in the previous year, 

adjusted for inflation. 

 Rates Restraint:  In recent years, a specific commitment in the Government’s Action 

Plan for Jobs has been for local authorities to exercise restraint in setting and where 

possible to reduce the Annual Rate on Valuation (ARV). 

 Rates Harmonisation: The Local Government Reform Act 2014 provided for rates 

harmonisation to cater for differences between Annual Rates on Valuation (ARVs) of 

                                                 

6 The CCMA Local Government Debt Management Project Group, which was formed in November 2014 to 

develop policies and procedures to improve debt collection in the area of commercial rates 
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towns and counties. A ‘Base Year Adjustment’ (BYA) mechanism has been introduced to 

phase in increases and decreases in the ARV over a maximum of 10 years. 

 Vacant Property: Section 31 of the Local Government Reform Act 2014, introduced a 

new reserved function for Elected Members, to alter the proportion of refunds allowed on 

vacant properties.  

 Subsequent Occupier Liability: Section 32 of the Local Government Reform Act 2014, 

abolished the subsequent occupier rule which allowed local authorities to pursue new 

occupiers for arrears of rates not discharged on a property.   

 

3.5.2 Debt Management Project Group7 

In order to coordinate the sector’s response to addressing the high level of debt, a Local 

Government Debt Management Project Group was established in November 2014. Under the 

auspices of this Project Group, the sector has implemented a suite of initiatives designed to 

reduce the arrears due to local authorities. Commercial rates are an important source of 

income for local authorities and account for 38% of the budgeted revenue expenditure of 

€3.9bn in 2015. Therefore, the Project Group paid particular attention to commercial rates.  

That stated, in most instances the initiatives will apply to debt collection including housing 

loans and rents and the sector generally. 

Key initiatives that were advanced include:  

 Setting targets for reduction of arrears of commercial rates in each local authority; 

 Improved reporting of rates debts in the financial statements;  

 Introduction of strengthened policies relating to debt collection;  

 Development and rollout of a training and education programme;  

 Participation in pilot projects led by the Project Manager and  

 Preparation of a Business Case to improve instruments for collection of rates. 

Details of each of these actions are set out below.    

3.5.3 Results 

As a result of the suite of activities, the level of arrears in commercial rates has reduced from 

a high in 2012 of €430.8m to €293.4m in 2015.  As outlined above, the sector set a target to 

reduce arrears in commercial rates by €46m in 2015. This target was exceeded and in 

aggregate arrears reduced by €56m in that year. The sector recognises the benefit of these 

activities and is committed to a programme designed to continuing the momentum in 

improving debt collection. The planned programme is also presented in the paragraphs that 

follow.  

3.5.3.1 Target Setting  

Individual targets were set and agreed for each local authority, to improve their performance 

in the collection of commercial rates. In 2015, each local authority was to improve collection 

performance by between 2% and 2.5%. The actual outcome in 2015 saw collections for the 

sector increase by 3% (from 77% to 80%). Ambitious targets have again been set for each 

                                                 

7 The CCMA Local Government Debt Management Project Group, which was formed in November 2014 to 

develop policies and procedures to improve debt collection in the area of commercial rates 
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local authority for 2016 with different targets set for individual local authorities, depending 

on their current collection performance.   

3.5.3.2 Improved Reporting Rates Debts in Accounts 

To reflect more consistent comparisons to other bodies the Appendix 7 “Reporting of Major 

Revenue Collection” in the Annual Financial Statements has been revised. Vacant property 

adjustments are now identified separately from write-offs. This amendment to Appendix 7 of 

the Annual Financial Statements provides a more accurate account of the level of debts that 

are collectable and is in line with other Public Bodies. As a result, the overall collection 

performance in 2015 increases from 80% to 82%. 

3.5.3.3 Debt Management Policy  

In June 2015, the County and City Management Association (CCMA) Finance Committee 

issued a Debt Management Policy template to each local authority. The objective was to 

support a standardised approach to debt management across the Local Government sector. 

The policy template clearly sets out approaches to setting debt management objectives, 

determination of charges and levies, reclaiming expenditure, training, process improvements, 

dispute resolution, debt write offs and accountability. The management team of each local 

authority adopted debt management policies consistent with the approach set out in the 

template.  

3.5.3.4 Training & Education  

The Local Government sector put in place a structured approach to training. Seminars and 

workshops on debt management have been held for staff in all local authorities.  

In addition, a detailed training programme on debt management with a particular focus on 

commercial rates has been developed. The training programme was developed in consultation 

with the IPA and is an extensive four-day modular programme. The modules address: Debt 

Collection Techniques; Commercial Rates Law; Understanding Company Accounts and 

Court Preparation. The first modules of the training were delivered in May and June 2016 and 

the programme will be evaluated with a view to providing further courses throughout 2016. 

Importantly, the ‘Debt Collection Techniques’ module is informed by the work at the pilot 

sites as outlined below. 

3.5.3.5   Preparation of Business Case for Strengthened Enforcement Powers 

In order to reach the desired levels of collection of commercial rates, local authorities will 

require strengthened legal powers of collection. In this regard, the Debt Management Project 

Group in consultation with the Department of Environment, Community and Local 

Government undertook a detailed examination of potential mechanisms which could be 

introduced, including powers already available to the Revenue Commissioners in the 

collection of other State taxes. Their report proposes the introduction of new legal powers for 

local authorities in a number of specific areas these include: 

 The power to issue debt to the government appointed sheriffs, without a requirement 

to undertake legal proceedings; 

 A requirement for a person obtaining a statutory license, a public contract or a State 

grant to obtain a ‘Rates Compliance Certificate’; 

 Powers of attachment; and 
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 The potential incorporation of commercial rates into the Tax Clearance Certificate 

process operated by the Revenue Commissioners.   

Following peer review, the report was adopted by the Local Authority Sector. The provisions 

of the powers set out in the business case will require new legislation. This will be a matter 

for the Minister of Housing, Planning and Local Government. However, the sector and 

Project Board are of the view that additional powers are vital to achieve the maximum level 

of collections.  

3.5.4 Priorities for 2016 – 2018 

The sector has identified four priorities: 

 Setting targets for collection rates at a sector and local authority level 

 Legislative changes to provide new powers and other measures 

 Systems improvements 

 Training and education programmes 

3.5.4.1 Rate Collection Targets for 2016- 2018 

A priority for the sector is to achieve improved collections for commercial rates over the 

period 2015-2018. As outlined above, the percentage collection increased from 75% in 2012 

to 80% in 2015. Whilst this was in part due to revised reporting techniques, it was primarily a 

result of a considerable effort by the sector. The sector aims to improve collection of 

commercial rates by a further 2% in 2016. The collection of commercial rates by local 

authorities will monitored by the National Oversight and Audit Commission (NOAC), who 

report annually on the performance of local authorities in this area. It is intended to continue 

to improve collection in the medium term, supported by legislative change and systems 

improvement as set out below.  Assuming the required changes are implemented, it is 

envisaged that collection levels will reach 90% by 2018. 

3.5.4.2 Legislative Change 

In addition to those recommended in the business case, other legislative changes are proposed 

to support local authorities in debt collection. The sector will be working with DHPCLG to 

advance these changes. 

3.5.4.3 Systems Improvement 

The Debt Management Project Group recommended changes to the debt management 

systems for consideration by the sector. In summary these are:  

 Enhancement of functionality for facilitating on-line payments 

 E-billing 

 On-line application for vacancy refunds/credits 

 Customer access to account information and management 

 Consistent rollout of software, to record changes in the occupation of rateable 

premises. 
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3.5.4.4 Training & Education 

Following evaluation of the debt management course put in place by the IPA, it is envisaged 

that further courses will be provided throughout 2016 and 2017 with a view to mainstreaming 

the course thereafter.   

3.5.5 Centralisation of Rates Collection 

The Local Government sector has considered proposals set out in the Review in relation to 

the move towards a shared service for debt collection and the proposed establishment of a 

central collection agency. It is the view of the Local Government sector that the collection of 

charges should remain a matter for each individual local authority. Furthermore, the sector 

believes that it is better to focus its attention and resources on maintaining the momentum 

and readying itself for the new powers being sought, than to be deflected by a major 

transformation as would be entailed with any centralisation programme. 

3.5.6 Conclusions 

The Local Government sector has recently undergone a period of significant reform and 

contraction of budgets. Debt collection is a clear priority for the sector. The Heads of Finance 

of all local authorities adopted a coordinated approach to improvement of debt collection; 

targets were set for each local authority; policies and procedures were streamlined; reporting 

was amended to bring it in line with other Public Bodies; and the findings from the pilot sites 

have been integrated into a Local Government Debt Management training programme being 

rolled out by the IPA. It is the sector’s intention to maintain this momentum.   

As part of continuous improvement, the sector will review its debt management systems. The 

overall aim is to ensure that the targets set (see Section 6) can be achieved by 2018.   

3.5.7 Survey Analysis 

The following section summarises the main findings from the re-baselining survey 

conducted. 

Notes: 

i. Calculation of collection rate:  See NOTE at the start of 2.5 

ii. The data is based on the annual returns made by local authorities to DECLG (Note: the figures for 2015 

are unaudited at the time of this report). 

