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Introduction

The Department of Justice and Equality (the Department) is currently embarking on aaigmifecahtsshesggcposgram
the organisation. A key component of this programme is a review of culture within the {2epaotadestintt fautieular
culture that reflects the views of its staff and stakeholders it works with.

I nternal engagement within the Depart mdadstaffcornsatationi n c |
workshops regarding both the current and desired future culture. Engagement has bgedescross multiple divisions

Buildima this work, EY were engaged to conducted two workshops on behalf of the Departmegowjil. al hesger of
groups compromised of Criminal Justice, Civil Agencies and interested groups fronseeppenthir fhrdidedatai Equal

Thebjectives and format of the workshops was consistent for each of the groups. In summary, the objectives wer

3 To establish from each of the external stakeholder perspective, what the role of thesiefzadoneetlisoand what oy
discharge its functions effectively

3 To consider the cultural traits that would underpin and enable the operational capability described
3 Consider the clleimasme r gi ng f r camd totcdnsidevays @ wiichdbesadetl tdriveanced &r added to
3 To share views panitipants Vilkaild see as outcomes of this work and to share any fears or concerns

In addition the Departmemheastiregfadly demonstrate an open organisational outlook by seeking input and feedbac
development process.

It is anticipatedutpatts from these workshopsavid mferm thep ment of a draft ©OCul t ur e
in the process in the near future.



Key messages

3 264 statements were captured across the two workshops. Emergent themes reflect eulesithdtasn participants
characterised as:
Open
Empowered and accountable

3

3

3 Trusting and respectful
3 Proactive and planned
3

Leading collaboratively
3 Supportive

3 The preference for the Department to have a more open relationship with its key stakedsalge rsveatideanost cc
days

3 Theme heading, proposed above will need tantisetasiimmeanitanatindadgmpleted toldggarticular it was noted
in the workshops that the language used to describe the desired future culture wiltilzeampiafiesr dhpendatng a vi
organisations. Specifically a requirement for active words was noted

3 Detailed descriptions and actions for each of the cultural themes will be importangeestestiegtre<tiairabatdb
be applicable to most organisations

3 Communicating the alignment of the cultural project to the main programme of changglovilldreagdngioeiagt fea
addressed on a number of fronts, in turn building confidence in this work

3 Given the different organisational drivers and relationships with the stakeholders acarsdthpepeainttoent it was
cultural change may be required rather than a ©on

3 Themes generated by participantzrgaly loesebaortte tiveoirkenmdértaken by the Department

3 The lllustrationdtelas the totality of the feedback captured over the two days. The size of text is ffn@@ortionate |
wamade
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Workshop
Outputs




Introductory note

Detailed within this section is an overview of the main comments that were made bygudgieipastb éetheéeweldsbop.
to present the outputs in consistent format. Comments have been grouped around fiveklreps. identified as key the

For each cultural themes a summary of the main points discussed is made outlining wher
were proposed.

Noted area 3 This section covers specific feedback that was given in relation to current culturadractice
address opportunities to improve this.

A summary of the key words captured and tagged to each cultural theme is detailedirifiie
detailed descriptions in the future.
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S lnElg4e 3 Greater openness was the most frequently cited cultural trait participants wished to see ir
3 It was noted by the groups 105 times in workshop breakout sessions

3 Importantly openness did not only refer to sharing Departmental data and informationdaun
the Department and it partners

3 Specifically there was a desired for more:
3 Timely interactions: External partners being involved in the beginning of a process and

3 Effective two way communication: Input being meaningfully and regularly sought with €
contributors

3 Transparency: Fostering a culture where plans, decision criteria, processes, timelines

3 Ownership: Being more open as to where ownership lies within the Department for &s!
also important for external resources to know how to access people or teams. The iett
as a positive step forward in this area

Noted area 3 Stakeholders felt engagement can often be last minute/at the end of a process and the tit

address  ; consultation with no feedback

3 Rational or ownership for decision making is often unclear

Key words

Open/openness
Communic@sgfective/good two way
Transparency

Timely and effectisg ttammunication
Engagement

Share

Consultation

Collaboration

Inclusive/fair

Integrated

[ & N R @ N R & N @ N & N & & N & N N N

Listening and understanding
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Empowered and accountable

