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This teport was 

Chairaanship of Mr. Paddy Hughes. 

The Teras of Reference were to conduct a Feasibi11 ty Study 

INTRODUCTION 

commieeioned by the Task Porce under the 

eertaln the economies or other advantages which would 

basis. 

accrue 1f the Administrative support function for M11led 

Peat was organised on a regional rather than a Works 

The main framewo rk of the report on Moss Peat 
Operat1ons, was to form the basis for this study , with 

sOBe turther examination of the management structure to 
Supervisor level. We have repeated for the convenience of 

teaders, our findings 1n the moss peat study, where 

appropriate to this milled peat report. 

The group member8 Were 

Brian Callagy 
Brendan Ruttledge (Chairman) 

Brendan McEvoy 
011ver Molloy 
John Cunningham (Secretary) 

1. 



The feasib1 lty 

advantages which mght accrue 1 the a dmlnlatratIve 

Support functlon for M1lled Peat wan organ 9ed on a 

regional rather than a worka basia, 

Computerisation 

SUNMARY 

8tudy was to aseertaln 

co-ordi 1nation of our 

and f ast and rellable 

appli ed 

communication both verbal and 1 physleal would play very 

signiflcant roles In adminigtration, and t he careful 

econom i ea or ot her 

met hoda of 

Fastrack and Courier Services would be e# s ent 1al. 

structure. 

Internal road tranuport 9ystem with 

Our findings 1n the prevloue 8tudy of Mo90 Peat were 

the e xception of sale s. 
and were appli cable in t he M11l ed Peat Works with 

Sales clerical work in milled 

Our main comments are as follows 

C Would be impractical to move any of the ex1sting 
functions, with their deficiencies, to a reg 1onal 

EX1st ing funct ions need to be revlewed and mode rní s ed 

as a matter of course. 

The present phi losophy of servicing local needs through 
a main frame computer system 1s 1nappropriate. 

Computerisation plays the single most significant role 
1f improvements or regionalisation is to take place. 

Some elements would then be more readily regionalised 
and s ome would by their nature remain at Works. 

The a bsence of any continuous systems review has led to ad-hoc developments. 

We need to define the information we require from our systems and examlne the present sources of this information with a view to improving recording methods. 
Cost benefit analysis of the workshop work mea8urement system (M.C.C.) needs to be undertaken. 
Each works needs a single authorative figure. 
Decisions s hould be made as close as possi ble to the workplace where they arise. 
Regional payment of wages, revolves around fast transmission of the information from works to region. 

2. 

pe at bogs Is minimal. 



our ined other works areas not directly addressed 1n 

report. In general It would seem that job Previous 1 
of dut les have been allocated to these title holders, e.g. titles have emerged over the years and mínor accumulations 

Bog Records - Works Assistant and Technical 
Assistant /Surveyor 

elements o of the administrative support functions for eonclus ion 1s that t t poss 1ble to reg 1onal1se some 

M11led Peat. 

oCa l Works improvements would reduce staff numbers 
259 to 183 or 282. 

Kegionalisation would reduce this to 155 which 1s a 

further saving of 12%. 

The overall reduction 1s 39%. 

from 

3. 



J 

MA IN REPORT 

The study 
examinat ton of current c 

commenced on 31st May 1 

Wages and costing systems Ballivor and discuss 1ons 

1988 and c ons isted of an 

omputerisat ion developments of 

with Mr. Andy Bo1lson at 

and analysis at Newbr 1 dge, of the 

five nilled Peat works at Boora, Derrygreenagh, 

Blackwater, Montdi l lon and Oweninny. 
included vith Blackwater. 

Derryfadda was 

...s to t he E.S.B. and Br1quette Factories were 1ncluded 
W1th the General Accounts function, where the cler1cal 
time involved is min imal. 

a1 our other comments, in the Moss Peat report, rema1n 
Valid and ve again show under the various functions, the 

improvements that should be made in the existing works 
structure, and any further saving in personnel which would 
accrue from regionalisation, as compar ed with this 
improved wor ks situation. 