 

3.5.7.1 Collection Rates 

The Debt Management Review noted that collection rates varied significantly between local 

authorities and highlighted the importance of applying measures to bring those LAs with 

lower collection rates up to the levels of those with higher collection rates. 

Trends in collection rates over recent years show an upward trend since a low point in 

2012/13. The national average collection rate has moved up steadily from 75% in 2012/13 to 

80% 8in 2015.   

                                                 

8 See note at the end of the panel regarding Collections Rates calculation at the end of Section 1 
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Table 19 

 

Table 20 

Commercial Rates 

Year 

Average 

Collection 

Rate 

Range across 

the sector 

Amount 

Collectable 

(Total Debt Due) 

Amount 

Collected 

Amount 

Uncollected 

2011 76% 56% to 85% €1,657m €1,265m €392m 

2012 75% 57% to 83% €1,705m €1,274.m €431m 

2013 75% 51% to 90% €1,719m €1,296m €424m 

2014 77% 56% to 92% €1,719m €1,325m €394m 

2015 80% 59% to 93% €1,685m €1,345m €340m 

 

LAs have seen improvements in their collection rates, increasing their collection rate by 4.5% 

on average with six LAs increasing by over 7%.   
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Table 21 

 

Comparing collections to net billing (i.e. current year accruals less credits, write-offs and 

waivers) gives an indication of how local authorities are performing in collecting current year 

debt without the effect of arrears carried forward, which vary considerably between local 

authorities.  

Table 22 

 Ratio:  for 2015 Average Range Range V. Average 

Collections : Net 

Billing 

104% 101% to 112%  -3% to +8% 

Collections : Total 

Debt 

80% 59% to 93%  -21% to +13% 

 

This analysis indicates a narrow range of performance difference between local authorities 

and that some LAs with a low total debt collection rate are comparable on a net billing basis 

to those with a high total debt rate –as illustrated in the chart below. The average of 104% 

also indicates that inroads are being made on old arrears. 
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Table 23 

 

3.5.7.2 Adoption of Leading Practices 

The re-baselining survey sought details of the practices used in each local authority. The 

responses to questions about collection methods were reviewed by the DMIP debt 

management specialist who scored each local authority on a range of practices (i.e. collection 

path, automation, organisation, billing and payment methods). 

 The debt management specialist’s observations were: 

Areas where good practice exists Areas for consideration/development 

 Some have very good proactive and 

effective collection paths  

 High levels of collection path 

automation in some LAs 

 Some LAs have focused on getting their 

Rates Demand out earlier each year 

 Improving focus by many on alternative 

payment options 

 Standard debt management policies and 

procedures are in place 

 Some LAs have introduced a business 

incentive scheme, which appears to be 

achieving results 

 Review of collection paths (more 

proactive, alternative paths) and more 

automation of reminders and diarying 

follow-up action 

 Debt management software would help 

improve efficiency  

 Earlier production of Rates Demands  

 Use of direct debits (rather than standing 

orders) for payment plans 

 Continued development of training 

programmes at management, executive 

and operational levels  

 Updating procedures for some LAs and 

ensuring their usage on a daily basis 
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The DMIP debt management specialist suggested that this can be addressed by a combination 

of: 

 Focusing on improving the level of collection automation through optimising debt 

management software and upgrading those sites with outdated systems 

 Analysing the training needs for all levels of staff in the collections process and 

designing a continuous education program to address these needs 

 Ensuring that the debt collection policy and procedures documents are up to date, 

effective and being actively used on a daily basis 

 Sharing information on collection paths that have yielded improvements 

 Looking at the use of additional collections technology for further optimisation of the 

collection and payment processes and for property/tenancy verification 

 Identifying any issues that restrict production of Rates Demands at the earliest 

possible time  

 Ongoing knowledge-sharing and development of common approaches. 

 

3.5.8 Pilot Projects 

Pilot projects were undertaken during June-October 2015 to apply ‘best practice’ debt 

management principles, to the collection of commercial rates at Donegal and Louth County 

Councils. During January-May 2016 further work was done with Donegal and Louth 

especially in the area of issuance of rates bills. Two further pilots were commenced at 

Galway City Council and Wicklow County Council seeking to develop a structured approach 

to undertaking a debt management improvement at other local authorities. 

In each case, improvements programmes were under consideration and measures were 

underway. The pilots programme sought to shape some of these ideas and to tailor leading 

practice principles to the collection of commercial rates. 

A detailed report on the projects is contained in Appendix B. 

Over the course of the pilots, the following areas were addressed: 

 Standardisation of processes and customer communications; 

 Adoption of more automated processes using the Ascendas9 system, notably in the 

area of earlier contact with arrears cases;  

 Staff training on phone call techniques, negotiation , case handling and the Ascendas 

system; 

 Developing ways of prioritising accounts for action and of allocating them having 

regard to the experience of the staff available; 

 Revised approaches to legal cases and, 

 Focus on getting the Rates Demands out as early as possible. 

The projects resulted in some improvements in 2015 collections but the full impact will only 

emerge in 2016 and subsequently. There were qualitative benefits notably in terms of staff’s 

                                                 

9 Ascendas is debt management software that acts as an ‘add-on’ to the Agresso accounting system used by 

many local authorities 
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confidence and more flexibility through use of the debt management computer system. Input 

was also provided to a new debt management training programme being run by the IPA. 

The projects highlighted the need for change management in bringing about changes in 

traditional working methods and use of automation. Time needs to be allowed (e.g. 12 

months) and staff need ongoing support and guidance; strong management support is very 

important to this process.   

A number of lessons were learned on how best to run a debt management improvement 

programme. These will be incorporated into a Best Practice Guide, which can be used by 

other local authorities in planning and running improvement programmes. The sector should 

take this forward so that other local authorities can apply these methods, notably those with 

lower collection rates. 

3.5.9 Lessons Learned from Pilot Projects 

Based on the experience from the pilot projects in applying ‘best practice’ principles, the 

most significant factors in making improvements in regards to the collection of commercial 

rates are: 

 Automation: adoption of a special purpose system with a tailored dunning cycle, case 

management and reporting 

 Staff training: notably on dealing with customers. It also needs to be at all levels (i.e. 

operational, supervisory and management) 

 Workload management: prioritising action as between types of cases and the blend 

between central and local/field staff responsibilities 

 Organisation: proactive management of the debt management function, supported by 

a good reporting system  

 Early issuance of rates’ bills and early follow-up of arrears case. 

These are expanded upon in Section 4. It should be noted that these practices are already in 

operation in many local authorities. 

3.6 Local authorities – Housing Loans & Rents 

The Debt Management Implementation Project had no direct involvement with any measures 

taken with respect to housing loan and rents. Some staff involved in Housing debt 

management attended the training course run at two of the pilot projects. Their feedback was 

positive and they later reported that they were using the approach and techniques taught. 
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4 Review of Key Enablers 

This section reports on a number of measures identified as key enablers in the Review. These 

were researched in the course of the Debt Management Implementation Project and the 

findings are reported under the following headings: 

1. Reporting standards and metrics 

2. Sanctions and power 

3. Cross-sectoral sanctions 

4. Incentivisation 

5. Data sharing 

6. Dealing with vulnerable debtors. 

4.1 Reporting Standards and Metrics 

Consistent reporting of debt management metrics is necessary to analyse the collection 

performance of PSBs, to identify priority areas for collection activity and to help identify the 

reasons for below par collection rates or collection costs. The Debt Management Review 

highlighted the absence of consistent standards in analysing and reporting debt across the 

Public Service and recommended that the reporting of debt collection should be standardised 

with a consistent set of key performance indicators.  

4.1.1 Local Government  

A significant body of work was completed during 2015 through the General Accounts 

Working Group (GAWG), DECLG, the local authorities’ Debt Management Steering Group 

and the Audit Service, to amend the reporting format to reflect collection performance based 

on collectable rates (i.e. separating out debts that are uncollectable due to liquidation, 

examinership, etc.) and to bring more transparency to amounts written off by local 

authorities. 

Local authorities now report  in their audited accounts, on the amount of rates collected as 

against amount accrued, taking account of arrears that are uncollectable (specific doubtful 

arrears), such as amounts subject of liquidations, receiverships or examinerships or where 

vacancy refund credits are pending. This brings the local authorities reporting arrangements 

for key performance indicators (KPI’s) into line with other PSBs. 

The revised format of local authorities’ annual return to DECLG (“Appendix 7 “) will also 

bring more transparency to the amount that was previously interpreted as bad debts and 

written off in the local authority accounts. It will now be possible to see the amounts written 

off which were actually bad debts and those written off as being uncollectable in the first 

instance, due to properties remaining vacant. 

4.1.2 Other PSBs - DAFM, HSE, Courts Service, DSP 

A reporting template, to support internal performance management with a standard set of key 

performance indicators (KPI’s) for tracking debt and debt management performance has been 

developed for all other Public Service Bodies and will be incorporated in the Best Practice 

Guide.  
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The metrics in the template will allow for the: 

 Identification of debt collection rates and trends; 

 Identification of priority areas for collection activity at a local level, and 

 Identification of issues and trends for internal performance management. 

The template may be adopted by PSBs on a phased basis and also adapted as appropriate to 

local sectoral requirements. 