Noted area 3
address

Key words

Partner organisations wished to see Departmental staff empowered to be bold in theisuk
to see a culture where recrimination for failure does not always exist. It was thought this t
Department demonstrate the value it places on its own staff

Importantly, it was noted that accountability should not just be an end in itself. Paidieipant
accountability for the successful implementation of policies and initiatives, seeingi¢hem th
performance management system that supported these aims was suggested as a possib

Creating accountable owners for ©cr owa
desirable. It was felt that this would create efficiencies for partners who would hawitla foci
relationships. In turn this would also break down silos across Departmental functions.

Multiple touch points and accountability across the Department for common issues and tc
Inconsistency in decision making. Outcomes dependant on individual staff or the strength
Being too cautious in risk taking

Variability of wunderstanding on Depart mi

Ambitious

Culture of accountability
Performance management
Permission to fail

Less rhverse

Innovative
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Trusting and respectful

Summary quigiky

3 Trust and respect were frequently cited as two essential cultural elements for budding rel:

3 Importantly for workshop participants, being trusting of partner organisations was lwimgsid
Trusted as a Department

3 Granting and respecting autonomy for partner organisation to carry out their duties idas n
demonstrated and engagement built.

3 Key ways in which participants felt respect could be demonstrated included:

3 Respecting and acting upon the opinions given by staff of partner organisations whoieal
field and closest to the issues at hand

3 Meaningfully responding to engagement in a timely way when engagement with partne

3 Demonstrating where lessons have been learnt from previous mistake and issues that
organisations.

3 lincentivising staff to seek feedback from partners organisation to support a culture of
3 Embedding the necessary behaviours and values in ways of working, potentially devel

Noted area 3 The 'Slow®&voidance of clarity on the likely outcomes of decisions when the opportunity
address

3 To be masponsive, stakeholders felt they did not always receive prompt service to reque
Not recognising knowledge and experience as much as seniority and position

Not demonstrating learning from previous mistakes or issues

Not admitting that external expertise or subject matter resources are required

W W N W

Bad manners or a lack of respect

GEAeIe] 3 Trust / Trusted / Trusting
Respect for expertise
Respect the role of agencies
Learning and reflection
Honesty

Equals

Understanding
Approachability
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Proactive and planned

Summary dkf

Noted area 3
address

Key words [

[ N & R @ R & N @ N @ @ & N & N

A Department where the culture is focussed on the implementation of its strategic vision

This is enabled through proactive and planned ways of working where partners havedanay
and how and when they can input into this

A key part of the planning process Wwo unes
are. It would also include a process of identifying where the Department can addejprasss
and implementation and where other organisations can support

The benefits of this culture were identified as:

3 Future needs of partner organisation and their objectives are understood.

3 Methods are developed that minimise the effects unplanned shocks.

3 The Departmental agenda can be effectively prioritised allowing a focus on delivery
3

The activities of the Department can be contextualised as part of the overall strategic
outward communications with stakeholders

As a Department, taking on too much at the detriment of delivery
Increase levels of collaboration in the planning phase and share outputs so others can p
Avoid consultation requests being asked for at the last minute

Future proofing

Committed

Long term strategic focus
Being explicit about priorities
Focused

Follow through

Proactive

Clear purpose and standards
Driven by the vision

Leading

Responsive
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Leading collaboratively

Noted area 3
address

Key words [

5
3
3
3
5
5

The Department is seen to lead the system in identifying and tacking key issues, rchiesgtting
the activities of agencies and partners to ensure their alignment

It is also seen as a steady hand and influencer in the face of political pressure

To enable this a strong and confident leadership culture is required. One howeveethat is
organisations and other stakeholders) in the process

Participants saw the Department as uniquely fietiadt amudabotiatdedbe activities obpaurtn
ensuring that issues are dealt with in an efficient and engaged environment

Importantly the Department should have a consistent voice across is own Departmental f

Building competencies and ways of working that are focussed on collaborative wayssoéev
as an important enabler