4. 



1. Introduction 

GENKRAL ACCOUNTS FUNCTION 

Woreneral Accounts funct ion is admi nistered by s1x 
S Account ants. A total of seventeen clerical stafr 

£186,000. 
eployed in the five milled peat worke at a cost or 

2. The total numbers employed at these five works are as 
follows -

Permanent 

1742 

Seasonal 

948 

Total 

2690 

Staff numbers in this area were examined on the basis 
Set out in the Moss Peat Report. 

Local Works improvements as outlined (See Appendix A) 
Would reduce total numbers of clerical st aff by seven 
(1.e. from l7 to 10). 

In a regionalised structure a further four clerical 
staff would be saved (Appendix A). 

The current plans of Management Services on wages 

payments, envisages an optical mark reader at each 
Works . Input would be transmitted to the Regional 
0ffice for final processing and pay cheques would be 
returned to the Works . 

Verification of data on the sheet would now be done at 
Works leve1 by the Foremen. Exceptions report checking would take place in the Regional 0ffice. 

It would be the responsibility of the Regional Accountant to aud it works time sheets on a basis which would ensure that each man's pay .was monitored twice per annum. 

5. 



1. Introduction 

2 

coSTING 

ne costing function 1s a dministered by six Works 

Accountants, 
Eight clerical staff are employed at A cOst of 

£105,000. 

Improvements in the works structure with 
Computerisation would reduce this to five. This 
1s a saving of three clerical staff. 

If costing 1s reg 1onalised we are of t he opinion 
that a clerical staff of two would suffice. This 
assumes that the fully computerised micro system 

This would give a further saving of three clerical 
staff. 

6. 

being developed in Ballivor at present is in place. 



1. Introduction 

4 

Workshopn- Adainintration 

he m11led peat vorkahops are present ly a dministered by ) Superintendents (7) Workahop Foremen, (33) A**1stant Foremen, (23) Chargehanda, (3) WorkshoP Tanners, (20) Work Measurement Analyats and 13) Assist ant s. The t otal cost of this admini9tratlon 1s 

IRE1,429,000 per annum. 

be Created which would 1 ncorporate the funct ion of both 
the existing Mechanical Superintendant and Works hop 
Foreman and enc ompassing the enhanced role as envisaged in the main report. A number of For emen would report 

C 1s pr oposed that a new position of Works hop Manager, 

3. It is oUr opinion that supervision should be undertaken by Foremen with a min imum of 10 to 12 skilled men per Foreman. This figure would be regarded as cons ervat1ve and in the longer term a fi gure of 20 must be the objective, with further systems improvements. 
The exi st i ng m1x of both Ass i s t ant Foreman and Chargehands 1n the supervisory role, and ensulng overlap of duties 1s cons idered to be 1neff icient. 

Non-working Chargehands should not be utili sed . 

Where direct Foreman supervision 1s not warranted it may be necessary to appoint working Chargehands e.g. Lemonaghan (5 skilled) and Monet tia (4 skilled). t he purpose of this study Chargehands are included with 
For 

the skil led workforce. See Appendix A. 

7. 

5. Appropr 1 ate systems for work measurement, unit costing, preventative naintenance etc. should be hand 1ed by a Regional Engi neering Department in c on Junction vith the Workshop Managers. For this purpose a pos ition is to be ma1nta1 ned at each works, and one 1n the reg1on. 

6. No signif 1cant changes appear in the regionalised situation over the improved works position. 

to the Works hop Manager as detai led in Appendix A. 



1. Introduct ion 

e Stores function is administered by slx Works 

Accountants. Six Stores Supervisors, thirteen clerical 
tart, seven Storemen and twenty two Issuers are 
employed at a total cost of £500, 000. 

