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Managem.ent Services­
Is this their future 7 

by K. W. W. Burgess, DPA, F.lnst.AM, MIWSOM 

aoement sen-ices" is a relatiYely new term ·that is used to 
be" the allYisory techniques that can be used by specinlists to 
inc mana<>ers. Some of these techniques were in use in the 

and co;siilerably more hare been introduced since 1945. 
1isations rary in the range of techniques used ancl the way in 
they arc deployed. This article will consider the present situ­

and how the use of management senices could be dereloped in 
ture. 

re .iVl:ma~ement Services? 
agement Services is a term 
t a precise definition, so in 
text of this article it must be 
• The three well-recognised 
ues are Organisation and· 
s, Work Study, and Oper­
Research. Organisation and 
s has been described in the 

dition of this periodical in 
a! pole's excellent article. 
k study has a British stan-· 
nstitute definition which is: 
nagement service based on 
chniques, particularly method 
nd work measurement, which 
ed in the examination of 

work in all its contexts, 
hich lead to the systematic 
:J.tion of the resources and 
. which aflect the efficiency 
nomy of the situation being 

d, in order to effect 
ernentu. 

is a technique normally 
to factory work and is 

mainly cvncemed with m~tl10d~ of 
work and the design, implementation 
and monitoring of incent.ive schemes 
of payment. As such it is not of 
obvious use to building societies. 

Operational Research (O.R.) uses 
mathe·matical techniques, and is fre­
quently concerned with simulating a 
situation by models for testing poss­
ible a.lternative ways of operating. 
Linear programming and queueing 
theory are two of the most well 
known techniques of O.R. Fre­
quently, O.R. techniques are used 
to assist the higher levels of 

. management. 
There are, however, at least three 

other activities that can be classified 
as a management service, because 
they arc carried out by specialists 
who advise line managers. 

The Personnel and Training 
function, which is concerned with the 
gener2.tion of personnel policies and 
the implementation of personnel 
practices, falls obviously into the 
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category of a management service. 
Similarly, management and cost ac­
counting provide a service of 
financial analysis for the benefit of 
line managers. Finally, a computer 
manager will be concerned with the 
design of systems that are processed 
upon the computer. In almost every 
case procedures that are transferred 
to a computer will be re-designed 
to make maximum use of the corn-

. puter's capabilities, and frequently 
this means providing additional in­
formation for management. This 
re-design of systems is similar to an 
0 & M function and can be classified· 
as a management services fut1.ction. 

In any organisation there may 
well be other activities that fall into 
the category of management services, 
but the si.'C already mentioned are 
an adequate representation of the 
range of these activities. 

Need for Management SerYice5 
The extent to which an organis- · 

ation will use management services 
is dependent upon a number of 
factors:-
(a) if the management actiYity is 

subjed to factors that are difli­
cult to evaluate (determining 
the OpJlOrtuni!ies for expansion 
in :1 new a rea); 

(b) if !he mnn:lgement of the org:mi>­
ation wisl1es to infrotluce JJew 
hlc:~s into its oper:1tion (e.g. job 
evAluation, to use a computer); 

(c) the cal'aJ,iJities of the managers 
are such that they are not 
ma1iing as efi"ectiYe a contribution 
to th~ org:lncsa':.ion as is desired. 

There could well be many other 
factors, but these three indicate that 
there are many different reasons for . 
using one or more management 
service. 

Provision of 1\Janagement Services 
Management services may be pro­

vided in two main ways. The various 
consultants that are available can 
provide almost any service that is 
required. They invariably have 
considerable experience of the prob­
lems to be solved or techniques to be 
introduced. Alternatively an organ­
isation may appoint its own staff to 
carry out the management service 
function. This article will consider 
only the latter situation. 

Organisation ofM:magement Services 
It can be seen that there are many 

different management services that 
may be needed by an organisation. 
At the moment, ap:~rt from Organis­
ation and Methods and Work Study. 



training in the· management 
ices' field is carried out separately 
each technique, and it is unusual 
nd a person with competence in 
e than one technique. As a iesult, 
riably, separate sections or 
rtments are established for each 
agement service. This situ:~tion 
asier to understand when it is 
reciated that the introduction of 
rent management services into 
rganisation will normally take . 

e over a period of time. Nc;>t o;tlY 
the needs of the orgamsatiOn 
ifest themselves at different 
s but any organisation would 
r~luctant to introduce a wide· 
e of new techniques all at once. 
e position whereby different 

agement services' functions are 
ided in an uncoordinated way, 

by groups of people reporting 
ifferent directors or managers, 
ore a result of reacting to 

!ems than a planned develop­
t and is compounded by the 
ing pattern of management 
ces' staff. · 
e pattern of organisation de­
ed presents a situation in which 

could be a conflict of advice 
different specialists, given to 

anager. To avoid this, it is· 
al for a manager to break down 
roblem in order to allocate it 
particular management service 

on, This will often result in a. 
ptimal solution. For instance 
nsatisfactory performance of a 
rtment may be referred to an:-· 

& M unit -if ·the m~thods ·of 
work are suspeLt 

rsonnel -if staff performance 
is low (possibly due 
to poor selection or 
payor unsatisfactory 
training) 

anagement-if budgets are not 
Cost being met or expe~ 
countant diture is excessive 

and so· on 

s most unlikely that the solution 
problem will be found by 

ing it from only one point of 
The probable result is that the 
t of the problem reviewed has a 
ion proposed that will result 
n improvement in the area 
ved, but will probably not 
ve the total problem. Various 
gement services' staff do refer 
ems to one another but, as 
has trained in one particular 
ique, the knowledge of other 
iques will generally be at 
ciation level or less. 

This pattern has meant that most 
management services' work is carried 
out at the lowest. level of activity 
(the operations carried out by clerical 
staff) and little has been done at the 
tactical level where a manager decides 
how to achieve his objectives. 

Characteristics of Management 
Services 

There are three characteristics 
that should be examined at this 
stage. Most management services 
(apart fro'm Operational Research} 
can be divided into two types of 
activity. One type calls for the 
practice of all the skills of the 
technique, and this has been called 
the "Advisory Role". The other 
consists mainly of providing a service 
to the rest of the organisation and 
this has been called the "Service 
Role". These separate roles emerge 
only when a management services' 
technique has been in use for some 
time. 

(3) the use of a creative faculty to 
design potential solutions; 

(4} the ability f() convince senior 
management of the C()rrectness. 
of the prop;>sed solution. 

Not all the people who obtain 
management services qualifications 
are able to succeed in the application 
of all the above skills. In particular 
creativity is most successful when 
allied to a natural aptitude. 

The third characteristic is the 
natural ability of line managers 
and staff to learn to apply manage­
ment services skills to a limited 
extent within the:r own ·offices. 
At least two m~jor companies (one 
in engineering and "one in textiles) 
deliberately train their clerical man­
agers in elementary 0 & M tech­
niques and require them to practice 
them within their own offices. In 
this way the 0 & M departm~nts 
can concentrate their attention on 
systems that cross departmental 
boundaries. A similar situation can 

l'vfnnagement Advisory Sen·icc i I 
Sen·ice Role Role I 

O&M Orgt!nisation review Forms Contrql I 
I Non-computer methods . M:1chinery :mJ ; 

review Equipment appraisal 

Computer-date Compctter methods Provision of dine 
processing review processing service 

Personnel and Development of policies Provision of a re-
training for selection, training cruiting, training and 

ar.d rev::trd of staff job-~efiai:ion service 

11 Management and Financial advice and Budgetting and 
cost accounting design of financial costing service! 

reporting systems 
. 

The emeroence of the "service 
role" reflect;' the continuous appli­
cation of a technique introduced by 
the advisory role. Usually, this tech­
nique is such th?.t it must be based 

·centrally and cannot be effectively 
allocated to departments. 

The second characteristic is in-
. herent in the nature of the manage­

ment services activity. The advisory 
role demands the full application of 
the management services skill. Briefly 
this consists of:-

(1) 

(2) 

a study of a problem in onlcr to 
determine the likely area in which 
the solution may lie; 

a critical analysis of thesih•ntion; 

arise with job descriptions and 
recruiting procedures. 
Possible Organisation ofi"vlanagement 
Services 

The major weakness of the present 
system is the leek of opportunity 
to provide a coordinated problem­
solving service to an. levels of 
management. As a result, work at 
higher levels within an organisation 
is limited, and incomplete solutions 
to problems are likely to be put 
forward. 

The consolidation of management 
services into one unit appears to be 
the best way to provide a unified 
service. Such a step should be 

Continued on Page 48 

19 

I 
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timuid from Page 19 . 
mpanied by a division of the 
into two sections-one satisfying 
advisory role and the other the 
ice role. 

e initial staffing of the advisory 
will not be easy. At first it 

~.lrS likely that the head o1 the 
may have to be sought from the 
essional consultancy field. There 
nly one professional body of 
h I am aware that examines its 
ents at- the required level of 

ted systems design and that is 
Institute of Administrative· 

agement. Undoubtedly to be 
to advise at Board of Director 
wiii require persons of con-

able ability fully conversant 
the practice of management. 

e remainder of the advisory unit 
will not be hard to find. Com­
t management services staff 
are familiar with management 

s are one source. In addition, 
w years in this environment 
d .be an excellent training for 
sswnally-qualified potential line 
gers after they have qualified 
efore taking up a management 
The opportunity to undertake 
oblem solving activity or a 

"The major weakness of the present system is the lack of opportunity to 
· proride a coordinated problem-solving service." 

study of an inter-departmental 
·system, V'hich demands the appli­
cation of the skills listed in the 
previous section, not only provides a 
very useful experience, but alsq en­
ables people to show their capa­
bilities. The operation of this unit 
will be on a team basis until each 
member has a working knowledge 
of a number of the techniques. 

The service unit will require a 
mixture of management services 
practitioners and administrative staff. 
Any service that cannot be effectively 
provided on a ·departmental basis 

could be provided a~ part of th: 
service unit. . 

Various combinations of variou~ 
management services techniques an 
at present in use. An engineerin~ 
~ompany in Nottingham combine: 
Jts 0 & M computer system: 
analysts and O.R. staff in one unit. 
whilst placing its work study stafi 
under the control of a differenl 
department. The suggested organis· 
ation in this article is a developmenl 
of current practice based uoon a 
review of the role of mana;emen! . ~ . 
serv1ces. 

Jn 1961 the author joined the college that eventually became Trent 
Polytechnic. He was appointed to introduce courses in office man~gement 
and organisation and methods. Prior to this he was a section administrator 
:md :m organisation and methods officer with Derbyshire County Council. 
At present he is the tutor for administrative management courses and he 
desions and nrovides snecial courses that ·are tailored to meet the needs of 

0 • • 

individual companies. He carries out consultancy work and is eng3ged on 
research into the use of management services by local authorities. 
He is a member of the education. committee of the Institute of Administrative 
Mnnagement-Editot. 
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management accountants and leg:al:tdvi'sors. 
Certainly the btt<r group or speci:llists do no 
reg:rrd themselves ilS being part or a rn::m:1ge 
m'!nt services function •. 

In proctic<, along with many othe 
management terms, the phrase, nlthough i 
common us::!ge. does not and never has had 
pre-cise definition that is ge~~ratly accept!'d. 

The quest for a definition started in 195~ 
In 1968 Reid onolysed the writings or author 
on this topic and recorded that a tot:tl 01 

tweiY~ techniqu~ hld been id;:ntHied as being 
part of rnJnJ,gement services. Not all authors 
howe\'er. consic!~red every technique a­
appropriilt~. In fact three techniques- wor!· 
study. organisation nnd methods and 
operational research - were r.~enti9ned b• 
most authors as being part of managemen 
services. In 1978 Hams. as part of hi 
research project to discover a c!e:fi:-:.ition o. 
rnan:lgement services, published :1n :!:natysi­
of the '':ri:ings of ten authors. \Y·ho bet wee. 
them rr.ention!d 25 tet:hni,~:::-:. Th!s time feu I 

techniques were by far th: most popubr 
Three of these were the ones identif.ed iJ 
1968; the fourth was systems, analysis. AI 
further :m a lysis of the pr:Lctice of ten m~jof 

1-------~----'------------------------'--.J organisations ga,.·e some SU?port to t·.v::nty of 
the tt:chnique.s~ but the four techniqu~s 
identified by the ::!uthors ;::c~ived overwhdm~ 
• I 

K. W. W. Burgess,. 
InstAM 

lf:m:•ge,m••nl: Sc:rvice:• is a relatively new term 
describe the advisory techniques that ca.n 
used by specialist! to help line managen. 

of these techniques were in use in the 
and considerably more have been 

l>tro<!uc:ed since J94S .. Organis~tions vaty in 
range oi techniques used and the way in 

they are deployed. This article will con-
the present situation and how the us~ of 

services could be deve1opN in 

the nuthor joined the college that 
f.<e:ni<Lially became Trent Polytechnic. He was 

to introduce courses in office 
.. a,nageone;nl :1nd organisation and methods. 

this he was an administr:1tOr 
an organisation and methods officer With 

County Council. 
. At present he is the tutor for ndministrative 

courses and he designs .:~nd 

es special courses tailored to meet the 
ofindivh!ua1 companies. Be carries out 

work and is currently engaged on 
l.<eo.cch inlo the use of management service' 

local ~uthorilie.s. 