Lack of communication/ feedback after a consultation process leading to external stakeht
listened too

Functional silos should not restrict the Department acting quickly and decisively oo rogea
of the organisation

Leadership

Break down silos

Customer relations

Consultative

Big cultural shift to citizen/resident focused
Agile

Timely
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Supportive

Noted area 3
address

Key words

Participants wished to see the Department actively supporting partner organisations in ac

In particular ensuring they have adequate resources, funding, governance mechanibms &
infrastructural requirements needed to function effectively

This is achieved through a supportive culture where the Department is key enabler for ott

In this context the role of the Department in supporting customers / citizen was digtarsse!
customer may be more appropriate to organisations where a more bilateral relatiorcshtp,e
not on behalf of.

Similarly other feedback suggested tindusiy
enough term.

Use of the word ©customer?® in the propo:
IT can undermine perceived professionalism of the Department and its ability to support ¢

Perceived variability in the professional competence of Department staff meant thiadgaeti
support they were given.

Supportive/supports

Professional

All staff should be viewed as professional
Best practice and service delivery
Intelligent

Customer

Culture findings from external stakeholder workshops 11



The 4N?2s

The 4N exercise ( Nuuatehe end of dhichgvgrkshop. Partidipants wete fasked sorcahsiderae
guadrants and feedback respohisesércigenapreseopgoridnitommertduttural elertrertsrrently woekNuggets)
anahot so whligglesihabepartment. Looking forward participants commented further oneadiessiekt fatlaethbate (Nice

they felt shooidomeut of t hi s exercise (No, No?s).
Outputs shioeliconsidarethdem with the emergimathefibe developmeént gfthe Cul t ur al Chart e
importance in considering how the change programme is implemented and communicated
Nuggets Nice if?@as

DoJ cultural strengths to be built on Culture you would you like to see

3 Experie®benest and hardworking 3 Openness/open communication

3 Supportdgood intentions 3 Leadership and support

3 Projects that have been successfully delivered 3 Appropriate openness

3 Pockets of expertise 3 Risk taking considered

3 Knowledge 3 Forward plamsitadf leavers and handovers

3 Culture change 3 Trust and respect agencies

3 Steering groups of agencies 3 Pro Active

3 Openness around values and strategy 3 Outputs and change from consultation

3 Honesty/dedication/hardworking/capable 3 Equality of esteem

Future

gl -

No

Frustrating cultural elements at DoJ

Cultural elements that should never be pursue

3 Silent culture 3 Secrets

3 Silo driven 3 Policy/spread of work and responsibilities

3 Lack of engagement, trust, consultation/timing 3 Corporate governance programme wants to contr
s Engager@eeluctance of saying no could conflict with culture change in the future.

3 Over extedtd&king on new projects 3 Tailor focus

3 Lack of prioritisation 3 Tick box exercises

3 Nod and a ®jmor transparency 3 Too subservient

3 Personality based decision making

3 Lack of consistency in decisions made

Negative

12



Consideration of internal engagement

Six cultural characteristics for the future that have emerged from the internal engdyensestmmeesedvithtBepartme
illustration below.

Professional Open

4 \
Customer Desired Engaged
focused il ] o e
staff
Proactive Trusted and

accountable

Reflecting on the outputs from the workshops it can be seen
A In many areas there is alignment with the internal themes, especially in the cultunaletiaiés of being open, accoul

A Nuance in words e.g. Trusted and Trusting, were very important to participants reflectittgrglLitaitidéerdmet perspe
interpreted

A Similarly, language used e.g. Customer or citizen was very important to participants
A Some new terms emerged such as being respectful, empowered and collaborative thhtstesutthagdrought into

As additional context the illustretvos mlotine 264 different statements captured in the workshops nisgirtg the to the
considerdtiddepartment. It can be seéndtsadtifgzant rangelimtbenoimments from the most talked about cultural then
to the least talked about (Professional). Full details of the mapping exercise can be found in the Appendix