STOREs 

ptovements 1n the Works structure would reduce this 
cO five Supervisors, ten Clerical staff, five Storemen 
and twenty Issuers. This would give a total saving of 

one Stores Supervisor, three 3nt persons, 1.e. 
erical staff, two 

Append i x A). 

This is based on the volume of orders, receipts and 
compared with volume studied in the Moss Peat 1ssues as 

Report. 

J. ln a regional structure this would be administered by 
one Reg ional Stores Manager. 

We would visualise significant 1mprovements, by thÉs 
offlce,in the ef ficient co-ordination of internal and 
external transport of material and the proper 
deployment of stores stocks in the milled peat area. 

Clerical staff from the Works would move to the 
regional office but would be reduced to six. 

One clerk in the region would be fully employed On Purchasing and Progress Chas ing. 

However, some minor element of local purchasing for real emergenc ies Would exist at each local Works. Subsequent clearance by Local 0rder and Petty Cash payment by the Regional 0ffice would give adequate latitude for these situations. 
Each Works Stores would have a Supervisor. existing dutles and responsibilities (e.g. ordering, 

Some of the 
progress ch asing payment certification) have been removed to the Reg ion. This indicates a grade of supervisor at a point between current Supervisor and Storeman grades. 

The number of Stores personnel required at Works to receive, check, 1ssue and complete computer 1nputting of 1ssues would total 25, 

This total of 37 would be a further reduct ion of three persons. See comparative chart (Appendix A). 

8. 

Storemen and two Issuers (See 



1. Introduction 

SBCRBTARIAL 

1his function is administered by six Works ACCOuntants. A total of nine secretarial staff are 
employed at a total cost of £87,000. 

Z. Works improvements would show five at the Works with SOme element of assistance from clerical staff. To achieve this reduction of four, all Works telephone exchange systems would need to be modernised. 

3. Regionalisation wou ld not change this local requirement of f1ve, but would give rise to one extra Secret ary, in the Regional 0ff1ce. 

9. 



WORKS ASSISTANT/BOG RECORDS KEEPER 

1. Introduction 

This function is administered by s1 x Production 
Assistants. Keepers are employed at a cost of £113,000. 

duties. 
2. The following 1s a brief descript1on of the1r main 

Five Works Assistants and four Bog Records 

Works Ass1stant 

Sign on Seaso nal Employees 

Road Transport 

Supervise 
Watchmen 
Groundsmen 
Canteen Operatives 

Liaise with H.0. 
and local bodies 
On vis its etc. 

Supervise visitors 

Visit absent 
employees 

Bog Records Keeper 

Production and Saleg 

Records, 1ncluding 
Charting and Reports 

Phone Communications 

Radio Communications 

Liaise between Bog 
employees and wages 
office 

Absentee Records 

Deputise for Works 
Assistant 

Evaluation of these duties would indicate t hat s ome 
could be trans ferred to other areas, e.g. road 
transport to stores. 

An amalgamation of these roles, with help from the secretarial or clerical staff when necessary would 
reduce personnel 1n this area from nine to five or a saving of four people. 

3. The "Fleet Management" system and, computerisation wil1 take some duties away from this area (e.g. Log Sheets, Road Transport Records , Charting Stock Records etc.) 
This function wi1l not change in a regional structure. 

10. 



1. Introduction 

2 

s tunction 1s a dmini stered by six Production 

Assistants. Six Technical Assistants and three 

Ourveyors are employed at a cost of £1l3,000. 

Their main duties are 

C. 

TECHNICAL ASSISTANTS/sURVEYORS 

d. 

A, 

B 

Liaise with Land Purchase Section. 

Handle complaints from farmers and other 

landowners. 

Organise silt control. 

General survey duties 

Other duties may include 

Control Turf Bank Licences 

Control Civil Works Maintenance 

C. Control Plant operating on Silt Control 

There seems no obvious reason why the work content 
cannot be hand led by one person at each Works - a 
reduction of four. 

3. A regional team of four Surveyors with no works 
presence would lead to a further saving. 

11. 