This article in intended to outline some of the 
p;oblems which face organisations using 
man~gement services units and to suggest 
Possible solutions. 

As with any activity it is important for 
senior management to decide wh~t contribu .. 
tion shou!d be made by a management 
services unit In practice the management 

·services function may take many forms, and 
the way in which it is organised and the skill of 
the staff employed may contribute to or 
militate against success. So before suggesting 
the contribution that might be expected from 
a management services unit some basic facts 
must be examined. 

The phrase Managemt!nt ·services is 
generally acc~pted as referring to advisory 
services that can be called upon to assist a 
rn:wa,ger in the performance of his tasks. 
\Vork study and organisation and methods 
are widely recognised as being i.,art or 
management services,. but other specialist 
techniques such as oper.Jtional research and 
systems analysis are included as part of the 
management services function by m:tny 
organisations. A strict interpret&tion of the 
ph rose would include every type of specialist 
advice that a rn~nJger may seck to use to help 
him carry out his responsibilities. Such an 
interpr~tation cou!d include the personnel and 
training functions, an·d also the services of 
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sng support. It c:!n therefore be seen that: 
management servicts consist of a core of 
basic t~chniques with an addition of :lny 
number of other techniques as d::emed 
necessary by an organis:1tion. 

Management services may be provided in 
two main ways. The various consuttants that 
are avaib.bte can prov!de almost any ser.-ict: 
that is required. They invarbbly have con· 
siderable experience of the problems to bo 
soh.-"ed or techniques to be introduced. Alrer­
n::ltively, an organisation may appoint itsow:: 
staff to carry out the management service 
function. This article wili consider only th< 
latter situation.. · 

It can be seen that there are many different 
management services that may b~ needed by 
an organisation. At [he moment. apart frorr 
organisation and m-!thods and work study 
tr-aining in the_ rnaillgement services'-field i: 
carried out sep~rate1y for eJ.ch techniqu::~anC 
many practitioners have competence in on~} 
one technique. As a result it is possible tha.t ir 
extreme situations sepnrate sections. 01 

departments are estab!ishtd for each mannge 
ment service: This situation is easier tc 
undef"stand when it is appreciated th3t th~ 
introduction of different management ser ... icc: 
into an organisation will normally take.pbcc 
over a periQd of time. Not only do the needs o1 
the organisiltion manifest themselves a' 
different times, but 2ny organisation would ·bt 
reluctant to introduce a wide range of ne\~ 
techniques all at once. 

. . .. ~~-··--·· . 



he position that onen exists whereby work is carried out at the lowest Jevd or 
rent m~nagement services• functions are activity (that is the operation.;, carried out by 

vided in an uncoordinated way by groups clerical staff) and little has b.en done at the 
people re-porting to diffl!rent directors or tactical level where a manaoer dr;:cides how to 
nasers. is more a result of reacting to achieve hisobji:!Ctives. 

0 

• 

~lems thnn :1 planned development. and is There appear to be advant:tges io corn bin~ 
pounded by the tr:tining pattern of ing. wherever possible, management services 
agement services' staff.. activities under one manager. Most mlnJge-

manager confronted by management ment services (apart from operational 
ices acti"·ities organised as separate units, research} cart be divided into two types of 
veil :LS udvisory activiti~s available from activity. One typ.e calls for the practice of nn 
r parts of the org:misation, has the choice the skitls of the technique. and this has been 
ubmitting a problem to many adviso~y · called the Advisory Role. The other consists 
iatists or to choose just one source of inainlyofprovidingaservic-:totherestofthe 
ce. Frequently. a manager wm break organisation, and this h<l$ be~n called the 
n his probkm in order to allocate it to a Service Role. These separate roles emerge 
icuiar advi.mry service. This will often ,only when a management services• technique 
lt in :1 sub-optimal solution. FOr instance, has been in use for some time. 
nsatisfactory performance or a depart- The emergence of the service rote reflects 

t may be referred to an 0 & M unit if the the continuous application of a technique 
ods of work are suspect; to the personnel introduced by the advisory role. Usually, this 
rtment if staff performance is low technique is such that it must be based 
sibly due to pOor selection· or pay; or centr:tlly and cannot be dfectiveiJ 'll!ocated 
tisfactory training); or to the mOJ.nage- to departments. 
t or cost accountant if budgets are not An example of" this feature is shown ir1 
~met or expenditure is excessive. Figur"! I, set out betow. 

an:agtment 
rvice 

Advis;)ry 
rote 

Se,.... ice 
role 

&M Organisation review 
Non-computerm~thod:; 

review 

Forms control 
Machinery and 
equipment appraisal 

omputer-data 
ocessir:g 

Computer systems 
analysis 

ProvisiOn or datJ. 
processing sen·ic~ 

rsonnel :r.nd 
ining 

Dt:velopm~nt or policies 
for selection, training 

Provision or a 
recruiting. training 
andjob-clefinition 
sen·ice 

· andrewardorstafr 

'. 
::magement and 
st ac..:ouncing 

Financial advice and 
design of" financial 
reporting systems 

Budgeting a"a:-.d 
costing serviCe 

1. Examples of advisor;· and sen·ice roTes 

s most unlikely that the solution to a 
m will be found by studying it from 
ne point of view. The probable result is 
e aspect of the problem reviewed has a 

>n proposed that will result in an 
'-·ement in the area reviewed. but will 
bly not remove the total problem. 
~s manago::ment services· staff do refer 
ms to one another, but ns each has 
~ in one pnrticutar tcchn!que the 
edge of other techniques will generally 
appreci:ttion lcvd or less. This pattern 
eant that most m:tno.gement services' 

The two roles need different abilities. The 
advisory role requires the !'reative ability that 
is o. chuacteristic of m:.tnagement services. 
The service rot~ is adminbtr:.Hi-1.-e in charactt:r. 
Because of this it would facilltat~ an effeclive 
management servic~ function if the sen·ice 
ro!e activiti~s wc;e provid~d from some 
different source. 

The major wcnkn;ss of position lh:tt has 
b.::: ·,cribcd is the l:t..:k of opportunity to 
prov~o... a coordinated problem-solving 
scrvicl! to all levels of man:tgement. As a 
resuft, work at higher levels wHhin an 
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organisation is limited, and incomplete solu­
tions to problems are likely to be put forward 
at all levels. 

The consolidation ofmanag:ment services 
into one unit :~.pp~3ts to be the best way to 
provide a unified service. By concentrating 
::1dvic.: in this mlnn~r a more powerful unit 
can be c:-~ated., nnd a service can be offered at 
all levels within an organisation up to and 
including the bo~rd of directors or other 
governing body. 

Th1! ini~bl staffing of the unit wifl not be 
easy. At first it app<:ars likely that the head or 
the unit may hav~ to be sought from the 
professional consultancy field. There is only 
one professional body of which I am aware 
that examir.es its student.i at th:: t~quired levd 
of integrated systems d-:sign, and that is th~ 
Institute of Aclministrativ:: 1\!anagem.e:nt. 
Undoubtedly, to be able to advise at board of 
director 1~-.;el win require pe'rsons of consic!er­
abte ability who arc: fully conv~rsant with the 
prn.ctice cf m.:tr ag:::ment. 

The rem ::tinder of the staff win not be: hard 
to find .. Comp~tent management services st:lff · 
who are familiar with mana.g.l!ment needs zre 

1 

the ma;n source. In addition. a ft:w years in 
this environment would be an e:tcetlent train­
ing for proft:ssiona11y-qu:tlifi00 potl!ntia; Iir.c: I 
11Un3gers, ~ft!;!r they have qualif1r:d in lhdr 
particular speciality and bt:forc: t::aking up a 
managem.:nt posL· The opportunity to 
undcrtak.;: a proh1~m soiving activity or a 
study of an inter-departmc:ntal system, whkh 
demandi the: apptkation or the skills already 
indk:.:ttt!d. not only provides a very useful 
experience, but also ~nablos people to show 
t!leir C:tpa!>ilitio;!S. ~le' O,)CTJ.tion or thiJ un·t 
wm be on a t!J:m b::asi3 until each merrib~r has 
a thorough working knowledge of a number 
oft he techniques. 

The basic fun.ction of the mnnagement 
services unit i~ to provido:! an advisory service 
to m~nagers throughout the organisation. ·At 
lhe highest levelth~ unit may be called on to 
create alternat'ive plans, or to carry out an 
evaluation of plans at board of directorslev::l. 
A similar activity can be: carried out for 
departmc:ntJ.l managers. In :tdc!ition, a servico:! 
to deSign systems of work in the factory and 
the office. and to create management report­
ing systems can be off~red. where appropriate 
on an inter-dc:partmental basis. A review of 
the organis::ttion structure can be carried out, 
from the consideration of overall problems 
through an analysis. of departm:!ntal 
structures down to individu?-ljob d:sign. 

One management service manag~r wich 3 

stao· of over 40 persons has defined the role of 
his .unit as uto provide a probtem solving 
service"" to the organisation. This is nn ideal 
situ::ttion that can only come about when the 
organisation oft he unit and the abilittr!s of the 
staff arc rei a tOO to such an objxtive. ()-

.. 
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Code of professional ethics 
This document replaces the Codes of Ethics and of 
Professional Practice first issued in 1975. 

So that the public in general, and employers and 
employees in particular, may be informed of the 
nature of the services rendered by members, the 
council of management of the Institute has 
formulated the following statement as to the 
professional ethic> which shall be observed by all 
practising m~mbers of the Institute of whatever 
grade. 

Member.. of the. Institute of M=agement Services of 
all gra.des shell: 

1 Conduct themselveS in a manner which will merit 
the respect of the community for persons engaged in 
the profession. 

2 Uphold the reputation of the Institute a~d the 
dignity of the profession. 

3 Carry out their professional duties responsibly arid 
·with integrity. 

4 Coiled a:~d ma!"shcll! facts without bias, and not 
allow their personal views or the views of others to 
influence their professional judgement, 
interpretation, an.::tlysis and presentation of thosa 
facts. 

5 Not discuss with, or disclose to, any persons not 
authorised to 'receive such i'lformation by their 
employer or their employer's delegated 
representative, whether within or outside their 
employer's organisation, the date, results, reports 
or proposals arising from their wbrk; nor shaH thev 
cause such confidential information to be misused' 
or to be published without permission. 

6 Not use informution acquirea during a previous 
employment in any way which could be·detrimental 
to their former employer. 

7 Not receive any undisclosed material benefits oth< 
than .their normal emoluments consequent upon ar 
recommenda~ion they may make in the course of 
their duties. 

Guide to good practice in 
management services 
These notes are intended to provide professional 
guid.:m::e to those practising in t.he management 
sen·:::es f:~!d, pa;;ticularly membe:-s of the lnstitut 
of Management Services. 

1 While mdnage:nent services practitioners are 
primarily responsible to the management of the 

\ orgo:-tisation in Which they are employed, they a!s 

I have obHgaUons to their profession and must 
a!ways attempt to use their professione.! skills wi!!: 

• integr:ty and objectivity in the interests of the 
· organisation as a whole. Should practitioners at 

any time find these two commitments conflicting 
they sho~ld stress their ~Jiofessional ctc.countabiHt~ 
and the ove:-:iding need for trust wHrt!n the · 

; organisation that their skills will ba used·· 
; impa:tially c:nd respor..si_bly. 