Engaged &
Valued staff

rusted &
Accountahle

Proactive

Customer
Focused

Professional
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Appendix A

What is the role of the Department of Justice and Equality

Leadership Support

Leaderskdpstatements gaptured 3 Support agencies (to del i\
Coordinate activities and agencies (x3) 3 Secuesources/pealedeate resources (x4)

Strategy/set strategic direction in collaborative wayg (8)dget/fun@id

Maintain internal security (x2) 3 Enable (x2)

Oversight (x2) 3 Accessible to those working in those areas
Governance and facilitation (x2) 3 Advise

Ensure effective justice system 3 Competent staff training

Ensuring implementation 3 Effective performance

Figurehead of a hugely disparate group of organisatiéhgersee statutory agencies

Hold agencies/stakeholders to account 3 Preventiorpanigctitrotection Accountability)

Lead on reflecting societal law changes 3 Programme oversight

Oversee coordinate various agencies 33 under it 3 Provide resource advice to government and oversight to «

Provide a service to civil society guards

To work with referral bodies and agencies especially othe

Responsibility for justice and equality in Ireland 3
P tyfor] g y advance shasdsl

Sector leadership within statutory frameworks

Steady hand in the face of political pressure

Supportive of the rule of law and promotes the law

To be the responsible department for all matters of justice and equality
To oversee and hold to account the Justice sector agencies

To provide an effective system within which justice can operate

[ R @ N R @ N B & N N @ N R @ N @ N N & N & O & & N & & & O N & O N O N ¢ N O

Vision



Appendix

What is théof the Department of lasgiaeandi t y (cont 2 d)

Policy/legislation Communication
3 Develop/set policy (x14) 3 Communicate (x2)
3 Legislation/Legislate (x13) 3 Engagement (x2)
3 Influence policy direction and development (x2) 3 Monitor performance of agencies, review, revisit, improve
3 Governance (x2) 3 To advise the minister on criminal and civil justice matters
3 Beresponsive to the needs of citizens with regards to justice and
equality (x2)
3 Develop policy under direction of the minister on these matters

3 Ensuring that issues of equality are included in all areas

3 Ensuring through its many parts the security of the state and its people
and the creation of society with access to justice

3 Equality for all popRéatiness inequalities
3 Implement and manage policy on immigration and border control

3 Implement Government policy and EU policy on justice and criminal
affairs

3 Implement policy and regulatory oversight that is in line with statutory
roles

Justice: courts and policing. Equality: migration policy

Progressive, inclusion quality and rights (PWD, UD)

Protection and promotion of human rights and quality
Represent EUwoddi and?s position in
Responsibility for drafting legislation

Statutory framework

N N LN N L N N

To oversee all facets of issues that arise on the agenda of justice and
equality, develop policy and ensure their implementation

3 To provide an effective system within which justice can operate



Appendix B

What it needs to do really well and key cultural characteristics

Open Engaged and valued staff
Open/openness (x10) 3 Ambitious (x6)
Transparency (x9) 3 Communicatftactive/goatayw(x5)
Timely, effectiwagwammmunication (x8) 3 Learning and reflection (x5)
Engagement (x7) 3 Respect for expertise (x4)
Foster a culture of accountability (x6) 3 Leading (x2)
Share confidential information with agencies and det P&?P&&@W@(@SZ)
Consultation and feedback (x5) 3 Performance management (x)
Collaborative/share ways of working (x5) 3 Reward extensive knowledge (Not solely seniority)/objective

indicators (x2)

Inclusive (x4 .
(x4) 3 Acknowledgment that staff are also courteous and being aw

Accessible and approachable (x3) balance and inflicts on work
Integrated (x3) 3 Adaptive

Fair (x2) 3 Connected

Informative (x2) 3 Engaging

Listen (x2) 3 Reward experience

Engage constructively with civil society and concesnegtattikeissitiers (x2)

Flexibility (x2) 3 Strong and clear thinking

Listen and understand (x2) 3 Values and clarity and behaviours

Wide consultation with civil society (x2) 3 Working with others

Consistency of approach 3 Enabling

Facilitative 3 Empower staff to take necessary action without fear of blam
Knowledge based 3 Ensure holistic perspective is not lost in performing individus