4.2 Sanctions and Powers 

Effective debt collection is critically dependent on the strength of the sanctions available to 

address non-payment on a timely basis.  If they are weak, there is less compulsion on the 

debtor to comply with their payment schedule. The main purpose of a good sanction is to get 

the debtor to take their debt seriously and engage in dialogue to resolve their issues.  

The State’s largest and most effective debt collection agency, the Revenue Commissioners, 

employs a range of sanctions for late / non-payment, which it can invoke without recourse to 

the courts including: 

 Offsets: deducting any monies due from any refunds due to individuals or corporates. 

 Penalties and interest charges 

 Attachment orders, i.e. attachment to earnings, bank accounts and other assets (e.g. 

property sale, proceeds of an estate) 

 Revenue Sheriffs who have powers to seize goods 

 Publication of the names of offenders 

 Refusal of Tax Clearance Certificate. 

 The Office of the Revenue Commissioners also pursues outstanding tax debts by 

utilising the civil debt collection process, including proceedings through the courts, in 

appropriate cases.  

Most PSBs do not have effective sanctions other than taking non-payers to court, which in 

many cases is not cost-effective. The Review recommended that more sanctions should be 

made available to PSBs, such as use of Revenue Sheriffs and attachment orders. 

The Project Board examined the suitability of using attachment orders and Revenue Sheriffs 

as a mechanism for increasing debt collection performance within the in-scope bodies. 

4.2.1 Revenue Sheriffs 

Sheriff enforcement is the most effective Revenue enforcement option in cases where the 

taxpayer fails to respond to a demand/warning notice. Appointed by Government, the sixteen, 

self-employed, Sheriffs carry out debt collection on a professional basis for Revenue. They 

have powers to seize goods and assets of various sorts.  

As officers of the court, Sheriffs are accountable to the court for their actions in the area of 

enforcement. Their debt collection activities are generally covered by the Enforcement of 

Court Orders Act, 1926, as amended, while the execution of Revenue warrants is specifically 
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provided for in Section 960L of the Taxes Consolidation Act, 1997 and the Code of Practice 

for Sheriffs introduced on 1st November 2005. 

Revenue Sheriffs collected €142.3m for Revenue in 2015, which amounts to a 55% recovery 

rate on the total value of referrals. 

Revenue Sheriffs - Local Government 

The Local Government sector has developed a business case proposal to use Revenue 

Sheriffs, to increase the collection of commercial rates debts on behalf of the sector.  

The proposal is for legislative changes to be implemented to give local authorities the same 

powers available to the Revenue Commissioners, pursuant to the Taxes Consolidation Act 

1997, which allows Revenue to issue a warrant or certificate to the Sheriffs to collect arrears 

of taxes.  

This would mean that local authorities would issue certificates in respect of debt outstanding 

from “non-compliant” ratepayers, directly to the Sheriff in the same manner that currently 

applies with the Revenue Commissioners (i.e. without a requirement to obtain a court 

judgement). To maximise effect, the recommendation is that the process would commence 

with referral of current debt, as soon as it becomes due. 

The use of Revenue Sheriffs by Local Government is expected to result in additional income 

in the excess of €31m, an increase of 2% in the overall collection of rates by the end of 2018.  

4.2.2 Attachment Orders 

Revenue’s power of attachment originated in the Finance Act, 1988 and is now covered by 

Section 1002 of the Taxes Consolidation Act, (TCA) 1997, as amended by the Finance Act 

2011. The Finance Act 2011 amendment removed the prohibition on the issuing of notices of 

attachment to employers in respect of employees’ wages or salary. This legislation allows 

Revenue make an order of attachment to collect outstanding taxes and interest on late 

payments without obtaining a court order.  

Outside of those PSBs with existing delegated powers, the ability of PSBs to use attachment 

orders to increase collection levels is likely to be impacted by the provisions of the Civil Debt 

Procedures Act, 2015. The Civil Debt Procedures Act, 2015 requires PSBs to firstly obtain a 

judgement against a debtor in respect of a debt before making an application to the court for 

an attachment of earnings order or a deduction from payments, where the judgement 

concerned is for a debt of not less than €500 but no greater than €4,000.  

Attachment Orders – Local Government 

The Local Government sector has recommended a proposal to use attachment orders (on 

earnings, assets and bank accounts), to increase the collection of commercial rates debts. 

They propose that local authorities be given the same powers as the Revenue Commissioners 

in relation to attachment, pursuant to Section 1002 of the Taxes Consolidation Act. Similar to 

the approach of the Revenue Commissioners, it is envisaged that the power would be used on 

an exceptional basis, where normal enforcement procedures have failed or where the 

particular circumstances of a case warrant it.  
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Attachment Orders - Department of Social Protection 

DSP has powers to issue attachment orders against wages and bank accounts without going to 

court. These powers are set out in the Social Welfare and Pensions (Miscellaneous 

Provisions) Act 2013, which provides that the Department can get an attachment order on 

earnings and bank accounts to recover overpayments. The attachment order may require up to 

15% of earnings be paid over to the Department.  

4.2.3 Rates Compliance Certificate - Local Government 

The Local Government sector has recommended a proposal to introduce a Rates Compliance 

Certificate, as a new requirement for the issue of certain statutory licences. This initiative is 

similar to a requirement for a Tax Clearance Certificate from the Revenue Commissioners. 

When applying for the licence, the trading entity would be required to be in possession of the 

following:  

 Tax Clearance Certificate;  

 Short certificate of incorporation (where licensee is a company);  

 Certificate of registration of business name; and  

 Rates Compliance Certificate - Certificate of compliance for commercial rates  

A Rates Compliance Certificate would issue to ratepayers in respect of relevant properties or 

upon request, where rates have been paid in full or where the ratepayer is in a formalised 

payment plan and is adhering to same.  

The use of the Rates Compliance Certificate is expected to result in additional annual income 

in excess of €32m, an increase of 2% in the overall collection of rates by the end of 2018.  

4.2.4 Next Steps 

The Local Government sector has developed proposals for new sanctioning powers, the 

combined effect of which is expected to increase overall collection performance by 6% for 

the years 2016 to 2018 inclusive.  

The use of attachment orders and Revenue Sheriffs are very effective mechanisms for 

collecting debts. The use of an attachment order is a significant power that should be used in 

strict accordance with guidelines and protocols.  
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4.3 Cross-sectoral Sanctions 

The Review noted that in collecting monies due, the State does not act as one but rather as a 

disparate group of PSBs with no real co-ordination of enforcement measures. Cross-sectoral 

sanctions are a key component of establishing an effective environment for the collection of 

monies due to the State by individuals and organisations. They are particularly effective 

where amounts are small and it is not cost effective to go to court (e.g. many fines, hospital 

charges, smaller overpayments). 

Cross-sectoral sanctions enhance the ability of the State to act consistently in respect of 

pursuing all monies due. A key objective of a cross-sectoral sanction is to encourage and 

incentivise the debtor to pay or at least enter into dialogue. This approach was identified in 

the Debt Management Review, which identified that the threat of the sanction is often more 

powerful in changing behaviour than the application of the sanction. These types of measure 

are employed in other jurisdictions, notably in the Nordics, Australia and the USA where they 

have been shown to be very effective in creating a public perception that the State will be 

persistent in collecting monies due.  

A cross-sectoral sanction ensures that those debtors that do not pay a PSB can then be subject 

to sanction from another PSB, by way of a range of co-ordinated enforcement actions. These 

sanctions can include: 

 Revoking or non-renewal of State licences: This involves the revocation or non-

renewal of certain licences issued by PSBs for individuals/corporates pending receipt 

of payment for outstanding liabilities/debts owed to PSBs. (Note: Tax Clearance 

Certificates/Rates Compliance Certificates are a form of such measure) 

 Offsetting of debts against payments due from another PSB: This involves 

offsetting individual/corporate PSB debts against prospective PSB payments/refunds 

due to those same individuals/corporates.  

Additional examples of cross-sectoral sanctions include restriction of access to certain public 

services and attachment to unencumbered assets as a mechanism for incentivising the debtor 

to pay.  

4.3.1 HSE - Hospital Charges 

The Project Board examined the scope for applying any of the above forms of cross-sectoral 

sanction, to collect unpaid HSE hospital charges10. A number of key obstacles were identified 

that currently prevent the implementation of a cross-sectoral sanction for unpaid debtors in 

these category types, these are: 

 Data Protection legislation meant that the Board were unable to analyse a sample of 

unpaid debtors, to better assess the benefit of any cross-sectoral sanction.  

 The failure to collect and use a unique identifier such as PPSN for debtors presents a 

difficulty in trying to link individuals, to apply a cross-sectoral sanction.  

                                                 

10 The debts analysed as part of the Debt Management Review were the €100 Emergency Department charge in 

hospitals and the €75 per day in-patient charge in public hospitals 
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 The current ICT infrastructure within the HSE hospitals (voluntary and public) do not 

have the capabilities necessary to ensure a consistent and timely approach to data 

consolidation and transfer. 

 A cross-sectoral sanction could not be implemented without legislation that supported 

the enabling of the sanction, the collection of PPSN data by the HSE and the transfer 

of debtor information to another PSB. 