2 The work o! ~anac;e~er!t services practitioners 
ea~ be concerned with people at eny Ievel·within 
an org~r:.isat!on and the managerr:ant set-vices 
prad!~~:;~~.~: sho•J!d therefore ai:n to build 
rel:!t!o:1ships b=tsed on rnutu.:!l rBs:::>ecL To do this 
they mu~t be alert a!1.d self discipiined at all time:: 
wh.gn ca::j-::1g O'..!t their prafess!o:::!l d:..~!ies and 
extr-err.es of b:haviour or dress should be avoidec 
It sho:.l!d be clear from the demeanour of 

I . 

I man:!gement services practitioners ~hdt they aro.-
respons!ble rr:embars of the management team. 

1

3 As manager:1ent services practitioners are 
respo:1slb!e for assembling facts, anu.htsing particu t. 

J situatior.s, and for making recommend.Jtions for. 
· actio:~, they should ensure that manage·ment are 

fully aware of all the effects that the imptementatk 
of the recommendations might entail. This will 
particularly apply in the field of industrial relatio: 
when the management services practitioner is 
involved with the assessment of work and method 
of payment. 



4 Management services praditioneis should not 
give a direct order to those who ~~e respo:1s:ble to 
the managP.r or supervisor of the !)~r~ic-ub.:- ·.·:·:t:-k 
situation with which they are cu.rently eng~qo/.01 
unless specifically authorised to do so. They 
should always refer to that manager or supervisor. 
matters concerning technica! aspects of tha wo:k 
under revi;M and should not allow themselves :o 
be used as a diversion for complaints about 
managem~-.;-,t or supervision. 

5 Manage:nent services pradHione:-s sho:.!:C ah\·~ys . 
attempt to be fully conversant v:ith current. 
industridl and other appropriate legislatio:> a:1d 
ensure th.3! a-:1y raco:nmenda.tions for which thai· ere 
responsib~e =ccord with sue~ leg!s!cdon. 

6 There C•."'!:". ~- r.o objection to m.-":~·1--:;-?:-:--.P:--.~ :--:-:-·:ic~s 
pract:~;;.;; :.:-·:·.: ;(.:rt!n:J tr,1d~·! •.:nlf);,s :r;. t~·:-=::· .-:-.-.-::; 
indi•;id;;-:1: cap:;.city. ·Tr.ey should h:;:,-,\·~·;e;- :1~: a~!o·.·: 
any conf!ic: to affect the objeCtivity o! th~i:­
professiona! sblts. 

0 Pub~ish:.:.:l by the lnst!tute of. t·.!f::~:!~;~:-:-a:--.~ 
Ser~·ic~5. 1 Ce::::l Court, Lo:1don Rc-.::d, E::~:-=-:::. 
·Middi£-:.!·:-:-:, E!~2 6DD. Te!epho!l.~ o:-363 ?..;::::. 

printOO b~· Th'= Edie!d Printin~ Corr.p.-~i!Y 01-~5 SC~·') 
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Table 11 

' Assignments selected· by: 

I I 
rl+-' I rl I 
;::s s;: s;: ;::s +-' 
(/) (!) c;S (/) 1-< 'H 
s;: .... e s;:· c<l I 0 
Orl 0 P,rl 1-< 

+-' 001-< Oc<l (!) ;::s c<l . (!) s;: ::: 
.Type of authority .... o e "dill Q) 00 

s:: s::.<:: c;! <:.<:: S::.<:: +' .... 'H 
;::s .... +-' +> (!) .... +> +'0+-' +-' +-' 

.... <! +-' .... (!) s;: 0 .... (!) .... . ~ +l 
Q) +l'~a> +.>;;:(!) (!) ;;:<!l ~ S::(J) 

.<:: .... S+' .... +' .... s;: +-' ·rl 1-< 
E-< s;:S::+->S:: S::<!+> rl .... s:: +-' 0 .0 .... 

::SOl-< Cl ;::s O·r< 0 O·rt 0 S'H 
.... t<l· e ·.,., E +-' .... § 0 

<!l +-' p, <!l (!) ..., e (!)<!+' <: 00 
.<::d(!)l::.l; .<::t<lO .<::<!lc<lO .<:: 
E-<+->"d«l E-<+-'0 E-<S+-'0 <:+> 

1 London 4 3 1 2 6 9 

2 Met counties 1 - - - - 3 

3 Met districts 1 4 3 1 3 19 

4 Shire counties 3 lG - 5 - 13 

5 Shire districts 23 78 7 25 10 51 

6 Welsh counties - - - - - I 2 

7 Welsh districts - 6 1 - 1 8 

8 Scottish regions - 1 - 1 - 2 
.. , 

9 Scottish islands - - - - - -

10 Scottish districts 1 10 1 2 2 1 

TOI'AL 33 118 13 36 22 108 
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Table 12 
.. 

Reports approved by: 

Type of authority Chief Executi ve1 A committee Combin~tio~ 
. head of client of both 
department or 
management team 

1 London 6 4 13 

2 Met counties 2 - 2 
. 

3 Met districts 10 3 16 

4 Shire counties 20 1 16 

5 Shire districts 69 11 97. I 

6 Welsh counties 1 - 1 . 

7 Welsh districts 3 - 13 ' 
' 

8 Scottish regions - - 3 

9 Scottish ·islands - - -
10 Scottish districts 3 2 9 

I 

TOTAL 114 21 170 

185 · ...... .. . . 
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10. FOR~IAL TRAIN.ING OF 11ANAGEMENT SERVICES STAFF 

Respondents were asked to show whether formal training was 
given to management services staff. 

Where training was given the answers indicated two kinds: 

(i) staff were encouraged to study for a professional 
qualification. In most cases assistance was given 
in the form of day relea~e. enrolment fees, text 
books, student membership dues, etc. 

(ii) in-house training by senior staff and visiting 
lecturers, attendances at one-day courses, 
seminars etc. . 

LAMSAC ·can contribute greatly in the organisation of 
appreciation and specialist training courses on management 
services and computer top.ics, including "on premises" courses 
run for individual authorities. 

Table 13 · 

Number with Number without 
a formal a formal 

Type of authority training training plan 
plan for .for staff 
staff 

1 London 11 15 

2 Met counties 4 -

3 Met districts 19 12 
.. 

4 Shire counties 21 . 16 

5 Shire districts 73 . 126 

6 Welsh counties 2 2 

.7 Welsh districts 3 15 

8 Scottish regions 1 3 

9 Scottish islands - -

10 Scottish districts 5 14 

' TOTAL 139 203 
. 
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CHAPTERS 
LABOUR PRODUCTIVITY 

56. The manual workers, both men and women, covered by the references 
form a significant p3rt of the country's total bbour for.:c. We h::~vc tried, 
therefore, to est~blish how elfcctively they 3re being used. Our general conclu­
sion is that thore is ample scope in all four industries for incre3sing labour 
producti,·ity. We have also formed the view that, taking the co~ntry as a 
whole, the standard of labour management in local authorities' services, the 
National Health Service and water supply is low. Some step.< ha,·c been and 
arc b~ing taken h.l i:~~prove p;:rf~_ ... rm\!ncl! but much remains to b\! 00:1;!'. ln the 
foJlowing par:tf;raphs we consider each industry in turn and expb.in the 
considerations which have led us to our conclusions. 

Local autlwritid . .;errices 

57. Our enquiri~s sugg~st th:1t thcr.:: is extensive undcr·utilisation of labuur 
in local authoritlc:i. The efficiency with which manpower i> u:;ed ,-~ries. 
particul2-rly with the size and type of aUthority, but the scC'pe for s:gr:iticJnt 
improvement !::;. ·.·.-i~.!~~.:ipr~ad. Th~r~ is nn increasing il\\~r~n~ss by svm~ lc.:al 
authorities of th~ n.:ed for impiovcment ~md, in a f:.:w, hug!.! in.:ri.'.::J.S~.:i in bbo'.!r 
productivity have nlready been achicn~cJ .. But such authorities arc in the mino:i!y. 

58, The scope for ir.Jpro\'er.,ent is i![~,trated by tho gains in labour utili;:.tion 
th:.tt h~we alr~..1dy b~en achie\ :.~d in inc.liridu31 cas::s. Examples of th;! g;.dn:i 
to b~ secured by work stuJy and the introduction-of incentive bonus scr.-:-mes 
nrt: given jn Ap:~~nJh. ll. The Appo!ndix shov.:; incr.:ases in Ot:tput per hc~J 
in highways \H)fk ro.nging from 45 to 100 per cent; for paviors, from ~0 to 
9S p~r c::nt; refuse collection. from 29 to 50 per cent~ street sweeping~ from:!~: 
to 100 p~r cent~ gully erl)ptying, from 35 to 102 per cent; parks and cemeteries, 
from 46 to 70 per cent; and sewage, from .30 to 65 per cent. Typi~al incr~as-:.5 
in earnings associ:.ned with the5C incr.::as~s in productivity ranged from 20 to 
40 per cent. 

. 59. The u~c of work study is spr.:atlin~ among l·J~at authvridt:s in En~b.;~J 
and \Va!cs wl~h th·:: support of the trade unions and unJcr the stimt~!us of the: 
Local Authoi!ries• Conditions of Scr;icc Advisory I3oarJ: sim~lar cncour.:!;e· 
mentis nov"· being given by the N.J.I.C. Advisory and Producthiiy Com::1itt~~ 
in Scotland. Th~.:se. Ucvclopm·:nts ar.?, how~v.:r, rclaiivdy n..:w a;:d ~..':1!;: a 
minvr part of th .. · work of local govt::rnm..::nt h~s so far bee.n m2tk the subj~ct 
of study. 

Table 13. 

Use of inccntiYe schemes by Jocal authorities jn Englantl and \\'a!es 

Percentage of workers. paid under inc•:ntive schemc!S 

Nil ... 
G-19 per cent 
20-39 per cent 
40 per cent and over 

P.::rcentage of 
authorities 

59 
15 
17 
9 

100 
... ·. .. - -~ .... " -· ----· . . ··--~ ·-
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About 71 per cent of locrrl authority manual workers in Engbnd "nd 
Wales are covered by incentive bonus schemes; the workers covered are almost 
entirdy men, 16 per cent of whom are paid unJer such schemes (t.h~ figures 
are very much l0wcr in Scotland). Th-;: average inc..-:ntive pl.yment to these 
w~rkers is 5Ss. !Od. compared with, for example, 99s. IOd. in the g~s industry. 

60. Less than half the workers receiving. incentive bonuses were covered by 
schemes which had been set up following work study. Some schemes appear 
to have been introduced more as devices to raise earnines in order to attract and 
retain labour than as a means of increasing cffid!ncy :lnd reducing cv.;ts; such 
s~hcm~s are, by d;.::tini:ioil, not pr0pcrly contr6!!.xl and can ~sily ,;;.:L ou! of 
hand. The savings that can be achieved. ho'-vcvcr, from properly thou.ght out 
schemes can be vcr,· gre-at. The r.:ttl.!' of saving in labour cost:; a.nd cn.costs. 
commonly lies in tl{e ~:mge £100 to £300 a ye;r for each operativ~ employed 
after taking n.ccount of the costs of devising and administering t!. s.:heme. Thus 
typically for a labour forco offiv~ hundred men, the net s:l.ving achieved from the 
introduction of \vork study and ~ccomp:mring incentives would be I50,000 to 
£150,000. 

61. It is frequently asserted that ~ny lrrck of >!ffiCi>!I~cy in this industry is. a 
ret1cction of thz l..1w capacity ofm:tny of its ·'"L'rkcrs. Although the po:cntiat 
of somt! may not b~ hi,g:h and thl! avcr:tge a::;c of the bbOur fore!! is hiJb:r than 
in industry gcncra!!y, the figures quo!t!c.l !n App;:-ndix 11 suggo:.it th:lt thl! more 
important reason for inefficiency is the acc~r~ance b}' manag;!m.!nt of low ' 
st:tndards of pcifGr:i-:.:!.ncc :t':i normal nnd a. fc.~ilurt: to take sufikic-m steps to 
realiso the full putcntial of the bbour force. 