Rationale basis for decisions and ownership of dedisiBRGHaNfg

Shared sessions to respect each others roles, chaﬁerT&gg,né%%ﬁ%P%b'“ty
3 To work with relevant bodies and agencies especially other

Understanding shargoals

Be less suspicious in its engagement with NGOs
Change

Empowerment

Honesty

Inclusiveness

Information/data on its activities

Plaiknglish

Showcase howmatjars

[ R & N e & N R & N N @ N I & N R & N & N N & N N & N L & N & N & N & N R & N & N & N & N & N I & N & N O N @ N & & N @ O N & & N O N O NN
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Appendix B

What i1t needs to do really wel/l anoc
Trusted and accountable Preactive

3 Trust/trusted/trusting (x9) 3 Future proefingg Term Strategic Focus (x6)
3 Accountable (x6) 3 Supportive/supports (x3)

3 Honesty (x3) 3 Follow through ceNdeasit work (x3)

3 Committed (x2) 3 Responsiveness (x3)

3 Leadership (x2) 3 Focused (x2)

3 Permission to fail (x2) 3 Practive (x2)

3 Too cautibusn 2 t takimggxR)u r e r i s k 3 Innovative (x2)

3 Courage 3 Clear purpose

3 Credibility 3 Clear standards

3 Delegates 3 Driven by vision

3 Empowerment 3 Emphasis on strategic as well as reactive

3 Honesty on need for more expertise 3 Evaluating

3 No disagre@uentdination in DoJ and lack of opporjurtitsnte an active role in staff recruitment

interact and lack of leadership to deal with cross Cyttiﬂgoking forward
Ownership of decision making
Audi®trust but verify

Believe agencies

3 Preserve knowledge
Collaborastaff interested, knowledgeable and well trainec
Culture of depth

Evidence/research Delegation e.g., expenditure, staffing, sanctions

N N N N W

Ownership of agencies (soft sense)

3

3

3

3 Problem solving
3 Request assistance from external experts
3

Take ownership
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Appendix B

What i1t needs to do really wel/l anoc
Custoniecused Professional

Understanding the role of agencies (x4) 3 Professional (x3)

Customer relations (x3) 3 Respect (x2)

Break down silos (x3) 3 Agile

Consultative (x2) 3 All staff should be viewed as professional

Equals (x2) 3 Best practice and service delivery

Not micro manage agencies/respect independence (x2} Intelligent

Be explicit about their priorities 3 Recruitment (Fast track/promo)

Big cultural shift to citizen/resident focused 3 Use technology

Civil society/customer focused 3 Valueased

Demonstrating understanding of equality/inclusion

Don?2t I|ike the work cust QMRdr 2s its not a bilateral <co

[ I & N R & N @ N N & N & N & N & N & @ & N & N @ & & @ N & N N NN

Evidence based on the side of the citizen

Not customer focused

Outward looking

Relationships

Serve the people 3
Need to understand its stakeholders

Pareparent relationship with stakeholders

©OWe ar

our boots?

Request for definitions on each culture trait
Too many sad words and not active

The corporate Governance programme wants t® control agenci
conflicting with the culture change

Department should aspire to be known for delivery and implem
polic®will adoption of these cultural traits lead to this outcome ¢
performance management into professional area to build accot
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Appendix

Partner organisations in attendance

Organisation

Criminal Justice

An Garda Siochana

Forensic Science Ireland

Department of Children & Youth Affairs

The Courts Service

Probation Service

Civil Agencies

Charities Regulatory Authority

Irish Film Classification Office

Refugee Applications Commissioner

Refugee Appeals Tribunal

National Disability Authority

Property Registration Authority

Garda Siochana Ombudsman Commission

Garda Siochana Inspectorate

Inspector of Prisons

Irish Human Rights & Equality Commission

Interested Groups

Justice Committee

Gay & Lesbian Equality Network

Dublin Rape Crisis Centre

SAFE Ireland

National Women's Council

UNHCR

Law Society of Ireland

Bar Council of Ireland

Association for Criminal Justice, Research & Development

Dublin Institute of Technology

Irish Criminal Bar Association

Tusla Child and Family Agency
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