4.3.2 Courts Service of Ireland & DECLG – Unpaid court fines related to road traffic 

offences  

The 2015 Annual Report of the Courts Service identified that 61% of orders in the District 

Court relate to road traffic offences. The Project Board examined the suitability of a cross-

sectoral sanction whereby the debtor was prevented from renewing their motor tax until all 

outstanding court fines were paid.  

A number of key obstacles were identified that currently prevent the implementation of a 

cross-sectoral sanction for unpaid debtors in these category types. These are: 

 The personal data and the accuracy of the data provided is outside of the control of the 

Courts Service, and can be incomplete and erroneous. This would need to be 

addressed at the stage that the offence occurs, so as to ensure a consistent approach, to 

the application of a sanction and facilitate accurate data transfer.  

 A cross-sectoral sanction would require legislation that supported the enabling of the 

sanction and the transfer of debtor information by the Courts Service to another PSB.  

 The cost benefit analysis of any future cross-sectoral sanction will need to evaluate 

any likely correlation between non-payment of court fines and a potential increase in 

instances of the non-payment of motor tax. There is a risk here as motor tax currently 

enjoys high levels of compliance and generates almost €1.1bn in collections annually 

and linkage with non-payment of court fines could jeopardise some of this collection 

stream. 

 The ICT infrastructure necessary to support the implementation of this sanction would 

require the integration of the vehicle and driver databases in the National Vehicle 

Driver File (NVDF).   

A new Master Licence Record Project11 intends to provide a database linking the records of 

car ownership to driving licences, to ensure that those committing traffic offences, receive 

penalty points and fines. The connection of the different sets of records will allow the Gardaí 

to look up the ownership of vehicles which have been involved in offences but whose owners 

have not paid their fixed-charge offences.   

                                                 

11 A Criminal Justice Working Group was established in March 2014, to oversee implementation of the 

recommendations of the Report of the Garda Síochána Inspectorate into the Fixed Charge Processing 

System. The Garda Inspectorate recommended that a system be introduced to ensure that all penalty 

points are endorsed on driving licences. A sub-Group of the Criminal Justice Working Group 

recommended integration of the vehicle and driver databases in the National Vehicle Driver File 

(NVDF), to address allocation of penalty points imposed by the Courts.  
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4.3.3 Next Steps 

The Project Board’s analysis of potential cross-sectoral sanctions has identified a number of 

common obstacles that will need to be addressed for work to progress in this area.  

Better sharing of data across Government Departments and Agencies is required to 

implement cross-sectoral sanctions. A key objective of the Data Sharing and Governance Bill 

is to provide a generalised legal basis for sharing of data between Public Bodies while 

specifying best-practice standards of governance that must accompany this data-sharing. In 

the context of the Debt Management Implementation Project, a submission was made to the 

2014 consultative process on the Heads of Bill for the Data Sharing and Governance Bill, to 

include the sharing of data for the purpose of supporting the collection of debts owing to the 

State. 

Certain legacy IT systems do not have the ICT infrastructure necessary, to support the data 

matching and data sharing required, to implement cross-sectoral sanctions. The Public 

Service ICT Strategy recognises data as an enabler and a key focus area is the 

implementation of the necessary infrastructure, to allow aggregation and facilitate sharing of 

common data on a public service wide basis, to support new digital services and secure 

authentication to existing services. The Project Board recommends the implementation 

measures to facilitate data sharing in the form of: the technical infrastructure (as set out in the 

Public Service ICT Strategy), which will facilitate the implementation of cross-sectoral 

sanctions; and a single unique identifier to facilitate accurate data transfer and the 

identification of debtors across PSBs. 

4.4  Incentivisation  

Certain PSBs and State Agencies act as collection agents for the State, with the monies they 

collect going directly to the Exchequer. In these circumstances, gaining agreement for 

additional resources for revenue collection activities can prove difficult especially when 

weighted against other demands on resources.  

These organisations have multiple competing priorities at any one time. Their inability to 

retain a portion of increased collections, creates a situation where they have no direct 

financial incentive, to invest resources in improving collection rates.  

The ‘incentivisation’ concept was intended as a form of gain-sharing arrangement whereby a 

percentage of increased collections revert to the collection agent. This concept is closely 

aligned with the principle of Reform Dividends outlined in the Public Sector Reform Plan 

(2014-2016). The objective of incentivisation is first and foremost to increase exchequer 

collections while simultaneously rewarding PSBs and Agencies that act as collection agents, 

for investing in their debt management processes, to increase their collection rates.  

The Debt Management Review identified the absence of incentives as a potential constraint 

to improving debt collection rates within the Courts Service of Ireland, saying “A further 

constraint on collection effectiveness is the lack of an incentive to increase collection rates. 

More specifically, there is little incentive to invest in systems or other large scale expenditure 

as they will not result in any additional income to the collecting agent (i.e. the Courts 

Service). A regime where a proportion of the incremental returns are retained would 
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encourage and reward investment of best practice DM systems, processes and training”12 

Thereafter, the Government Decision of July 2014 provided for the investigation of an 

incentive scheme for PSBs whose income is currently remitted to the Exchequer.  

4.4.1 Courts Service  

The Project Board examined the introduction of a pilot incentive scheme for the Courts 

Service of Ireland, which acts as a collection agent for the State in the collection of court-

imposed fines. The monies received are remitted directly to the Exchequer. 

A proposal for a pilot incentive scheme for the Courts Service was agreed with the 

Department of Public Expenditure and Reform, subject to the development of a robust 

business case and setting of a baseline collection performance rate for 2016. A key pre-

requisite for any incentive scheme is the setting of a baseline collection performance rate. 

Thereafter, if the annual collection rate increases above the established threshold, the PSB 

could retain a percentage of the additional amounts collected. This can help fund additional 

staffing or investment in systems and training.  

In early 2016, the Fines (Payment and Recovery) Act 2014, was commenced. This Act 

provides that all fines over €100 can be paid by instalments and where a person chooses to 

pay the fine by instalment, they have 12 months from the date of the first payment to pay the 

full amount. The new arrangements may have a significant impact on the baseline collection 

performance rate and the Courts Service considers that they require a period of 24 months, to 

evaluate the impact of the new instalment arrangements on total fine collections before 

preparing a robust baseline.  

4.4.2 Next Steps 

The incentive scheme will remain available to the Courts Service through to January 2018 

subject to a re-baselining of the collection performance rate and submission of a robust 

business case to the Department of Public Expenditure and Reform.  

4.5 Data Sharing 

Data sharing refers to the sharing of information between PSBs. A lack of good quality 

shared data on debtors undermines governments’ ability to manage debt effectively. 

In the context of debt management, effective data sharing arrangements need to support 

accurate identification of individuals and corporates and also to underpin measures such as: 

 Rates Compliance Certificate 

 Cross- sectoral sanctions 

 Attachment Orders 

                                                 

12 BearingPoint (2014) Debt Management Review for the Dept. of Public Expenditure & Reform, p.46. 

Accessible at: www.per.gov.ie/wp-content/uploads/Debt-Management-Final-Report.pdf 
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4.5.1 Public Service ICT Strategy  

The Public Service ICT Strategy, published in January 2015 identifies data as a critical 

enabler and that sharing this data on a whole-of-government basis is critical to supporting 

better decision making, increasing simplicity of engagement, driving efficiency and 

delivering a range of new digital government services to citizens and businesses. 

One of the key strategic objectives of the ICT Strategy is to facilitate increased data sharing 

and innovative use of data across all Public Bodies, to enable the delivery of integrated 

services. The Strategy also commits to implementing the necessary infrastructure, to allow 

aggregation and facilitate sharing of common data on a Public Service wide basis, to support 

new digital services and secure authentication to existing services. 

4.5.2 Data Sharing and Governance Bill 

In July 2015, the Government approved the Heads of the Data Sharing and Governance Bill. 

The Department of Public Expenditure and Reform is currently engaged in legal drafting of 

the Bill. This is one of a series of actions intended to improve data sharing in the Public 

Service. The Data-Sharing and Governance Bill is intended to complement and reinforce the 

provisions of the Data Protection Act (and the General Data Protection Regulation, when it 

comes into force), and in particular it will confirm data protection principles such as 

demonstrable purpose, transparency, and legal basis. 

A key objective of the Bill is to provide a legal basis for sharing of data between Public 

Bodies while specifying best-practice standards of governance that must accompany this 

data-sharing. In the context of the Debt Management Implementation Project, a submission 

was made to the 2014 consultative process on the Heads of Bill for the Data Sharing and 

Governance Bill, to include the sharing of data for the purpose of supporting the collection of 

debts owing to the State.  

4.5.3 EU Directive on Data Sharing  

The EU General Data Protection Regulation will largely replace a 1995 Directive and 

Ireland’s Data Protection Acts 1988 and 2003 for the public and private sectors. This 

Regulation, which comes into effect from May 2018, places a greater emphasis on ensuring 

that personal data is processed in a more transparent, accountable and secure manner. Public 

Sector Bodies will be required to ensure that there is a legal basis for the processing of 

personal data. The processing of personal data by Public Sector Bodies will only be lawful 

under the following four grounds: 

 Necessary for contractual reasons 

 Necessary for compliance with a legal obligation to which a data controller is subject 

 Necessary to protect the vital interests of an individual  

 Necessary for the performance of a task carried out in the public interest or in the 

exercise of official authority vested in the controller 

Recital 45 of the Directive states that “This Regulation does not require a specific law for 

each individual processing. A law as a basis for several processing operations based on a 

legal obligation to which the controller is subject or where processing is necessary for the 
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performance of a task carried out in the public interest or in the exercise of an official 

authority may be sufficient”13  

The requirements of the new General Data Protection Regulation are being fully taken into 

account by the Department in the drafting of the Data Sharing and Governance Bill. 