MATERIAL DESPATCH CONTROLLER 

1. Introduct ion 

Inis function is administered by six Production 
Assistants . One Material Despatch Controller 
employ ed at each of the four works, Boora, Blackwater, 
Derrygreenagh and Mountdi1lon at a cost of £60,000. 

1s 

2. This Quality Control function must be located at each 
Works and no change can be envisaged. 

12. 



1. Introduct 1on 

1h1s function 1s carred out by 166 Supervisors (see 

chart below) at a total cost of £2,000,000 approx. 

Works 

Boora 

Blackwater 

Derrygreenagh 

Mountdillon 

SUPERVISORS 

Oweninny 

Totals 

Supervisors 

38 

41 

34 

29 

24 

166 

Employees 

206 

199 

172 

184 

122 

883 

Average 

5.4 

4.8 

7.2 

6.3 

5.1 

5.3 

The average no of employees per Supervisor 1s five and 

the average at peak employnent of seasonals 1s eleven. 

2. This appears a very low figure but certa1nly 1ndicates 

a seasonal element in supervis ion. 

13. 



1. Introduction 

There are twenty five Area Foremen as follows 

Boora 

ARBA FOREMAN 

Blackwater 

Derrygreenagh. 

Mountdillon 

Oweninny 

2. This is unlikely to change 

6 

5 

5 

5 

4 

14. 



1. Introduction 

BOG FOREMEN 

*4ete are current ly five Bog Foremen at four m1lled peat 

works at a total cost of £86,000 approx. Oweninny does 

not have a Bog Foreman. 

The function or role of this particular post 1s duplicated 
by the Production Assistant and should not ex1st. 

The reduction of these locally to nil, would lead to 
direct reporting by each Area Foreman to the Production 
Ass 1 stant. 

This would shorten the reporting line and give a saving of 
five persons. 

15. 



1. Introduction 

PRODUCTION AsSISTANTS 

There are currently six Production Assistants at f1ve 

M11led Peat Works. 

2. Derryfadda area should be ineluded with Blackwater and 
administered by the Product ion Assistant Blackwater, 
with one Area Foreman in Derryfadda. 

3. We have made some general observations about this role 
which are summarised on page 21. 

16. 



1. Introduct ion 

ACCOUNTANTS 

There are currently six Works Accountants at the five 
M1lled Peat Works at a cost of £113, 000. 

2. Derryfadda area should be included into Blackwater - a 
reduction to five. 

3. In a regional structure this function would be 
administered by one Accountant in the region or a 
saving of four persons . 

4. There was no committee agreement on a job specification 
for t he Reg 1onal Account ant other than a belief that 
his role would have a significant change 1n emphasis. 

17. 



1, 

2. 

3. 

Introduction 

MANAGERS 

There are currently five Works Managers at the five 
n11led peat at a cost of £140,000. 

It 1s cons 1dered that the size of each Works leads to 

the necessity of an overall aut hori ty at local level. 

We have made some general observat ions about this 

role which are summarised on Page 21. 

18. 



cONCLUSIONS 

Rationalising the current works structures would lead 
to staff reduct ions 

Total Current Works Structure 

Total Improved Works Structure . ... 
Tota1 Regonali sed Structure 

persOns. 

257 
183 
155 

Wages payment can be regionalised with a saving of four 

Workshop Adnínistration cannot be regionalised. 

Stores could operate at regional level with some 
reporting di ff iculties. The staff saving would be 

Costing can operate at regional level but would have 
implications for local Management Services. There 
WOuld be a saving of three persOns. 

Reg ionalising the Accounts function would require one 
Regional Accountant with a saving of four persons. 

Regionalising the Work Measurement System would reduce 
manpower in this area by fourteen persons. 

The role of Surveyors at each works 1s not justified, with the decline in the Third Programme. A regional mobile team of Surveyors should be adequate to meet works requirements. 

19. 

three persons. 