62. This gencr:.!Hy unsatisfactory situation h:1s numt!rous C:lUS1!5. The hetero· 
gt:neous structc.r~ 0f local governm;:nt, with it5 large numbers of small units, 
tends to lower effidencv. Thi:~ is. no doL~bt, one of the mattu::; to which the Roval 
Coml;'lissions on Lee;! Government are giving attention. Another imron;nt 
f3ctor is that loc~l au~horitieS and thdr dt::partments arc concern~d mo;:: with 
overall cxpenditl!rc th:ln with unit costs and efficiency. :\ud!t cvnrrol is.ri1aii'Jy 
concerned with keep~ng total ·exp~nditure within budgetary targets. and too little 
attention is given to value for the money spent. Cases have been r~!ported to us 
ofprak activity he fore tile end of the fmanciJ.I period in order to u~c up appropri­
ation~ or, at the o~h~r extreme, of ft::i.OI.lr\·c:; b~i!"."g uad•:::r-t:tili~t.:d rnw~rds the 
end of the financial year through !Jck of spending power. 

63. The manual bbour force of a local authority is normally dh·idd among 
a number of departments, each under a ch..k:f officer responsible to a com­
mittee of the elected Council. This subdivision is particularly marked in Scot­
land. In England and Wales it is more common for much of the labour force 
to be combined under the Borough Engineer, but there is no general mnn~ge:r 
or chief executive in the sense in which these terms are understood in private 
industry: the Town (:Ierk is no more than !lrst among equals. Departmental 
autonomy in the employment and use of bbour poses obYious difficulties for 
the co-ordination of manpower policks and requirements. Jn many authorities 
there is little mobility of labour between departments and a tendenoy ior each 
department to hold staff to meet its own peak periods, though the peaks occur 
at ~Uf'lerer.~ tim;;:;.; L~ ,:Eff;l.-:.~n'. dt~"~:JrtL·::'!~:::;.. 
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, 64. Chief officers are usually chosen for their professional and technical 
competence and their ability to operate withirt the committee system of local 
government. Skill in the management of a lctrge labour force does not rank as 
highly as technical expertise. The overriding cmph:lsi.-; gin:n to prcf.::ssion~l 
qualities rather than to basic managerial skill presents serious rroblem;, 
inJepio!nJently of those which arise from the absence of ~m.--cthe ('05t c0ntrol 
mechanisms. Chief otnccrs tend to be nl~.lrc remote from their ~rnploy~es than 
thdr counterp .. lrts in private industry, anJ the I."Ontrol of bbOl!f i:i fr~quc-ntiy 
delegated to deputies or middldc\'el officer;, 

65. Su..:-h del~gatioa, in itself, need not be n serlous disadvu.nt~!~C: wh"n: the 
<JUJtity of :n!dd1-: man~1:;cmt!nt anJ the cffici~ncy yardsticks ~:i;l! -.-..1mrvh :..:.rl.!' 
satisf~ctl"~r~. t~::w probl~ms need arise. Th~sc conditions :.u~ seh!om m~t: 
jnsufficienc att~mion is given to equipping the officials· co:~cc;neJ with t!lc 
nccessa[y m~n~!gerid e\pertise and to .encouraging cost consciou.~n;!~$. Although 
there is inter~st in the t.rainiag of engineers in engineering. there is a lack of 
awareness of the r...!cd for f ... ,rmal training- in management. Outside the Coun~y 
Councils few training schemes rJxist .. Kno\vlcdge of mode-in man~s~ment 
techniques is g:nera!!y absent in small authorities and is Hmit~d 1!\"C>! i:t brg:: 
authoritks: su;.,::ni'SLlr:; s·~!r.h.Hn recei\'c :tny training in fore1::.!nsh:p. Tl~:.: 
emploj n:;?;:'lt vf ghtn::g;:m:::1t :\Crvic'~ units tLl rcrnl!dy th•!se Ocft.:cts is. ~p:.:-:: .. Cir:.g. 
but too slowly to h:ne produ:..·cd a signitlcant impact on the whole fidd. 

66. ~1:tr':.:!!;.!:-iai J.,_ !l..:h~nd~~ ~it higher k\'e~~ ti-:.Co~v a '.Vcight of r~'i'"-'il':r.iE~y 
011 th~ kl\'.··.::r l~\ds which they arc gcn~rally unabl~ to shoulC~r. Oet:!ikJ 
planning of wurk on outdoor sites i~ oflcn k-ft to intliv!du:tl n:-~d in::t!:qt:::!t.:-!y 
trained g.:mgc:-.s ~m d. ~ts a fl'S:.Jit, job p!~uu1lng is generally poor: ovt!rm~mning· 
of jobs und unde;~utili:;ation of Jabour arc the consequences. 

67. \Ve c~a gi\~ sp~cific examples of,.., hat. we have in 1nind. Thu:i. men :!re 
often reql!!n:d to report to a Jepot at the start of a day9 s work :!nd :!i"~ th-:-n 
transported to tii~ working site, although it would save time and mor .. c-y if they 
reported Gtrcctly to the sitt:. The gungs of men employed on road rdr.s!Jtemenr 
arc sornetim~:i ~o brgc that it i::; impos::iibre for nil the men. to have :~J.:-qu:.!~·.: 
access to the work. Paviors ~tre often suppli-;:d with two or thr~e-l:tbour~rs when 
only one is required. On manual tasks gangs art: commonly too big: in contr;.:.s!, 
when exp~nsive .mJchincry is hired for a special job, the supporting g;.:r.gs o!" 
work1';"'.en :to:·.: ofre:1 too sm~tll to ~:n:..tblc the m~c-hine;; to be u~.:J to c~n:J.dt.,.·. 
Fn:cr..:t:nth· 1;1;,; arrar::::t:mCJ!tS for .:o-mJin~~ling labour, tran'\p:.;n :.mt! m~!t:riai:i 
arc {nadetiu:!te, so th;t nu m bcr:i of men an.: k:.=pt waiting for vt!hici~s or s~opp!!t:s. 
There was, in t2.ct, evidence of iow labour utilisation in nvo-thirds of the loc.1l 
authorities yisit~d in the course of the enquiry we commissioneti into the use and 
application of labour. 

The J'latiot:irl Heclriz Senice 

68. To some extent, the Natilmal Health Service exhibits J. numO;!r of 
tla: ch?.r~cteristics that ~H! found in loc?J government.. At th-: 1c..::l level, 
responsib~:.ity forth.! coatrol of Iht! manu~J labour for~.·e i~ JiviJed; hos_;1H~i 

::.; ·:· .•. • ! .. . .. :! ~ ··;.)·.:~~-·~·.;. :~ . ,. .·. . : .. 

190 



kcc:ping ,..,·itlUn budg:.!ts rather than to reducing unit costs. Som~titing has been 
done and is being done to s~cur\! improvements in ret,!ard to dt.!jC matters. 
Some use is m~d.: of unit cost comp.uis.ons a5 b~.'t\\"('t .. n-lw.;.nit.d .u:d h(l5pit:J.I 
~mJ th~rc arc :trning'O!ments in the Scr,·icc for the trair.ing vf· ad:~ini~t:~ttt.'r:) in 
wanagcmcnr. Jn ~Un:'.;.:quc:n..:t:". s:..Hu~ ho::'pitals opL'rarl! at much high~r i;:\·-:;ls of 
cl1h.·iency than othcis: Appcndi.x 11 shows. for example-, that J~vel~ of st:tffing 
c~n b~ quite ditTerer.t b~tWc.!n tm~ hospital and nn\.lthcr. To som..: exi::nt, a.; 
th~ Appendix indicates. thi:; is du:! to the- hospital" bdng of different t~ r:::~ but 
C\ L'l\ among h0:'pita!:; of the same type there' arc V<.lriations in sta~Ti~g. 

tl9. Ther~ ~''~1rU h~ dinkuhi~s in applying wo rig~_,iou~Jy in ~t !w,pit:d snmc 
of tht.: ni..1rma! t-.:-...:lmiqucs "'fmanagcm~nt. For exam pi;!. the unit ~~ ... r nrjlrvach 
might not c•tsiiy b;: r·.:..:oncikd with the \v·tde variatiOns in ho5pital. fun~tivns and. 
in a service where the ne;:J.; of th~ sick are paramount. the int~rest.;; (.'~f th~ 
patients might sulf~r frc'm the inJi:-criminate inti0duction of in~.::1th·:: $,:hcm:::s 
of tllt: type ir whi.:h p:Iymtnt \'arir:s JirectJy with p.:rformancc..~. 

70. ~laking f:.J!I allo\\~I~C~ fi..l:" the special drcumstancc::. of the: ~[!~ional 
Hc:dth S~rric~. '.\~ bdi::\,~ !h;tt th~r .. • is still rknty .;,1f rl\,n:1 fpr imrro-.:.::n.::lt 
in :h.: ut!li::.ath."'~n f{ !:s ~l::t!~~!:!i l.t!~r.'t:r ft'n.·c- whi.:.·h r ... ~r~:-;,:nts s0:~!e 2~) p;:~ ~..~~nt 
of total ho;•:o.p!t;d co5-ts. The nu!n ddkknde:- \'-'i.."'~Uld s::.::n t...> he in organ::-~th.'n 
anJ the use ofm~,..,lkrn Jabvur m:!:l .. t_s~11lcnt tr:dm!qu•::-:. 

7L :\"' r('g_:,d·. ~·rg~mi,:.tt.i;;,'r.. (.•...: ;;,!!!iling (~fa h:..''='Pi!ai r.:4~:::-;;:- a t_..:bnc.: 
b..:twc:e-n th:: n~~d.·~ c'f the aJministr:tti\·~ ::,crvicl.'-which is aon~1~1Hy rc~r:·nsit>h~ 
fp; the- m:mu:1! !~hC~:r fon.:~- -:~Pd tl:.-:o m...:d!tai an~.! nur ... in~~ '5~nic-: ... T;':..' ::-:::~.:: ... 
wi~h which thr! th:-e~ sl!n·ice5 are integrated ,·~ri6 C(.'~nsid\.'r:tbly frvm !:v5~ital 

to hospiw.l and, on the adminbtr:'!tin: side, tht.! Ue!egation of a.t~:hiJ~i~y \'.i~hi~ 
h0spital grours is not Clm;istcr.t. In snrnc. the Group Sccr.:!:::-y t~h~ d~!~f · 
admini..;,tr~tcr) :h.:b ;::;. a m:tnagiEg dirc ... ·toi with th'-' running:· of the rna~u~d 
lahour force in e:!ch hospir:ll fully dd~g2ted, but in t."th:":r:i ht: int~r~.-cn>!' ir:. the 
day to day acti":ity of pank·u!ar dcpartm~nts of morn::!J \\_·orker:; !n ind~-..idu.~l 
ho:;pitals. l\·h"fCt.."~''Ci. the bncs of :l~thoiity from th..-: Sl!p•:rvisors of pan~;:~d:tr 
dcpartm~_nts to the :-~:tier ad:n!nbtrators in the hospital. p:~nicutarly th~ H osp:taf 
Secretary, and to the spl.'cb!!5t5 irt dom~.;tic,. catering and similar work at gro!lp 
J.::n~l often cut ::1cro:-;:; one another so that conflicts of authority c.J.n :trise. 

7~. Impro\'t:mcnts fa th..:.· level 11f m~tn<t!!i:mc-nt cfrici~·nc\' t\.,,~:J h:! r;~::-.r~ 

ea')ily :lchie,·c.;.! if indh·id'.:al H ospitai \obnag;mcnt Cclmmitte~s wci~ ri'spon'!ib!e 
for greater numbers <)f hospitals a!1d c0u!d thus provide an atlequat~ base for a 
full nmgc: of managcn~cnt services. This would also make it_ ~asier !o se..:ure 
manpower savings in th~ manual !1.:-!d through integrating ac:ti\'i!ics 2nd· 
mechanising plant. Such conc.::r.tration would. of course,. ha\'C implic~ttlons 
for the medical anJ nursing services which tie outside our refercn·:e. 

73. As re·gards labour manag;!rn~:nl teehniqucs. there i:; Si..:C•p.: for the r::~u·:h 
\Vider use of work study. A certain amount of method study is a!r~~Jy C;.!:ri::C 
out !n the manual fieid but thii! work d~.)ne so far has not kd to the i~rn:·d~l..:~ion 
of incentive schemes of paymcJ~t; there arc at present in th.: ho.spi:~~i s~ni-.:•! 
only" a few schemi.!s oa nn o!.\p~rimcmal basj~. Th~ unions, dh~ppvir~ted th:tt 
schl!mes h:1vc· not b;:;cn introJu;:•.:d. have rc~ci1tty been wi~hdra·.ving their 
.:, .. u;;er:ai::..r. f:J:<i :·.':..~~h:.- 1 ,.:, :-.;:: :!: :~· .. ;~:,t. 
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Cha;•rer 3 

carried out by different section; of the Jcp:trtmont. W.: sec two purposes in the 
grouping of dcpartmcnts:-

(a) to ensure' ;tctivc co-on...llnati~.ln in the planning and <..·.xccuti(m of functions 
which are inter-related; 

. (h) to assist in the effective co-ordination of the team of officers which would 
be maclc particularly ditlicult if the Clerk has to work with a large number 
of heads of departments. 