4.5.4 Next Steps 

The Debt Management Review identified certain ICT constraints and limiting factors to 

supporting the collection of debts owing to the State. “ICT can support the business process 

change required in most cases, however, issues relating to sharing of data and identity 

assertion for debtors will require business, policy, regulatory and legislative change to 

permit their full applications14” 

While some examples of good data sharing arrangements exist between PSBs e.g. Student 

Universal Support Ireland (SUSI) they are primarily implemented on a case by case basis. 

Student Universal Support Ireland (SUSI) has introduced a single online facility to handle 

payments, claims and entitlements through one integrated system. The project utilises 

technology and real-time processing to share crucial information between the Department 

of Social Protection and SUSI to reduce the need for customers to visit both offices as was 

previously required. 

Improving the State’s ability to manage debt effectively will necessitate addressing legacy IT 

systems that were not designed to support data sharing between PSBs. The Public Service 

ICT Strategy recognises the benefits of data sharing and will facilitate sharing of common 

data on a Public Service wide basis, to support new digital services and secure authentication 

to existing services.  

A ‘single customer view’ is a key success factor in improving debt collection rates. This 

requires positive debtor identity capture and a unique identifier that supports IT systems, so 

that debts can be correlated across types and creditor bodies. The Personal Public Service 

Number (PPSN) is an individual’s unique reference number for all dealings with Government 

Departments and Public Bodies. The wider use of the Personal Public Service Number 

(PPSN) as a unique identifier across the Public Service can improve verification of debtor 

identity, implementation of cross-sectoral sanctions and centralisation of the collection of 

debts owing to the State.  

                                                 

13 REGULATION (EU) 2016/679 OF THE EUROPEAN PARLIAMENT AND OF THE COUNCIL of 27 

April 2016 on the protection of natural persons with regard to the processing of personal data and on the free 

movement of such data, and repealing Directive 95/46/EC (General Data Protection Regulation).  

Accessible at: http://eur-lex.europa.eu/legal-content/EN/ALL/?uri=CELEX%3A32016R0679 

 

14 BearingPoint (2014) Debt Management Review for the Dept. of Public Expenditure & Reform, p.33. 

Accessible at: www.per.gov.ie/wp-content/uploads/Debt-Management-Final-Report.pdf 

 

http://eur-lex.europa.eu/legal-content/EN/ALL/?uri=CELEX%3A32016R0679
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Section 262 of the Social Welfare (Consolidation) Act 2005 provides the legislative basis for 

the PPS Number. Only Government Departments or Public Bodies authorised in legislation, 

(or their agents) can use the PPS Number as a personal identifier.  

4.6 Vulnerable Debtors 

The Project Board developed a set of principles, which are intended to provide general 

guidance for PSBs in developing the specific policies and procedures pertinent to their 

organisation for vulnerable debtors. 

It is a core objective of all PSBs to support and facilitate all customers to comply with their 

payment obligations on a timely basis every time. PSBs expect that their customers should 

organise their financial affairs to ensure that such debts are paid as they fall due.  

Where customers realise they are not going to be able to pay on time, or if they require 

additional assistance with their payments, they should be encouraged to get in touch with the 

relevant PSB as soon as possible. 

Where a PSB has identified that a customer is a vulnerable customer, the PSB should ensure 

that the vulnerable customer is provided with such reasonable arrangements and/or assistance 

that may be necessary to facilitate them in their dealings with the Body.  

The principles developed by the Project Board are incorporated within the Best Practice 

Guide, which will be made available to all PSBs.  
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5 Case for a Central Collection Agency 

In this section, the case for establishing a Central Collection Agency (CCA) for collecting 

debt for PSBs is discussed and a range of options and alternatives are also considered. 

The Debt Management Review recommended that “PSBs should proceed with measures to 

improve their current DM approach and skills and to address any necessary operational 

changes; and that the case for a Central Collection Agency (CCA) is reviewed in 12-18 

months in light of the progress made and the business case for the CCA at that time15”. 

The Government Decision of July 2014 asked the Project Board to consider the developments 

in the intervening period and the case for a CCA in light of these. 

5.1 CCA Concept 

The main principle behind the CCA concept was that consolidation of debt collection activity 

provided economies of scale and with certain powers and access to data, the State could have 

a consolidated view of the State’s debtors and act in a consistent and coordinated manner.  

The scale would justify investment in special-purpose debt management systems and in 

developing a specialist debt management team. The CCA could then achieve ‘best practice’ 

in debt management (as set out the Review), which individual PSBs might not because they 

could not justify the expenditure on ICT/systems or developing specialist debt management 

staff. These principles are evident in how the Revenue Commissioners run the tax collection 

service. 

The CCA concept is operational in many countries with the best examples being in 

Scandinavia and British Columbia (Canada). In most cases, the CCA-type organisation has 

grown out of the tax authority or the courts' fines collection service. Usually starting off with 

a limited range of types of debt and over time taking on the debt collection of more State 

Bodies. The Norwegian, Statens Innkrevingssentral is a good example and has a positive 

public image being seen as a body that can help resolve citizens’ debt problems in an 

approachable and equitable manner. 

The Review highlighted the fact that the success of a CCA is very much dependent not only 

on ICT/systems and specialist staff but also on having strong sanctions and enforcement 

powers and having ready access to data held by a range of Public Bodies – all supported by 

enabling legislation. The sanctions might include cross-sectoral measures (e.g. unpaid fines 

might offset against tax credits) and powers of attachment to wages, bank accounts and assets 

without recourse to the courts. Cross-sectoral support would be required to bring about the 

legislative programme necessary (e.g. enabling data sharing, unique identifier, powers of 

attachment, getting PSBs to cede authority and aspects of customer relationships). 

                                                 

15 BearingPoint (2014) Debt Management Review for the Dept. of Public Expenditure & Reform, p.127. 

Accessible at: www.per.gov.ie/wp-content/uploads/Debt-Management-Final-Report.pdf 
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5.2 Changes in PSBs in Scope 

In general, all PSBs have improved collection rates due to the economic upturn and to 

improvements that they have made in recent years. 

DSP and DAFM are applying the principles of special-purpose debt management systems and 

concentration of debt collection skills into central debt management units. While they are 

both at an early stage, the benefits of the new systems are evident and staff are developing 

their debt management skills. DSP has gained powers of attachment in recent legislation and 

both PSBs also have strong powers to offset amounts owed against future payments. As a 

consequence, there is less need for cross-sectoral sanctions for those in receipt of ongoing 

benefits or grants. However, it would be beneficial for those no longer in receipt of benefits 

or those no longer participating in farm support schemes. 

The collection of fines and hospital charges would realise considerable benefits through 

cross-sectoral sanctions as well as a centralised approach to debt collection. In both cases, the 

collection of high volumes of small amounts would be more cost-effective through a CCA-

type organisation. 

At present, all local authority debt collection is handled within each local authority and 

collection rates vary between authorities. In the largest ones, economies of scale allow for 

investment in systems and developing staff into debt management specialists but for several 

local authorities, doing so is an ongoing challenge. A central organisation or a shared regional 

approach between local authorities would bring more debt management expertise, more 

sophisticated systems and a consistent approach across all local authorities. These efficiencies 

would need to be balanced against local customer service considerations and the retention 

and use of local knowledge within the collection process.   

The Project Board reviewed the collection rates that have been achieved against the targets 

identified in the Review. 

The table below summarises the key rates as follows: 

 Baseline Rate: the collection rate that was being achieved at the time of the Review 

 2015 Actual Rate: the collection rates achieved in 2015 – see “Observations” below 

for discussion of the variances 

 2015 Target Rate: the collection rate that the Review anticipated through improving 

the “as-is” processes and gaining additional powers 

 2018 Target Rate: the collection rates that PSBs are targeting through further 

improvements over the 2016-18 period – detailed in Section 6 

 Original CCA Rate: the collection rate that the Review projected if a fully 

functioning CCA was operational. 
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Table 24 

Debt 
Baseline 

rate 

2015 

Actual 

Rate 

2015 

Target 

Rate 

2018 

Target 

Rate 

Original 

CCA Rate 

Observ-

ations 

DSP: Overpayments 56% 72% 81% 78% 86% 1 

DAFM: 

Overpayments 
78% 96% 85% 97% 87% 2 

Courts: Fines 80% 103% 83% 89% 90% 3 

HSE: IP & ED 

Charges 
83% 91% 85% 94% 92% 4 

LA: Commercial 

Rates 
78% 80% 83% 90% 89% 5 

LA: Housing Loans 75% 69% 82% n/a 89% 6 

LA: Housing Rents 84% 85% 90% n/a 94% 6 

 

Observations: 

1. DSP has increased its collection rate from 56% to 72% through new systems and new powers but time is 

required to deal with old/legacy debt as each case must be reviewed individually. This may not have been 

foreseen by the Review in estimating a collection rate of 81%. The new 2018 target (78%) will approach 

this level. A fully functioning CCA would offer cross-sectoral sanctions and increase data sharing, which 

would assist in collection of off-benefit debts but this is unlikely to yield 8% through a CCA. 