RECOMMENDATIONS 

vudertake rational isation and improvements at works 

level. 

yStems reviews should be undertaken on a regular basis. 

4 net Work of computer8 at Works level to cope with 

0cal tequirements, with the compatabil1ty to integrate 

at works, reg ion and main frame as required. 

There must be adequate back-up to sustain the system. 

Separate software development must be in para llel w1th 

the network development. 

The wages payment system mus t be fully computerised 

w1th automatic print-out of all rout ine 8tatutory and 

other deductions and automation of bonus payments. 

The system and necessity of putting pay-c heque s 1n 
envelopes should be re-examined. 

A separate study of purchasing 1s required to examine 
Head office and local orders, and address the high 
level of local purchas ing with a view to 
rationalisation. 

The met hods us ed to transport information and materials 
1nter-works needs to be examined for proper 
co-ordination and cost reduction. 

Automate fuel issuing system. 

The Workshop Mnager as proposed must have the ab1lity 
to implement a more cost effective service. 

The back-up services to implement this programme must be provided 1.e. computer fac1lity and re-trainíng of 
supervisory staff. 

20. 



In a 

The 

GENERAL OBSERVATI ONS 

M11led Peat Regional Structure, the role of the Works Manager wi11 change. 
nents of this function whích were 1n the main of a corporate rat her than an operational nature, would be handled at a higher level 1f a region was 1n place. 

It 1s the Comm1ttees considered view, that the person in charge of the product 1on operat 1on, should have l1ne 
autnrity at works level to ensure that all works 
OPerations are efficient ly co-ordi nated. 

rayaent of employees each fortnight in an alternating 
Week plan, would reduce clerical work- t 1me by 50%. 

Inter-regional sharing of specialist services would be 
POssible e.g. Management /Financial Accounting. 
S1ze and ge ographical locations play an important role 
in regionalisation. 

The implications of placing stores under works hop 
Supervision should be examined . 

It 1s necessary to review ,the present demarcation on electrical work on machines on the bog, as the maln 
electrical components are now exchange units and no 
element of safety 1s in question. A fuller exami nation may s how that Electricians are required at the 
re-wiring stage only. Considerable benefits wold 
accrue in the regional situation 1f such a pol1cy was adopted. 

21. 
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Oveni any 

Mountdillon 

Blackwater 

Derrygreenagh 

Boora 

Iaproved 

Current 

Iaproved 

Current 

Iaproved 

Current 

Iaproved 

Curreot 

Iaproved 

Current 

1 

1 

1 

1 

1 

2 

1 

Accountant 

Manager 

1 

2 

1 

1 

Product 1oa Asst. 

a1l 
5 

4 

n1l 
5 

ail 

Bog Foreman 

Asst. Bog Forenan Haterial Despatch 

1 

1 

1 

1 

2 

2 

2 

2 

1 

1 

2 

1 

1 

Clerk 

Works Asst./ 

Secretary 
Costiag 

Wages 

1 

2 

1 

2 

2 

Bog Records 

APPENDIX B 

Tecb. Asst ./ 

1 

2 

3 

2 

Surveyor 

Store0 

2 

1* 

Supervtsor 

2 

2 

2 

3 

2 

3 

2 

Clerical Storenan 

Lasuer 

1 

1 

1 

ail 

1 

a1l 

3 

nil 

1 

aíl 

Worksbop F'man 

Mecb. Supt. 
Vorksbop 

ail 

7 

a1l 

8 

aíl 

8 

a11 

7 

a1l 

Aset. V'hop F'nan 

ForeBan 

a1l 

2 

a1l 
1 

8 

a1l 

a1l 

2 

Chargehand 

1 

Works bop Plaaner 

3 

4 

MCC 

Ana l 

ysts 

2 

1 

2 

MCC Ass 1stant 

31 

37 

37 

51 

39 

63 

38 

53 

38 

53 

OVERALL T0TAL 

-6 

-14 

-24 

-15 

-15 

23 
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