226. We arc aware that in local authorities in Germany (fur example) a high 
de-gree of co-l'm.Iination i:; oht;.dncd by placing services in the minimum number 
of groups: r~bt'"d \Vt.lrk i~ doni! ii1 a singll!' group, and C\cn \\ithin a group 
separate: sections ;uc created sparingly.7ll 

227. We make no recommendations on the way in which department> should be 
grouped, although. in our vit:w, th!!ir numb,:r can be rcduc~.:d to half a dozen or 
so. This i::; a mattl!r f\.lr local dt~tc:rrnination having: regard to the span of contr~.1l 
which can he clli:cti\'dy cxcrlccJ by any head of a dcpartm~nt. Ll)cal authorities 
~hou!d cOnsider arrang:\!mcnts lHI thl! following lines a~ bl!i11g d~:.ign~.:d tu mc-~t 
the needs set O~lt in parag.raph 225:--

(a) Grouping certain dcpartm ..... nts under nnc s::nior prindpal ulficc-r, to 
\\·hum the • scr\'icc • prin .. :ipal ,~m~.:crs wot!ld b\! r .... ',pnn\ibll\ and whu 
\\0Uld him~clf b..! answerable h> the Clerk. This arr:~ngemcnt might be 
partit.:t1larly st1itahlc fnr those t.k-partincnt"i. ...-onccrn~d \\ith phy ... ical de· 
ve1opment in authr•rirics faced with problems of urban rcne\val wher..: 
then~ h ~t n:..·c:d f,)r Ctl-ordinalion tH)t orlly at th:: planning :-.tagc hut :~l~.oo 
in the execution of the work • on the grot:nd '. 

(h) The cstablishmont of a social work department to cover tho person3l 
social ~Cr\'icc~ :tlthnugh authnritic~ may wish to dday action until th~ 
recommendations of the Sccbohm Committ..:c7'1 ha,·c b~cn publi:.hcd. 

{r) Authorities should Clmsidtr m:tking grcar..:r use of projed tc~ms dr~\vn 
frnm ~cvc:·at <.h.·p:~.rtmL·nts tP mc~.·t ~r~ciriC ~JH,rt term need:-.; the".: arrang<.~~ 
mcnts l'~ltlld be mad(" irr~.':-.pcctivc of whc!h~r tl1~.: at:thnrity ha ... m:t<.!:.! 
other pfl>Visions for gl\)llping dcpartmcnh. Pl"(lject teams might he par· 
ticularly v~~hmhh: in assi-.ting an advhory committee in it" ~tudy of a 
topic. 

(d) Grouping , .. f smal! mi ... L·clfaiK'\Hij G~p:trtmcnt-. such ;p; tho;;e f(lr p:trk;;, 
cemcrcric ... and haths :u~d w~hh·lwt·ses. 

\\'c rccommt.'IHI I hat lol';tl :luthorilil'"' c-xamin~ their dcparfnu.-nt~i \trudurc n ith a 
l'icw to a drnsril: reduction i!l the rmm1u:r of scp:.trate departments. 

1\l:tn::J.gcment sc.nkcs and the computer 

223. In pare; graphs 201 and 202 we refer to the use of <"c>S!-knolit analysis and 
other evaluation techniques to he carried out as port of the stair "ork of otlicer;;, 
and to job evaluation techniques and other approaches to e>toh!i,hrnent pl:tnning 
as part of the m3nagement function. -The research report strc;,e, that loc:d 

73 Volume 4. l.Cl~.:al go"icrnm.:nt <!dministration in t!le Federal Rcru!>lic (\f Gcrm<!ny: 
paragraph 166. 

N The co'Tlmitre~ (m local authority anJ alliC"d pcrsonJ! Sllo.:'ial s!!ni.:.:'i. 
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Internal Organisati01r of Local Authorities 

authorities in this country have a commendable record in what they have achieved 
by way of introduction of management services, new techniques of measurement 
and control and the us: of computers within the last few years. so In none of the 
countries visited by Dr. Marshall does he find that local authorities have ad­
vanced so far. 

229. There are unfortunately many authorities which lag behind, and others 
whose interest h:IS not gone further than the review of elementary clerical 
procedures. Nor has there been much co-operation among authorities in a field 
where joint action has so much to offer. Moreover, local authorities have not 
always made the fullest use ,,f such services as tky hav,;,. In particubr. though 
some local authorities have brought their committee procedures und(!r scrutiAy, 
all too many have not allowed 0 and M investigations to go beyond the de­
partmental level: examination of top structure and corisideration of overall high 
level devices such as programmed management have been outsi,le the scope of 
most invCstiga.tions. This is perhaps not surprising in the light of th~ di~courage­
ment to integrat~d and cllkicnt management which the exi:-ting ClHnmitt~c 
system has presented. 

230. The org~nis:1tion we propose will give e\·cn grc:lt~r ~cope· for the use of 
advanced management techniques of <~11 kinds. They include, :IS well as 0 and 
Ivf, \vork study ~1·1d job c\'aluation, th~ n'OiC cbbnratc techniques of cost­
l~c-nCfit a.nalysi~. Pp~ration:.tl l'l!s~arch. rcgr~s~ion :maly~i-; and critical path 
analysis, all of which otTer exciting possibilities. Cu~ordinatcJ management Of 
an authority's nffairs throHgh a nmnagcmcnt hoard and a team Qf principal 
otlicc:rs led by the Clerk will put all thcs~ man~l£1!l.ll~nl aids at th:: savict: of the 
authority as a whofc and not of indi\·idual d~partmchts. It will enable ofilccrs 
of all department> to think in tenns of the new tools. They arc not a substitute 
for good m~mag~m::nt but they oll"cr invaluable a ill:; tn (h.'t.,;isiPn-taking. securing 
value for money and the improvement of ctEcicn(y. 

231. \Ve do not ad\'l)~atc that manag.~nH:nt scrvicc5 f-hOL11tl ahvays be grouped 
together as One unit although then: are a!.h·;mtagt:s in doing thi-;. But if the 
computer, for example~ is plac~<.l in the trc;lsurer"s dl.!p:trtment this must not in 
any way make its use by other departmcnt'i nwre ditlicult~ and the needs of 
the :mthority as a whole must bo borne in mind when equipment is acquired. 
It will be the Clcrk"s duty to se~ that this is done. 

232. Tri!ining in ri1c use of the managcm~nt scn icl..".; was a matter within the 
tenns of rcferencl! of thc Committee c..Ht St~1tling. But wC cmph~1sisc the need for 
the Clerk and the other principal o!lkers to be • numerate' so that they can 
aPpreciate the potentialities of .these mOdern management services and we 
would stress the need for the stan·s of local authorities to keep up to date with 
current (.kn:lopm~:nts. 

233. We recommend that:-
(a) 1.m:a1 :UJthoritics de,·clop the use of mana~cmcnt ~~niccs, the rapidly 

dcyclopin~ tools of 111C3surement ami control including thC use of computers, 
to the maximum. 
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Clzapter 3 

(b) .Where local authorities cannot themsehes justify the setting. up or these 
services, e.g. the installation of their own eomputers, joint arrangements 
with other authorities should be established. 

Management board and party politics 

234. At present committees are committees of the council and therefore they 
represent broadly the party composition of tho council. The research report 
shows that the practice of appointing chairmen of committees exclusively from 
the majority party although not universal is frequent. SI It is a short step for the 
chainnen of committees under present arrangements to cor"titute a form of 
• cabinet'. In paragraph 159 we imply that the management b.>ard should be 
selected or elected by the council. If our proposals for the internal organisation 
of a local authority are followed, there will be a change in the character of com­
mittees and a concentration of power in the management board. Many will see 
in this an invitation to the majority party to use its majority in the council to 
ensure that all seats on the management board are occupkd by its members. 
Dr. Marshalrs enquiries show that, in those local authorities abroad where thor~ 
is a 'plural, management bo(ty. it i5 not the practice fur it to be compn:;cd 
exclusively of members from t'nc political party. In Sweden where politics are 
'all pervasive 9 and are not regarded as a' baleful innuence ', cxecuti\.·c commiltt!e 
membership by custom reflects the political complexion of the council. In 
Stockholm however the commissioners arc politicians elected by the council ami 
are the leading people in the party. The College of Burgomaster and Aldermen 
in the Nctherbnds is ·not politically homogeneous, and the German Magistral 
generally rdlects the council".s political composition. 

235. Two points of view emerge. On the one hand, it can be argued that party 
politics are part of the fabric of public life and the essence of party politics is 
conviction on certain principles, loyalty to a p~trty's doctrinc5 und the taking of 
sides. On this basis the members of the majority party might claim that they 
alone should serve on the manJ.gcmcnt board \vhac p\..,Jicy decision.> will be 
taken. It can be further argued that as the management board would be an 
officially appointed commitlc~ of the council, the p:<rty leaders who form its 
membership could properly have the :td\'antagc of the advice of officers in 
taking decisions. At present, meeting as a party group, this is denied them. If 
the management board is composed of members of both the majority and 
ninority parties, the real dc~isions arc like'y to be" taken at pdv:!tc meetings of 
the leaders c.r the majority group and without the bonclit of advico from olliccrs. 

236. On the other hand it can be argued that i!" the "''""'£cmcnt board is 
monopolised by the majority party it will involve the Clerk and the other 
principal oflicers in association with and responsibility to a party majority and 
not, as now, to the council it<clf and all its members. If the majority party 
remaiils in po\' .. ·cr for a protracted period, members of till! minority party will 
not be able to share in the resp<Hbibilitics of the authority and able men and 
women sponsored by the minority part)' tmy be deterred J"rom standing. Where 
the balance is fairly C\'CO, there are obvious ad\'antages in th.:: minority party 

st Volume 5. Chaj'ltcr 5. Some c!f;..'l.:'ls of the prc::-.cncc or ab.<>cn..:c of party politic-; 0:1 the 
operation of local authorities: rar Jgr:1phs 7 am} 8. 
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CHAPTER 16 

M::magcmcnt Scnicrs-Sumc Rrn·nt Developments 

Introduction 

1. \V~ u~c the knn • n1~lll~l!!~llh:nt st:rviccs' in this c<mtcxt to co,·rr Si.'H~~ ufthc 
relatively new techniqUt.!5 in\'o!Ying: the use of specialist stall" f<.,r improvi1;g 
organisation and procedures and increasing administrativ~ d1Cctivcncss. The 
earliest of these tn h~ dt:vl·l,)p~d w~s work study. Organisation and metlwJs, 
to some c .. xtcnt its otr~pring. has ncYcrthckss tcm.lcU tu bt.: intn.lduc~.:<.l first in 
many authoritic,. lt originally ..:nnc~ntrat.cd <'11 clerical work, hut ha;,; come tn 
acquire a much bruat.kr Sl."l'pt.:'. RaymonJ Nottagc ddincs it as ·the prl~ccss t"~f 
giving systematic and ~l'icnlilk study tn tht: organisation of ~111 authnrity, a 
department 0f an auth~;rity. :~nu to the t.ktaikd methods ('f \'.Ork .... h!ch :!re 
employed within the v:.trious <..!t:partn.lcnLsl'~ Jts ohj.:t:ts, put simply. arc h> ~ccun: 
economies in cost and l:tb\Hlr and impro\'tm.:nts in thl! stanJan.l.'i of service. 
Th;s deJinition is wide cnou~h tn induJc '.\ork stuJy1. :.tltlwugh the latter, in 
most authorities when: it i'l jn usl!'. t.:IH.I:i to h<!ve ih u\~·n separate practitioners, 
and despite its much. wider ~~pplications has com..:: to be closely .nssociated with 
l!mploy~l! im:cnti..-c schemes. (The :"~1tional Jpint Council for Local Authorities 
Services (1\lanual Workers) have recently produced a Work Study Codc for 
Local Councils which emphasises that !veal authority incentive schemes should 
he based on W<'rk •tudy principles.) 