2. DAFM has already exceeded the targets set for 2015 and the CCA. 

3. The Courts Service has also exceeded its 2015 target and is close to CCA rate. 

4. The HSE has also exceeded its 2015 target and is close to the CCA target. 

5. Commercial rates’ collection rate has increased and is targeted to exceed the projected CCA rate by 2018, 

through acquiring some of the powers that the CCA was expected to deliver. 

6. Housing Loans rates have fallen back due to ongoing difficulties in the home mortgage market and the 

obligation to follow the MARP process. Housing Rents’ collection rates have remained relatively static 

with the anticipated automatic deduction of rents from social welfare payments not coming to fruition. A  

CCA would not have any influence on these factors. 
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5.3 Conclusions 

Given the above developments, the Project Board considered two strategic options: 

 Continuing with a programme of improvements within the PSBs. 

 Establishing a CCA that would serve all PSBs. 

The improvement programmes undertaken at each PSB have delivered results and where 

targets have not been met there are factors that would also have adversely affected the results 

that a CCA might have achieved. The targets now set for 2018 are close to those that might 

now be expected of a CCA, without the costs and administrative overheads of establishing a 

new agency.  

The CCA concept depends on a functioning data sharing arrangement being in place between 

public bodies with some form of unique identifier, which would underpin cross-sectoral 

measures. Without this essential infrastructure, the CCA would not achieve several of the key 

benefits upon which it would be justified. 

Based on this analysis, the Project Board recommends that: 

 A CCA strategy is not justified at this point in time.  

 Planning of any future data sharing arrangement between public bodies must support 

the exchange of data for debt management purposes including: verifying identities, 

offsetting debts and cross-sectoral sanctions. 
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6 Improvement Programmes for 2016-2018 

Each PSB has set the following quantitative and qualitative targets to be achieved by 2018.  

PSBs will report progress against these targets and action programmes under the IRDP 

reporting process for the Public Service Reform Plan. 

6.1 DSP 

Improvements in collection rates will come through ongoing application of the new powers 

and systems and a number of other initiatives described below. 

Metric 2015 Actual 2016 2017 2018 

Collection Rate %* 72% 74% 74% 78% 

* Collections: New overpayments in a year 

In value terms, the Project Board estimates the impact as follows: 

Amounts in €m 2015 Actual 2016 2017 2018 

Collection Rate 72% 74% 74% 78% 

Amount for Collection  115.4 115.0 115.0 115.0 

Amount Collected 83.5 85.0 85.0 90.0 

Amount Uncollected 31.9 30.0 30.0 25.0 

 

Other measures: 

2016 1. Explore the possibility of penalties for non-repayment/engagement 

2017 2. Expand the range of debt repayment options 

3. Write-off all irrecoverable debts 

4. Explore legal options for recovery from debtors who are adult dependents on 

social welfare payments 

2018 5. Have all debtors in a repayment arrangement (with limited exceptions) 

 

Key Assumptions: 

a. Any possible legal challenges are manageable 

b. Sufficient resources are available. 
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6.2 DAFM 

In response to the findings of the Debt Management Review, DAFM examined debt 

management across all divisions within the Department and established an improvement 

programme that addresses all debt of which recovery of scheme overpayments is part. Plans 

and targets have been made in respect of all types of debt and will be reported to the DAFM’s 

senior management (Management Advisory Committee) on a quarterly basis.  

DAFM’s Central Debt Management Group will continue to co-ordinate the Department’s 

debt management improvement programme. The planned Central Debt Monitoring Unit has 

been established in Cavan.   

The improvements will be driven mainly by: setting targets, using and fine-tuning the CMS 

system and collection procedures, staff training, design of new schemes (to facilitate 

collections and avoidance of overpayments) and continued management focus. 

The combined target performance level for the SPS (now BPS) and AEOS/GLAS Schemes 

will be as follows: 

Metric 2015 Actual 2016 2017 2018 

Collection Rate % 95.9% 96% 96.5% 96.5% 

Note:  Targets have been set for all debt types. 

In value terms, the Project Board estimates the impact as follows: 

Amounts in €m 2015 Actual 2016 2017 2018 

Collection Rate %* 95.9% 96% 96.5% 96.5% 

Amount for Collection 21.9 21.0 20.0 19.0 

Amount Collected 21.0 20.2 19.3 18.35 

Amount Uncollected 0.9 0.8 0.7 0.65 
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Note:  DAFM will also benefit from improvements in its other types of debts as they will 

use the new systems, procedures and support arrangements as the agri- support 

schemes. 

Key Actions: 

2016 1. Set up a Central Debt Monitoring Unit in Cavan to oversee compliance with 

debt policies and procedures and periodic reporting to DAFM management up 

to MAC (i.e. senior management) level. 

2. Set targets for debt collection areas and monitor performance. 

3. Prepare a business case to DPER for write-off of unrecoverable overpayments 

in Q3.  

4. Set up a Central Debt Collection Section for debt arising under Department 

schemes in Q4. 

2017 5. Review scheme netting parameters and computer properties of debt documents 

to ensure that DAFM is maximising its opportunities to recover the debts 

6. Review dunning cycle and tailored chase paths to ensure that timelines and 

actions are having maximum impact in chasing debts 

2018 7. Review rules and conditions of the SAP Collection Management System to 

ensure that they continue to be fit for purpose having regard to any changes in 

the types of DAFM debts being catered for 

 

Key Assumptions: 

 DPER agreement to write off legacy debt when DAFM submits a business case in Q3 

2016. 

 Payroll Shared Services takes over DAFM payroll and travel functions on schedule on 

3rd October 2016.This will enable staff to be redeployed to debt collection activities.  
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6.3 Courts Service 

Given that the Courts Service are entering a period of significant change in relation to the 

collection of court fines with the introduction of factors that have not previously existed, the 

Courts Service is of the view that it is difficult to set meaningful targets.  

In the absence of any reliable basis, it is proposed to use the compliance rate for 2014 (89%) 

and to review the operation of the new arrangements in 2017 when it should be possible to 

review the targets and actions required as appropriate. 

Metric 2015 Actual 2016 2017 2018 

Collection Rate % 89% 89% 89% 89% 

 

In value terms, the Project Board estimates the impact as follows: 

Amounts in €m 
2014 Actual* 

2016 2017 2018 

Collection Rate 89% 89% 89% 89% 

Amount for Collection  15.58 14.00 14.00 14.00 

Amount Collected 13.94 12.46 12.46 12.46 

Amount Uncollected 1.64 1.54 1.54 1.54 

* 2014 considered by the Courts Service to be more representative of on-going metrics. 

Key Actions: 

2016 1. Monitor the operation of the new payment collection and printing services. 

2017 2. Review the impact of the new arrangements arising from the Fines (Payment and 

Recovery) Act 2014 

3. Review need for action and impact on targets set for collection rates. 

2018 4. Action based upon the review conducted in 2017. 

 

Key Assumptions: 

 The Fines (Payment and Recovery) Act 2014 does not have a material effect on 

collections rates. 
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6.4 HSE/Hospitals 

Following on from the DMIP project and the Grant Thornton project (referred to in section 

2.4), the HSE will integrate the work involved in responding to the issues that have arisen 

around collection rate improvements. If improvements can be achieved on foot of work 

carried out in the wider context of HSE ‘Income’ collections, this will be of benefit. 

The following collection rate targets are being set, concentrating on bringing up the collection 

rates for the lower performing hospitals: 

Metric 2015 Actual 2016 2017 2018 

Sector Collection Rate % 
(Includes combined total for ED 

and IP Charges) 

91% 92% 93% 94% 

Range  56%-92%* 60%-93% 65%-94% 70%-95% 

* Range omits some rates at either extreme that result from exceptional circumstances. 

In value terms, the Project Board estimates the impact as follows: 

Amount in €m 2015 Actual 2016 2017 2018 

Collection Rate % 91% 92% 93.00% 94% 

Amount for Collection 48.15 50.00 51.00 52.00 

Amount Collected 43.80 46.00 47.40 48.90 

Amount Uncollected 4.35 4.00 3.60 3.10 

 

Key Actions: 

2016 1. Implement the recommendations from the DMIP and Grant Thornton 

projects, to identify areas where improvement in collections can be made 

2. Plan an improvement programme and identify hospitals by performance 

2017 3. Plan a roll out of improvement programme and begin implementing it 

with the bottom 6-10 performers 

4. Monitor improvements in performance, adjust programme where 

necessary and roll out programme to the next 6-10 hospitals 

2018 5. Continue roll out of improvement programme and adjust to reflect lessons 

learned from review and monitoring 

6. Continue to monitor progress 
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Key Assumptions: 

 Hospital Groups will be established on a statutory basis. 

 Hospital Groups will engage in an improvement process at a group level rather than 

individual hospital level. 

 Resources will be available to carry out necessary systems/infrastructure enabling 

works. 

6.5 Local authorities 

Targets are being set with regards to commercial rates as set out below. No material change is 

anticipated with housing loans and rents which are most influenced by non-DM factors. 