2. Other skills of more rccl!nt origin which m:~)' b,: grouped under the inanage .. 
mcilt services h~aJ in-:ludl.!' ('~pcrati<'!l:.tl research. nc:tw~.)rk analysi-; anJ, in the 
tidd of fl•rward plannin~. cn.-.1 h~n::lit analysis. The usc·of ~omputcrs i-; another 
manag·cmcnt aid v.hil:h h:l:-', in cc·nnrwn \\:ith all these tc~o:hniqucs. application:) in 
many local autlh,rity St:rvi.:~s und n:~..1uin:s a rigtHuus nppraisal of method. \\'e 
have not attcmptl!d to make a dct~!ifcd study of any of these skills. \Vc asked in 
our postal.qucsti<..,nnaire wheth~r or not 0. and M. and work stud)' oflicers h:td 
b!.!i~n appl'intcJ anJ Ct•mputt.:rs wer\! in u~~. \Vc al:\o a~~ ked for funht~r ir.fom1~tion 
about the! use of 0. and ~1. in llllf supph:mcmary qucstionnain: '.'.ith a rl2'strictcd 
c.:ircul~_tion. In addition we gain~d s,mh.:: incidental knowledge of the u ... e of 0. 
and ~'1., 'vork stuUy und C\)mputers in a fc\\ of th'! authorities. to wh!c:l we paid 
visits. This chapter Scrv..::s to g~lthcr this information together and to indicate 
very bricf1y on I! or two ol'th1! problems associated with the use of these techniques 
in the 1\)c;.tl go\'crnmcnt setting. · · 
- ---------------·· ·--- -- - ----------------- ·-----

1 • Org.mis:.ltk'n :tiH.J :0.1-::th.:Jd:i in thl! Sm:tlicr Publit.: Authority ·--P:.1b!i~ r\dr:1::l~·itr.:!.tiOi1 
SU!li:J!\.."1" 1~54. I 

! ·A p:..:n;;ri.: h:rm fl'l' th~·"-..' ll"(.."l:l;i~ucs, parti..:ubrl;.· rn..:th•,ll study itnJ Wtlri.. me~'iur•.:rr.cnt, 
whkh ar.: u.-;cd in th~ c'l:an·.in.:Hitlfl <'f huma.n \H•rk in an i!'i contexts. ::.nd whd1 i::J.J systc:­
mati..:ally to th..:- inv..: ... tig.ati,!n l\f_:tll thl" fal.."ltJrs \\'hid1 alf..:d th.:_C:lid..:-ncy :!:IJ th-.: \.'c,·n;.•rny of 
eh" situ:ui •. m ho::ing r..:·.-i:l .. -;:,1_ in t'rJ..:r tu etfc.:..:t impn,wm::nt ·.---GI\1~'\:try oi ~1~:1<!~\!m::nt 
Tcdmiqu.:s, tL~t.S.O. 19tJ 7. t.".\!fa\.'!L"tl frtHll Briti"\h S:anJ..trJ 3 t3S: 19.i'J. 
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1'he extent to which 0. and M. and work study are in use 

3. Table XLVII summarises answers received on this subject in reply to the 
main postal questionnaire. lt will be seen that at the time of reply (summer 1965) 
about two·thirds of the counties, a half of the county boroughs, a quarter of 
the non·county boroughs, an eighth of the urban districts and a ninth of the 
rural districts employed 0. and M. o01ccrs or had employed consultants during 
the previous five years. No clear n:latilm~hip cm-."rgcs hctwc>!n sizl.!' and th.: 
Jikdihood of cmpk>ying 0. anU l\I.•Son11.: nf the smalh:st sc~ond ti.:r authorities 
had employed 0. and M. consultants, while three counties with population> of 
over 600 thousand had neither employed a consultant nor appointed their own 
0. and M. officer. Over half of the county boroughs with populations between 
60 and 200 thoilsand h:td not used 0. and M. although this was true of only an 
eighth of the county boroughs with populatic,n; of over 200 thousand. ~one of 
the rural districts with populations of over 60 thou;and had employed 0. and 1\!. 
As might be !.!Xpc~tcd. the counties and cnunty b~.JrQughs arc mor;,: li!..dy to have 
their O\VO 0. and !\1. ollicers than to have ('nty employed consult~ms. \\hile \('ry 
few of the second tier autlwrities have thdr own 0. and ~I. otlicer>. 

4. ln th-.:: case of work study. abot1t one third of the counties, a. little nwrt: than 
half the county boroughs, a quarter of the tllln-cnunty boroughs. an eighth of 
the urban districts and a ninth of the rural districts had a work study ofiiccr or 
had empll'I)'Cd a works -~tudy comultant in th~! b:-t Ji\·.: yl.!ars. In g>!n~ral the 
distribution is very similar to that fur 0. anJ :\1. except in the case of the 
counties. where the smaller number of manual workers cmplllyc_d explains the 
relatively small number using work study. 

5. The 0. and M. and \n)fk study cnn:\ultants refcrn:J to ;1r..: in som\! l."a!i~s ft,cal 
governme-nt units fn,:n cls~whcrc. In \'Th.: c..'(lllllt)' all the autht,riti:.:s we Ct'nsultt:Ll 

. had either bt!en surveyed by the C0ttrlty 0. and ~1. m~ it l'r were a\\ aiting sut:h a 
survey. CPunty 0. and ~1. teams cb::-\\hl·r~ were: ~t:1tc..·d to ha\·c ~till••ng::;t their 
functivns the provisit)n of services tn SCCI..lllll tier autlhlriri\.!::i. 

6. As notc:d UIH.h:r Tab!!.! XLVII a rdatin~ to the Lnndnn Unrou~·lis. ten of the 
inner IJofoughs \vcrc:. at the timo.! of the l)uo:..;,til'llll<.lif(". t~lcmb.::r::; Z)r the Lontlon 
Bo:lHighs ~·lanagcmt:nt Scp·ict.!':; Unit. The Berks. Ox•1)rd and RcaJ:ng Jl,;nt 
0. and ~~- Unit .is 3nother example: l'f j•1int ~H:tinn which has maJc p\.)S!!ibl0 a 
degn.:c of spccialis.ation and the cxpJprati,,n ~.lf ad\"~Ulccd tc,:hniqu;::' othcn...-ise 
unavailable lo medium sized uuthoriti·.:~. (\Ve had scv;.:ral cxprcssi~lll:> of th..: 
need for co-operation between uuthoritics tv n.tak;: p\.:ssibl.:: the general use of 
management service tt:chniquCs <.!nd to spread managcmcnt infurn~ation. One 
councill~lr thought there was a need fnr a l.'lltmtry widc 0. and !\-1. organisation). 

0. and .l\1. lts status, pu~ition in tht.· tJcp~trfmtnt:J,l structure :nul scope 

7. The 0. ~md M. ofliccr does not in principii! hring ;t new functi\m into an 
authority; it has always been assuml.!'d that kcepin~ the· orga11isati~Jn of their 
departments ~111d the mdlwJs in use- utHkr rcvi~w in orda h) pronwt~ cOkicncy 
was a part of the normal responsibilities of a chief olfkcr. The 0. and ~I. otncer 
should bring special ex.p~:ricnce and skills tu this. task: he dm.:s not !wwt..:vcr in 
any way relieve the chief oflicer of a duty. In sn far as the 0. and ;\I. o01cer 
advises the chief olliccr <>f the department and the chief otlicer uses his advice at 
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;llanagement Senices 

Preliminary analysis of data and programming for the computer will in addition 
necessitate a comparison of systems and procedures by the authorities concerned 
and might well lead to a general adoption or tho;c which arc most efficient. 

Conclusions 

33. Jt may be ngrceJ that gircn the prc$Cilt pattern of local go\·ernmcnt. its 
fragmentation and financial handicaps, local autlwrities in England have a 
commendable record in what they have achieved by way of the intr.hlucti<>n of 
management services within the last few )'Cars. Organisation and mt:thods 
techniqut:s, work study, operatk~nal rese~rch and other adv:111ccJ t~...:hniq_uc:i f"'r 
optimising pcrfonnance, as \vctl as the use of cornputers~ have in c\lTllrthHl that 
they make possible systematic appraisal of methods and perfonnancc to a 
degree quite beyund what has previously been envisaged .. They hold the po"er 
to transfomtlhe current image of local government administration, anJ therefore, 
it n1ay b\! prt::iumcJ, to improve recruitment. A treasurer who spok<: to U5 h~d 
no doubt th:lt one: of th:: mnjor bcnctits of acquiring a ctmlputer \\J.S th.:tt it 

. Wl'Ju1d help to ;a tract able oliiccrs ttl hi:; dcp~utm;!nt. This i:; not just a matter of 
inter·authority Cl)mfh~titinn f\lf sc:tr~c staiT; it is also :;ignilkant in th\! c..:,ntext of 
competition between loc~ll gon~rnm::nt anU industr} for future k:.td~rs. Tl:~ 
possibility of maintaining comprdt~nsiv~ central rcconis for an authority on a 
computer and of intcr-rdating those from di!Tacnt scrvkl.!s to achieve· greater 
econ01ny and at th~ s!l.me time a much cnh~nc.:d supply of infonnation con­
stitutes an additional argument rl\f th<: integration (lfthe dcparlmcntnl structure. 
If these arguments are correct it is of high itnpl>rt:uu:<: to locu1 auth-~.Hitic-s to 
ensure that there is as little ~1s pl)Ssibh; in rurrcnt hi!-!hcr level management 
arrangements to impede the b:st use of tht:sc tcchniqucs. 

34. In view of the advantages in srccinlis~!tion and CCOJh)Illies in the use or highly 
skilled. stair whkh can be obt<tincd thn.11.1~h joint-user <"rg:tni:)ation-;. any 
p!anning for the development 1Jf l."lHllputcr usag~ slwu!d indud~ an 3$Scssn11!1lt 
of the va!u..: of co·opcrati~..ln \\ith other aut!writics to $Ct ttl> units ~tble' to 
otTer the most advan("ed ser\·kcs. 

TA Bl.E I 6. I 
Computer App/ic,ulons 
(Ext,·acted from Local Go,·r:rnmcnt Comp.ucr Pand Li~t. Not a11 are opcr:J.tion:.ll 
and many are r<:strict;:d to only one or two auth~_lritic~). 

1. Fin:.1nci:J.I 

St~laries, wagf!s, supcrmllnmr;on ,.c.:·onl\· mtol associare.:l rC'illrJ!S 

P~yroll-sabrics. wagl!s. p.::nsio:h and gratuitk-.;. in.:luding inao.!m~nts, inc.:n;:ive 
bonuses, C~lkulation:i, ca~h ~11w.lysis, ch::que pr~r:tr~ttion, crt:dit tran::.fers, 
allowance and optional d!.!duction act.:umulations, national in5t!rance, • 
grlduatcd pen~ion and P.t\. Y.E. d..:duclil)n-;. 

Apportionm~:nt of o\'erhcads. 
· Various returns. 

N.l. C(:rtificatcs, sch.:-dules ~n~l r:uJ cx.:hang:: 
Control of gr3d;;:d te;:.ching post~. 
Firemen's turn~out~ att.:ndan~<: ~m,l n.:t:!.ining r~~·;. 
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Tables 

TABLE XLVII 
AtniiORrTtF.,. USING 0Rc.:;,\...:IS"TIOS A:'\'D Mnuons 

ANn \Vmn.: SrunY Tr~u"'"Jt'LS 

Popclation R:!.nge 
(thouS>nds) 

Number of Authorities employing 

., i (b) i i i' (d) 
I Total 1 (u) I 0. &. ~.f.; Ncith::r! (c) \V. St. 
•Authorities: 0. & ~1 : C'on· J (a) n\1r \V. St. I Con .. 