The local authority sector plans to build on the momentum created in 2015 by setting new 

annual targets for each local authority and providing support to local authorities through best 

practice, training and new enforcement powers. Resources are being sought for LGMA to 

form a full-time project team that will support local authorities in developing and 

implementing improvement programmes, initially focused on those with lower collection 

rates. 

The Local Government sector’s Debt Management Project Group will continue to be the 

focal point for planning and driving the programme below.   

Metric 2015 Actual 2016 2017 2018 

Sector Collection 

Rate % 
82%* 84% 87% 90% 

Range  58-93% 70%-93% 76%-94.5% 82%-95% 

Sector Arrears  €293.4m €247.5m €190.8m €145.6m 

Arrears : Net 

Accruals % 
23% 20% 15% 12% 

* Note: 82% here reflects the revised reporting system that has been adopted by the sector 

– see note at the end of the Section 1.  The rate using the old reporting system (as 

used generally in this report) is 80%. 
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Key Actions: 

2016 1. Agreeing, monitoring and reporting on targets at local and national level. 

Continual development of the reporting matrix. 

2. Further develop the best practice/processes/standards/systems for the 

implementation of the enhanced work programme for debt management. 

3. Further development of the current training programme for debt management 

staff.  

4. Run a workshop to share best practice on Rates collection  

5. Work with DECLG to progress the legislative reform of the rates legal 

framework including: the use of the Revenue Sheriffs, the introduction of the 

Rates Clearance Certificate, the expansion of the use of the attachment order 

and Tax Clearance Certificates and other measures.  

 

6. Commence the process of engagement to develop the Revenue Sherriff 

option, the Rates Compliance Certificate and attachment orders, defining best 

practice, protocols, guidance, systems and training. 

2017 7. Agreeing, monitoring and reporting on targets at local and national level.  

8. Further develop the best practice/processes/standards/systems for the 

implementation of the enhanced work programme for debt management.   

9. Implementation of best practice, protocols, guidance, systems and training for 

the legislative changes effected.   

10. Development of a structured, focussed and well thought out communication 

strategy at a sectoral level with key stakeholders including ratepayers and 

business representatives on the introduction of the new initiatives. 

11. Stakeholder engagement including HR for the change management 

programme around the legislative changes. 

12. Continual development of the training programme for debt management staff.   

2018 13. Agreeing, monitoring and reporting on targets at local and national level.  

14. Further develop the best practice/processes/standards/systems for the 

implementation of the enhanced work programme for debt management. 

15. Continued implementation of best practice, protocols, guidance, systems and 

training for the legislative changes effected.   

16. Continual development of the training programme for debt management staff.   
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Key Assumptions: 

 Government approval for legislative change is required to improve the rates collection 

framework. The current legislative framework is a barrier to efficient debt 

management procedures and the introduction of legislative change is fundamental to 

the delivery by local authorities of the options as outlined above. 

 Further engagement, consultation and agreement with the stakeholders and other 

interested bodies is required, in particular the Sherriff’s Association, Office of the 

Revenue Commissioners, Department of Justice and DHPCLG. 

 The net arrears targets for 2017-2018 are estimates based on the 2016 accruals. 

 Resources will be made available to LGMA to form a debt management project team. 
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Appendix A – Calculation of collection rates for local authorities 

Calculating Collection Rates 

The collection rate metric used for local authorities in this report follows a conventional 

methodology, which has historically been used in the sector.  It is the ratio – expressed as a 

percentage - of the amounts collected in a year to the total ‘collectable amount’ in that year, 

which includes new bills falling due and unpaid arrears carried over from prior years, 

adjusted for any waivers, rebates, credits and write-offs in the same year. 

With this methodology, the amount of unpaid arrears carried forward can impact the result 

(i.e. large amounts carried forward will drive down the rate %) and do vary significantly 

between PSBs due to differing practices in writing-off old debts. (Note: the Project Board has 

made recommendations to bring more consistency to write-off practices). 

To provide a means of understanding the current collection performance, the DMIP also 

looked at a collection rate metric calculated as the ratio between the amount collected in a 

year and the net amounts billed in the same year (i.e. after any credits, waivers or write-offs), 

expressed as a percentage.   

In reporting on PSBs’ collection performance, this report uses the latter metric (i.e. 

collections v. net billing) as the key metric for all PSBs except for local authorities where 

historically the collections v. total collectable amount* method has been used.  In the analysis 

within the report, both metrics are shown for all PSBs.  This was the convention followed 

also by the Debt Management Review. 

*Note:  From 2015, local authorities’ annual returns record and deduct an amount for 

“specific doubtful arrears” which are reckoned to be non-recoverable (e.g. Rate Payer is in 

Liquidation).  For consistency and comparative purposes, collection rates for local 

authorities in this report do not take account of this figure and retain the formula used in 

prior years. The effect of the updated formula is to calculate 2015 collections for commercial 

rates as 82% as opposed to the 80% reported in this report. 
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Appendix B: Report of Pilot Projects (at four local authorities) 

This report summarises the findings from the ‘pilot’ projects to improve commercial rates 

debt management processes at Galway City Council and Donegal, Wicklow and Louth 

County Councils. The Louth and Donegal projects primarily took place during the period 

June to October 2015 with some follow-on work into 2016. Those projects were aimed at 

applying and refining the ‘best practice’ debt management principles from the Debt 

Management Review, to identify those of most value to the collection of commercial rates.   

Based on those projects, two further projects during January to May 2016 at Galway City 

Council and Wicklow County Council sought to apply the approach developed in Donegal 

and Louth, to bring about improved collections and to produce a Best Practice Guide that is 

intended to be the basis of a programme that would be rolled out of all local authorities in due 

course. 

The scope and priorities of the projects were agreed with the respective Heads of Finance and 

senior debt collection staff at initial planning workshops with each council. Work then 

proceeded with on-the-ground and phone call support from debt management specialist, Billy 

O’Dwyer with oversight by the DMIP Project Manager, Niall O’Reilly. 

This report expresses the views of the consultants who were involved and draws on feedback 

from management and senior collections staff of both councils. 

A.1 Situation before the pilot projects 

Collections rates for 2014 were:   

 Donegal:  56%  

 Louth:   56%  

 Galway City: 66% 

 Wicklow: 69%. 

The councils were carrying comparatively high levels of arrears and have done so for a 

number of years. Both Donegal and Louth had also gone through unification of town and 

county councils, which consumed a lot of management time in Louth and added an additional 

account workload for the Donegal staff. Wicklow also had a unification programme with 

similar impacts. 

Donegal has had a decentralised collection function for many years and this continues with 

collectors in the five district offices. Local staff have discretion on how they manage 

customer contacts under the direction of the central debt manager for the council. Procedures 

had been developed but were not fully formalised.   

Most of Louth’s collection staff are based in Dundalk with two based in Drogheda. There 

have been staff changes over recent years with new appointments with mixed levels of debt 

management experience. A number of positions also remained unfilled until recently due to 

an embargo on recruitment. 

Galway’s collections staff are all based in one office and there has been a considerable 

amount of personnel changes over the last year. An important aspect of the pilot project, 
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implementation of the Ascendas debt management system, had to be deferred to mid-2016 

due to delays with the planned Agresso upgrade. As a result, the pilot was confined to some 

staff training and assisting on aspects of the earlier issuance of Rate Demands in January 

2016.  

Wicklow have some of its collection staff still out on the road while others are fully office-

based. All of the administrative functions are handled by the office based staff. The staff have 

a lot of experience and are currently negotiating a transition in their approach to collections.  

Management has identified that the pilot has brought a greater focus on collections which is 

facilitating improvement. 

A.2 What was Done 

The principal changes introduced were: 

 Standardisation of processes and customer communications. 

 Adoption of more automated processes using the Ascendas system, notably in the area of 

earlier contact with arrears cases. 

 Focus on getting the Demands out as early as possible.   

 Addressing prioritisation of accounts and use of the resources available 

 Revised approaches to legal cases in some local authorities (Donegal instituted a ‘due 

diligence’ review of all legal cases; Louth adopted an earlier and more assertive approach 

in pursuing legal recourse).   

All activities were conducted through the local management whose strong support was 

critical to making the planned changes. 

The main activities were as follows: 

 Initial project planning workshop to set scope and objectives. 

 Procedures for dealing with collection accounts were expanded and rolled out to all staff.   

 Standardised answers to frequently-asked questions were prepared and circulated to staff.  

 Assistance was provided with the development of the Ascendas system (e.g. template 

letters and setting up work-flows and case management). 

 A one-day training programme was provided covering: phone call techniques, negotiation 

techniques and case handling. Ascendas also provided training on their system. 

 Assistance was provided in encouraging innovation in how to tackle certain problem 

areas in some local authorities (e.g. Donegal issued 500 letters to customers who had 

made no payment in 2015; a special letter was sent to customers who had paid the first 

moiety but the second moiety was outstanding). 

 Support to some local authorities in getting the 2016 Rates Demands out 1-3 months 

earlier than previous years. 

 A number of follow-up support calls and visits were held with the management teams. 
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A.3 Results Achieved 

Collection rates are up significantly compared to this time last year. 