Cln l.tst 1 ! (in I:L~t 

Z..:cithcr 
(c) nor 

(d) j I Olliccr s.ultant ! lb) Officer sult:tnr: 

! 5 yrs.) l ! 5 yrs.) ! ------- ---'--·- -- .. ·· .... -
Counties 

10- 20 
20- 30 
30- 60 
60-100 

100-200 
200-100 
400-600 

O\·er 600 

County n\'fOUghs 
30- 60 
60-100 

10('-200 
21111-400 
400-600 

om 600 

~cn-Coun:y 
Boroughs 

Ur.J.:r 10 
10-20 
2C- 30 
)().. 60 
60-100 

Urbl.."l Districts 
Under 10 

10- 20 
20- 30 
~0-- 60 
60-100 

IC0..200 

Rural Districts 
Uader 10 · 

10- 20 
20- 30 
30- 60 
60-100 

100-200 

All 

All 

All 

All 

All 

1 
I 
5 
2 
9 

11 
I~ 
J1· 

ss 

6 

64 
47 

3S 
ss 
31 
24 
s 
I 

2 
8 
8 
9 

2 
I 
4 
3 
3 

13 

I 
I 
J 
I 
3 
3 
J 
3 

IS 

I 
4 
7 
5 

IS 6 

I 
I 
~ 

8 
7 
6 
7 

36 ------ ·---·-· --·--
I 

J(l 

2 
6 
2 

I 
6 
2 
7 

i 4 
15 
16 
I 

I I 

49 
~-) 

17 
5 
I 

2 
9 

12 
s 
I 
2 

3 

I 
I) 
6 
4 
2 
I . 

4 
11 
16 
2 
I 
I 

60 
~4 
21 
so 
9 

·--····-----

2 
2 
7 
I 
I 

3~ 
53 
29 
16 
4 

___ , ___ '----------·-------
151 )(, ns 3 14 : 136 

t Informati0n niJt supplh:-J by on~ .atllhorily in grvu~. 
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(c) :'llan;~gement Aids : their Potential 

102. To recall our o~ning paragraphs. we asked whether ma_nagement 
aids might be subject in their us~· to increasing mar~i':'al returns.· In our 
assessment of each managoment a~d we defined two dtstmct modes of o~ra­
tion.' Ignoring for the moment the residual category. we termed th:se the 
"full employmmt" and the ··partial employment" of manage'?ent. atds. In 
each case this distinction of degree amounts to a difference m ktnd, each 
mode of employment' reflecting a distinct approach to the problem. and a 
distinct ex~ctation as to the result. But we have also argued a c!o>e 
relationship between the separate "disciplines" of 0. & :'11 .• work study, 
operational research, and the ~:lta processing function of the computer. The 
outstanding management servtces team performs work study and 0. & .M. 
tasks, uses O.R. techniques, and utilises the computer as an aid to s.olvm.g 
management problems. To "fully employ" any one of these practtces IS 

therefore to reap benefits in the related fields.• 

103. In each of the sub-sections above, we picked out the "pace setting·· 
authorities. In each field certain councils recur: East and West Sussex, 
Kent and Hertfordshire. It would appear that the approach to and expecta­
tions from the whole range of management aids on the part of these few 
authorities is so far above the norm as to constitute a s~ciat category. 
Management aids, as we have argued, to yield maximum returns demand 
integrated use. They are in their essence indivisible. And when fully 
employed in this integrated manner they yield increasing marginal returns. 
These four authorities stand out, for this reason, as being quite clearly 
ahead of their fetlows. Their use of management aids is su~rior not just in 
degre:, but in kind. We therefore suggest. a further typology of the use of 
management aids which witl serve to dramatise this higher level of employ­
ment, a distinction between their ~e a~ a serdce to manage1nent and their 
use as a technique of management itself. It is this tatter approach that avail; 
itself of the potential of management aids to "transform ••• the means of 
performing ... routine administration ". 

104. To sum up the foregoing. we have laid emphasis on the indivisi­
bility of management aiJs. realising that this represents an ideal probably 
unattainable under our ~reposed district pattern with the present level of 
tt:chnologr,. or attain:tbk only at cost of uneconomic anomalies in corn .. 
puter operation. But where this integrated approach is possible, it yieids 
increasing marginal roturns in terms of information, co-ordination, decision­
making. work planning and productivity. This integ:ated appro::!ch. which 
w~ have termed a tedmique of management as distinct from a sen:ice to 
management clearly puts a pr~!mium on financial resources. Th;!te are. how­
ev~r. implications for the structure and policy of the local authority that are 
in th.! long run inescap:1ble ... 1'he concept of iut~gration elaborated h.!re goes 
beyond the findings of the Maud Report for e.<ampte.' And policy questions 
of manpower- pl:l:-tning. :;!cruitment. and job e\'ah.!J.tion run as a cJmmon 
thread through the integ:-at~d ~pproach to management services. 

105. This focusses attention upon the internal dyn~mics of the authority. 
Initiative and foresight. ~nd a commitment to a wider interest than that of 
the individual department, are further conditions of the employment-or at 
kast of the "fu11 employment ''-of management aids. Given ample scope 
'-tnd adequate resources. most authorities. as we have seen. embark on 
programmes of work in the 0. & M. and work study fields, and obtain a 
computer. But the manner in which these are used-in our words, as a 
tochnique of management-is dependent upon t!J:;e "internal dynamics". 
The most important single condition here, is of a strong Clerk playing a 
central role. Without this wi!iingness to maintain powor-including the power 
to initiate organisational reviews-at the centre, th: elaborate provision of 
management aids is meaningless. We feel this point to emerge \'O!)' clearly 
from Ap~ndix VI to this Report. 
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V: SUl\1:\IARY OF CO:'\CLUSIO:o;S 

106. District authorities with penny-rate products of £15.000 and 
populations of 75-100.000 are at present able to maintain internal 0. & M./ 
work study teams. To add to this the computer, with its attendant staff and 
facilities, would demand a higher minimum in the region of £35,000 penny· 
rate product-or (say), 250,000 population. At this level a degree of integra· 
tion is possible with the employment of high quality staff in a Management 
Services division. The administrative size implied by these figures in the 
cast of a most-or all-purpose authority also offers considerable scope for 
the employment of management aids. . 

107. Larger authorities can do more in the way of specialisation and 
training (see Appendix V) but the London experience shows that specialist 
services and staff training can be easily handled by such bodies as the London 
Boroughs Management Services and Training Committees; as complements to 
the internal unit. These two organisations, statutory committees under the· 
Local Government Act 1933. provide models for the future development of 
management services. 

108. Whilst district authorities of this size and upwards could afford to 
maintain ccmputers of th" present generation; there are no advantages in 
O'l"lnership per se in this field. Limited joint operation could pave the way for 
the development in the near future of regional or sub-regional multi-access 
computers serving all district authorities. 

109. At regional level enormous scope would e.xist for O.R. and data 
processing, in view of the functions we envisage at this level. . Tho size 
of the adiministrations would support l.arge 0. & M. teams, and sufficient 
manual worker5 would probably be employed to enable work study to develop 
alongside these. At this level, as well as that of the district. the scale of 
management services operations would ~ such as to en:tbl~ a high degr.ee of 
integration and cross·fcrtilisation bi!tween the different aspects. FiOm this 
basis, developments in manpower planning, with implications for recruitment, 
training and promotion, as well as for economic pla~ning, are likoly. 

110. The " district and region " concept of local government, with 
units of upwards of 200,000 and 2 million respectively. would therefore not 
only enable all authorities to make full provision of advanced techniques 
and services, but would also provide a vehicle for the future development 
of rational and scientific "techniques oi management " in the public service. 

11 I. But our most important conclusion must take the form of a caveat ; 
size and resources are only necessary. and not sufficient, conditions for the 
employment of management aids. A policy decision at high level is also 
necessary. Further. to employ these aids to their full extent, as a "technique 
of management", demands a forward~Iooking Council. co·operative Chief 
Ofrlcers. and, above all. a strong Clerk with the ability and opportunity to 
exercise overnll central control. · 
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EVIDEia; SUBMIT'IED BY IHE SOCIElY 

Cf lU'IN CLLRKS TO IHE WCRKI!li G!OUPS 

ON LOCAL AUJHmilY WJOOEMENl' Slll1Cltm:S 
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THE SOCIETY OF I OWN CLERKS 

iJ 1enr: ffon. Tre(lsurer: 
R. R. THORNTON. M.A., lt.D: • 

t..i(:~Jtt:f 
.J. P. ASf'DEtt., LI •. B. 

\."l.)r~lngrt'" 

Vice-Presidents: 

S llOYD JON:S, ll. M 
Ctud;tl 

J. H W. GlEN, ll.O. 
Kingston upon Hull 

Dear ~lr- Osmotherly,. 

TOWN HAU. 

Hon. Secretary: 

, 

T. FOORO, l\..8. 
\"lorthilt~ 

Pnona: \"/OiliTHING 37111 

lfORTHit-:G, SUSSEX. 

· 22nd October, 1971-

ll'orkinn Group on Local Authority !·lana(iement Stntctures. 

I very much )Cegret that it "as not possible to let you have 
The Society of Town Clerk's ·''-ritten evidence as requested by ycm by 
the end of ·the first veal;: in October. As you Hill sec from th.;, 
at·tached document, l<e felt it ,,-ould be advis<tble to collate the 
e:>...'"J"erienc.c of a number of ;.enior To, .. n Clerks •.;ho have bP.en \rery_ 
closely involved in this subject and this has taken rather more 
time than that alloHed. 

In s-.1b:ni tting the SocietY• s ovider!ce, I "\.,ronld m.:-tke one or t,.;o 
particular comments. Firstly, the Society's evidence advocates the 
setting up of a central policy committee vith couent. argwnents in 
favour. It is readily ackn01.-ledged, ho;>(:ver, ·that :in the past tha 
vast majorities of councils have rejec.:o.:.cU. the 11 mt=Ul:tg~rnent boards" 
concept advoCated by Haud. The general reeling is that the concept 
has been rejected in the past because the majority o~ members of' 
councils feel that they Hill become second class councillors if a 
high pol;er policy ·committee is interposed bet,;een the service 
committees and the council. None·thele;;s 1 l<e believe tha·t the 
co-:tcept io 'fundamen·tally sound. 

There is a :feeling among members that i·t l<Ottld be um;ise and 
impracticable to suggest one system of management '"'"'hich ,~·ould suit 
all the nel< authori·ties. These new authori·ties ,<ill be complex 
organisations ,;JU.ch in the end should oc trusted ·to evolve the best 
system of· management to suit their individual needs. Jn the pres~nt 
local government structure there are no.ny lnrge authori tics l<hich, 
'"i thou·t adopting elaborate formal arra.'"lgefilents nnd '\fi thout much 
publicity, have achieved entirely satisfactory \-:orking arra."lgements 
both at committee level a.-,d officer le-.-el ,;hilst still using the 
traditional ti·tles of To~>n Clerk, etc. 

E. B. c. Osrnotherly, Esq., 
\{orking Group Secretariat, 
Department of the Environr:1ent, 
2, Harsharn Street, 
London, S.V.1. 

/The study •••••••• 



l"l.:~/nt 7tlr Octo her, 1971. 
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3. 

l~~TRO~UCTJO~! -·----

J.,ocal nul'.horities. h.:.vc L! ~.ale:nt for consuming resources. Their 

share of th.:; G.N.P. has gro:·cr>. from 9 p~r cent in 1966 to 12 per cent in 

· 1970 and this r4'ltc o .. t.ero~·:th shot·!S no s.igns of slo~:in.2; do~·:n .. 

Local authorities arc continually under fire fror:: tHo directions. 

They arc urged by their constituents, pressur~ groups and government 

departments to expand their scrvi=s. At the same tiroe, they arc 

pressed· - by the sane governr.:ent departments and ratepayers no~cr 

speaking uith different yojccs- to reduce their expenditure. In 

other \lords, authorities find th<>.mselves squeezed bet~reen rising costs, . . 
caused by inflation znd i_ncreasing demand for servicf!s, and the 

politica1 reality that rates cannot be increased at uill. 

If an authority is to go e.ny h"iJ)' to\.rarcls rr:.~cting thcs~ 

conflicting dc~ands > it m~s t condUct its ;t[fairs rno:.-i: ccono:nically ~ 

ensuring that Jnanz.gcrii!l functions et C!very level are discharged ~·ith 

the srnallc~t possible use of cepital and labou-r. 

In :r.unninc:; the Council's services, ac;:;:uers. a!ld officers alil:<l 

.muat ensure that these are provi1ed in the ~~ost effi::ien~· and cost-

effective wav possible. . . . This can best be achieved by the use of 

modern m.:uo,r.cnent skills and tecl'L"liqucs, setting measures of effectiveness 

for services, by determining annual oT>jcctivcs and the periodic 

rcvict-:r of p:c:og:ress tor,.;a::ds the!!!, and by a 10-Tillingncss to question the 

continui.ne, need fo::- services. 