 Donegal’s 2015 collections were up 6% (worth €1.1m). By end of June 2016 they were 

€1m ahead of 2015 in collections with an additional 300 accounts (6.5%) having made a 

payment. Direct debt payments are also up 10%. 

 Louth’s 2015 collections were up 7% (worth €1.5m). Collections by end of June 2016 

were up €2.7m or 7% compared to the same period in 2015. 

 Wicklow were €4.5m ahead of 2015 collections at the end of March 2016. 

These improvements are based on a range of factors including: an improving economy, 

improvements already planned within the local authority and the changes made as part of the 

pilot project. It is not possible to quantify the impact of the pilot projects but the general 

feedback was that the pilot helped to bring more focus on the area and may have helped to 

speed up change. 

General feedback is positive from management and staff, notably: 

 Staff are positive about the customer/telephone training and have applied it on a day-to-

day basis.   

 Having a well-defined process in relation to the collection accounts is very helpful and 

beneficial to staff and the process is clear. 

 Staff are now very positive about the workflow and they say that it does help them focus 

to deal with tasks/queries more efficiently.   

 Getting the Demand out early has made a difference with payments coming in earlier and 

more time available for collections activity. This was already a focus in the local 

authorities, which the pilot simply reinforced.   

 Ascendas refresher training was received positively. 

A.4 Issues that Arose 

Managing the changeover to a new way of working proved challenging and was exacerbated 

somewhat as it coincided with the busiest period in rates collection. For example; 

 Adoption of new work practices was a big challenge for many staff, especially the move 

to greater use of the system to record and manage work. 

 Trying to switch over to using the system-based approach while also managing the on-

going debt collection also proved challenging (e.g. an original plan to have staff carry out 

30 tasks per day had to be cut back to 30 tasks per week). In effect, dual systems had to 

operate (i.e. the new and the old ways of working). 

 It was difficult for key people to have dedicated time on the project, which is the most 

desirable situation as it helps maintain momentum in bringing planned changes. 
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A.5 Lessons Learned 

Management and staff generally accept the value of the ways of working that were proposed 

and the greater use of system to automate routine tasks and to manage workloads. Most of 

these measures had been planned but just needed having time and the system available to 

implement them. 

One of the most important lessons was to allow time for the ‘change management’ aspects of 

the implementation project (e.g. coaching staff, answering queries, reviewing cases 

handling). Timing of the implementation is also important (i.e. outside busy periods).   

The transition to the new way of working is not a short-term measure. 12 months should be 

allowed with a gradual build-up of staff skills and refining methods and system features. The 

benefits of some changes may not be fully seen until the following year. Adequate support 

should be provided to the local authorities, to assist them in their improvement programmes 

(e.g. through the LGMA or specialist advisers). 

 Other general lessons are: 

 Systems knowledge must be developed, so that best use can be made of the facilities 

available and improved over time. 

 Standardisation and consistency are very important but is more difficult to achieve with a 

decentralised DM structure. 

 Continuous improvement and innovation must be encouraged, especially in availing of 

the automation and analysis/reporting facilities within the systems. 

 Effective leadership is essential to driving change in work methods and roles. Managers 

and senior staff must promote and manage, receiving training/coaching as required. 

 The capture of activity data allows re-assignment of cases (e.g. cover for leave or 

handling customer calls or visits); and if required, to evidence dealings with a customer. 

A.6 Next Steps 

Each council plans to continue along the path initiated in the pilots to improve their 

efficiency and effectiveness. Recommended measures include: 

 Allocation of work based on skills/experience rather than on geographic location; work 

also be split between early stage arrears and late stage arrears (for more experienced 

staff); and possible segmentation by size or debt and/or sector. 

 Further exploitation of the facilities being added to the Ascendas system (e.g. more letters 

produced automatically, more automated processes and workflows through the system) 

thereby increasing the time available to deal with the more difficult cases. 

 Extending payment routes and options including a focus on moving clients on to direct 

debit as the preferred payment method. The online payment scheme being developed by 

LGMA will help in this regard and should be adopted once it is available. 

 Earlier issuance of rates bills with additional information to encourage prompt payment or 

adoption of instalment plans. 

 Reviewing legal support arrangements (i.e. agreeing standard processes, documentation 

and service levels). 
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 Capturing additional data in Ascendas (e.g. landlord). 

 Monitoring changes in tenancies through use of GIS-based systems and gathering 

information from multi-unit premises (e.g. shopping centres). 

 Rolling out the same approach to other areas collecting monies (e.g. rents, loans, etc). 

A.7 Other Remarks 

Some other important issues were raised by the councils, which affect collection 

effectiveness: 

 Outdated rates legislation which does not reflect modern-day business practices (e.g. 

moieties, lengthy process of issuing bills, having to issue bills for vacant properties that 

must later be struck-out). 

 Review of Section 32 legislation to remove potential anomalies. 

 Enactment of provisions of the Valuation (Amendment) Act, 2015 that allow for self-

declaration and a six-month limit for new valuations to be done. 

 More sharing of data between State Agencies (e.g. businesses where company dissolved 

but still trading, offsets between agencies). 

 Lack of effective sanctions for non-payment: 

o Legal process is slow and not effective. 

o Rates are often treated as low priority compared to other creditors. 

o Linking payment of commercial rates to tax returns should also be considered. 

o Use of Revenue Sheriffs should be considered. 

o Self-declaration annually or on commencing in a new premises - to alert local 

authorities to possible liabilities and use of a non-rated premises. 

 Lack of experienced / trained resources is a major concern. The new IPA Debt 

Management course is a start but an ongoing professional development plan is needed.   

 Recruitment and retention of correctly skilled staff is an issue. Staff vacancies also need 

to be addressed. 

A.8 Conclusions 

In summary, the following conclusions can be drawn from these pilot projects: 

 The ‘best practices’ identified in the Debt Management Review deliver results, most 

notably: 

o Using a special-purpose debt management system 

o Training staff on debt collection techniques. 

o Getting the Rates Demand out early 

o Early and consistent client contact when arrears arise. 

 Transition to the new ways of operating takes time, typically up to 12 months. 

 Strong management support is essential to leading the change programme. Management 

also need support in this process. 

 

Prepared by the DMIP project team. (June 2016) 
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Appendix C:  Leading Practices in Debt Management 

The following key success factors in effective and efficient debt management were identified 

by the Debt Management Review based on research internationally and in other sectors: 

Leading Practice Description Impact 

Early & accurate billing On time billing with accurate 

customer & bill amount details 
Speeds up payment by reducing 

lapsed time and issues by achieving 

“right 1
st
 time” 

Special-purpose DM 

system 

Technology solution to drive good 

collections management   
Optimises sequencing, automation 

and collection paths 

Accurate data collection 

and maintenance 

Unique customer identifier and 

correct contact details across 

media type 

Easy to aggregate debts and 

augment treatment. Can contact 

customer. 

Specialist DM training 

& support 

Fit for purpose training and 

continuous development 
Increased collection success 

Performance culture   Metrics and report driven culture 

to continuously meet challenging 

targets 

Increased collection success 

Early client contact Contact as soon as practical after 

debt is originated 
Increased customer awareness of 

need to pay 

Range of payment 

options; easy to pay 

Multiple solutions to optimise 

ease of payment and reduce cost 
Increased collections, lowered 

operational costs and increased 

customer satisfaction 

Documented DM 

policies & procedure 

(incl. escalation) 

Clearly documented policies and 

procedures on debt management 
Elimination of waste/rework and 

errors / lapsed time – reducing costs 

and increasing efficiency 

Single Customer View View all clients interactions in 

one place 
Leverage predictive analytics to 

augment chase paths to suit history 

Appropriate 3rd party 

collection usage 
Select a panel of appropriate 3

rd
 

party agencies 

Competition between agencies 

improves results 

Strong enforcement, 

clearly communicated 

Relevant and adequately penal 

enforcement powers used 

sparingly but publically 

Incentive to pay on time rather than 

waiting for it to be enforced 

Tailored collection chase 

paths 

Specific chase paths for different 

groups of debtors 
More efficient as it targets key 

features of the debtor group 
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Appendix D - Project Governance 

The Project Board had the following membership: 

 Lorcan O’Connor (Chair) – Director, Insolvency Service of Ireland 

 Des Bruton, Head of Finance, Fingal County Council  - replaced on his retirement in 

December 2015 by Fiona Lawless, Head of Finance, Meath County Council 

 Kevin Daly, Reform and Delivery Office, Department of Public Expenditure and Reform  

 Ann Derwin, Assistant Secretary, Department of Agriculture, Food and the Marine 

(DAFM); supported by Geraldine Mullen (DAFM) 

 Mark Fagan, Assistant National Director Finance, Health Service Executive (HSE) 

 Denis Harrington, Finance Officer, Office of the Revenue Commissioners 

 Paul Lemass, Assistant Secretary, Department of Environment, Community and Local 

Government (DECLG), supported by David Kelly (DECLG) 

 Sean Quigley, Head of Resource Management, Courts Service 

 Dr Orlaigh Quinn, Program Director, Department of Public Expenditure and Reform 

 Kathleen Stack, Assistant Secretary, Department of Social Protection (DSP) 

 In attendance:  Niall O’Reilly, Project Manager (BearingPoint), Adrian Kelly (DPER). 

 