It i~ not surp":-ising, therefore, th.:lt loceti Z!.tttho:r·itics 

.. have .. becn at-:o.kt:!ncd in recent yec.rs to the· need ·for t:oor~.· thoro_ugh. 

examinaticn of their service~, their spC!nding pattern:; and the 

productivity of thcit· \Wrk forces. 
111-ia~egcmctlt Scrvic€!s 11
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The: tcnn ul-lnnn.c,t::mcnt Service!;'' cor.:priscs ~11 th:.)~c zcrviccs 1.-:hich . 
help m:.nag~mc:nt to pl.::m, control nnd i:;;;n·0va the :1ctivitics of the 

ol·ganisation in a gencrnl sense. This tern is \:iclct· th::!n the orthodo;; 

intcrpreta tion ,.;Jtich is' generally lini tcd to "cf ficict!cy or 

d • • • " pro ucttvlty scrvl.ccs • A compr~hensivc li5t t:ould be:-

Col."}loratc· planning (research end c1cvclop=-.cnt, modt:lling). 

Corporate planning control (l'.P.B.s:, nct>:ork nnnlp::is). 

Intelligence unit (statistics, consn;r.er rese<;rch). 

Financial control (financial aclvicc; revenue control, not accounting). 

ManpoHer p laOning and control (es t2.blishri!·:!nt, condi tio!1S, 

-~ecruitrucnt, training). · 

Land and property tnanagcro.ent (purc!"t.nsc, sale, allocation, manur,c!r~ent). 

Efficiency improvement services \0. & 1-I., \\'ork Study, Operatiou.1l 

research, Computer Systens) ·• 

l!an.agcmcnt· audit (monitoring achic\'C:!lnnt o[ obj actives). 

It l.s~ of course, necessary for the resources of F.:mpot.rcr, 

materials and equipment in any organis2tion to be used effectively 

and efficiently. B'..lt the extent to l7hich. the~c· objectives arc achiev~d . 
must, in the. tr.ain,. depend on the quality of nanagcmer>.t in the organisation. 

Th~ good m.:mager should, hm<cver, Bnkc use of all the specialist toolt. 

and advice available to him. He vill do so providcd that l-,c is m;a:r<! 

of their existence and they are fash:i.oncG. to serve his needs. 

The quality of the advice given to mnn2gem;:,nt by management 

services staff l!ill clearly depend on the quality of the staff doing 

this v10rk. Assuming that the units are staffed \Jith the right kind of 

people 1 they can t1a.ke a particular contribution because~ 

i. they can approach problems of org«nisation, procedures and 

ii. th.cy have the ti;ne to study a t:ork situation co:~prehensively, 

critically c>.nd through "new cy,:,s"; 

iii they have acquired ('.::<pcricncc in collecting bat>ic data by 

interviewing,_· observing, sampling, etc.> nnd in nnalysing the 

data they Hill bring to bear forrr:.-::.1 tccl>n:i.qucs in v1hich. they 

arc e>:pcrt. 

iv. they arc kno>rlcclr,cnblc about current pr~cticer. • in l~clat;.on to 

e£f:icicncy techniques and have contacts uitli .st2-ff_-c }!Sing the!11 ... -. ·- ·~ .. · ·' 
. - ... ·._ .": : ' ' .- ... · · .. _· .. __ .:. :-· - ·- .. ·-... ; . ..:...=-::.....,.!...., ~- ,:._ __ ~.;. ... ·:._· __ :.: .. ·_ 
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I tt 1 .1 t' 't' ·1 ·• ~uclt" '1' ~~ .c~;tr.:n. 0 l: "!~C L .:'1\..1 .Wl"l: lC!:i t.l:OC t~~~l\!CC~rta ~·let!;;, .;» c..S 

o. £, H., Pod< Study, Co::1puterr. and Opcr<:t:ionnl l:e~c.,rch,i.s related 

very lnrr,cly to the .oize o[ :m .:mthorit:y i:1 ten:::; of pc•pul::tio:\ and/or 

financial rcsourc~s. This is p~rtieulnrly the cn<;;c in co::iptttcrs l·:hcre 

the .ndvan.t:2t;cr. arc closely linked uit:h scale of opi.:r:ttions. The 

ln_rgcr the ~uthority_, the t:·,ore sophi~ticatcd nt4 c t!tC! us~s to ~-1hich it· 

can put a computer. 

In considering th~ scop~. trithin a large lo::.:1l authority for 

the use of efficicncy techniques and the c:,tent to dtich n:magemcnt -- . services staff can assist managetr.~nt, account nust -b~ taken of the 

extreU!ely diverse nature of the authority's activities. Fev organisations 

have s.ignificant proportio:;-ts of their staff engaged on so mar.y different 

activities_, most· of which 1.·cqu:i.xe (in diffcri_ng proportions) consiC.crable 

tech.~."lical a.f'ld aclmin:i.strative support. 

There is opportunity in all of th~s-= for the formal critical .,_.,alysis 

of the processes involve!d and the p!"oc:edures adopted, but the pcecise 

type of examination required "ill vary fro:!! one nrea to another. 

8. Coreorntc Planning 

This could overco:ne nany of the problcc::: and abortive ~Tork in 

Hhich authorities have found th!O':;tsalvt''' involved in the past. · Hopes 

have often exceeded the possibility of achievcm~nt, as evidenced by 

discrepancies bet1<een capital prograe>h"lle forecasts and actuDls. The 

lack of a unified planning organisation. has ncant that different 

aspects of development h3.ve had to be planned separately an:l there.fOra. 

the links have been it:?erfcct. 

To be cffect~ve, corpor2tc plr:nning wust be baB:ed on accur.ate 

information, be d2ter2incd c.fter full considc.rati.on of all factors_, 
····~-~~- ..... ~ ~·····- .. ·-· ·--· .. . .. . . ·.· .... -- .. ": 

and be implemented firmly. It calls for a stro.ng Poll .. c:r Comnn .. ttee. 

~1hich takes minority vie:·rs into 2.cco•..1nt and a firm, resoh•te Chie.f 

Executive Officer to implc~c01t its di.'c:isions. Vit!10ut all these, i.t 

can be no better th~n raost c.:-:isti_ne ~":!rr,2nzc.:ucnts are. For accurate. 

information, it requires not only an intelligence uni.t but .als.o a 

eroup of staff to underta1:e .. detailed research, to test out the effect 

?f nl~ernativc polic~cs 

te.chnic!ue>:, (thc.·G.I..'c. 
. . . : . . 

in alternative sit·uatiom: by modelling .. 

ll:!s made much in~.·ogrcs~·~ tri· t11i:~ di~e~~i~~).._a?d 
. . . -.. ·-

L.., ___ ..:, ... .::;_,_,_,.~.~-.!., ~ .. ~ .. ..:.··~-~·~'''--"-'·~· .:.,· -·~·....:•:...._ ____ _,__,_; _:_' C::"•......c'-'--''--"--~r .1-•. ____ ,__, ....... .,...,., .. .: _.,.;,.:_.,.. r .. ·.; 



9. Corpot·nt_~_.t•l.'1anin_r. control 

An orr.n~lisntion is required to l:!Onitor the p!·ogrL~~s of the 

corporiltC pl:m in both physical ::me! fin:~.,c:i.~l tet·r.;s. Use of r.l'.B.S. 

h • . t" 1 t t! "t• t! ,. • ;n., of proJ"cctr tee: n1.qu~::; :!ppcars cssen ·:s.a , ·ouc ·:er t~·::t .,\ · t~ co-nn: .. til:a.;._ ... '". ~-

by t1ctuorl~ analysis. 

10. ~llir,cncc Unit 

Recent experience sho\·~s thnt thcrt"! is a. ccrt.:!i.a c:H~o~nt o( 

information, nainly i~h ... st.:ttistical fom, i:v;·~J.lablc l~ithin. dcpo.t:tmcnts 

but remaininr;. unused, c~ther because its potential i~ cnrccogniscd. or 

because it is not realised that it exists. ·Also unl."ctogtliscc! by 

del)art.me;:,ts is the extent to vhich info:n:::~tio,t-is cvailchle 7 or can be 

obtained· at little ~ost, \ihich Hould take so::1c ·of the guess-•:orl~ out 

of planning. The nell County Auth:Hities should be "hle to support a 

small statistical and constti!l~!' rcse<!rch unit to service the corporate 

planning organisation and to supply :tll clcpnr':t:!c;:-.ts \6th statistical 

information <Jnd interpretations relevant to their functions. 

11. Financial Control 

~·he traditional functions of the Treasurer c:.s payr.~:!S tcr ~nd 

collector of revenues cen be divorced from \.'h2t arc t~o· .. r the !;~ore important 

functions of apprz.ising the financ.ic.l effects of proposi'!ls .!!nd o_:rganisii,g 

capital and revet~ue finance soltrccs to t:~ec:t them. ·rhe latter is an 

essential service. to monnget:~nt and fhould be included as such. This 

separation is a direct reflection of the vic:;·TS of the. L H. T .A. on the 

differenc.c betucen accountants and accounting tecltnic:ian;,; it does 

not mean, ho\~ever7 that the t1"o functions must be run as separate 

dcpar tmen t s . 

12. Hanpm.rcr Control 

..... ~ 

H:mpo«er is the r..ost costly of the resources available to any 

Local Authority and thcrdorc nc,c.:h:: to be selected ·uitlt th~ greatest 

·Yet so often in --- .. 

local govei-n:ment, p(!r.-=>onncl r.tar.agcmz~t is the. ucindcxclla", the 

non-recognised or un.der-recogni!:cd fl:~C:tio:l. A la.issc.~-faire 

att~tudc often applie~ at the p..-cst:nt time crossint; hri.dgcs ~~hen ue 

co:nc to them and deciding things only t.'hcn tl•er arise. 

.. 
..• ... 

:·. ..· 
, 

. ,· -.... 
--· -.- . 

. .. 

& .... 



- 5...: 

An cf. feet Iv~· J:::'!.!lpO'..f(:r service. sl.ouJ cl ~r~tbr.:!cC.:-

l"'orccn~;tinb of :rt.::mpo".-:cr n~cd~ nnd rJ.anpo·.~·i.~r :l.· .. ·ni.lt:bility. 

l,lannfng of rccr~.dtracnt at~d lraini:t£_ to i":i!t::t rr:,ruirc:1~cnts. 

Control. of nu::>bers, pny nnd conditions of service of all enployees. 

Contl:ol c.f. plncc:;,:<:!nt and pro:;:otion of .:!ll cr.:;>l0y.::es, based on the 

concept of tl1c Council as_ one C~i?loy::!!: and not- many. 

separate depnrt!:\Crtts. 

Supervision of selectio" procedures an::! st;:ff npprnisa 1 procedures. ·-The provision of planned 
• . , 1 •. tr.nl.nlng, 1nc UC!l.~13 ~3~1age~1ent dcvelopreect 

traini_ng and tha re-t.rair,ing of redeployed staff. 

A Staff inspactiori service, checking that e~;ploy.ecs arc in fact 

.. carrying out l-~ork appropriate to· their abilities a.-:.d 

qualifications, m:d doing it efficiently (i.e. tha:: the 

employee natehcs the job spccific~tion). 

13~ Land and l)roperty Hanagenent 

The purchase> sale> allocation arid management of all land and.. 

prop~rty of the authority should be treated as n management· service 

because -
}'ort-~ard planning alt!;ost nlh~ay~ involves land; factors rcl4!.ting to 

its location, character, price and potential have ·a 

vital influence on decisions. 

Co-ordination of rcquirr.mcn.ta can lead to. cc:ono:nies. 

Cc:Jtrally controllcci allocation o£ properties ca~1 J.ea:l to 

.. 
ecOno::ties. 

Planned maintenance can be related to its effect on property 

prices and building replacement pr.ograti:iles. 

It \-Tould he essential to really successful property manageccnt that. a 

system of appropriation of assets to. specific purposes be discontinued 

in favour of the conce;:t of corpor~te o>·mcrship. of all prop.erty, l<hose 

l!Se l·7ould be at the ;.:ill of the Council. 

J 4 . ... l:f ficicncv Itnor.ovemcnt Servicc~s .·· -· ~~ ··----· ···----·-----~~-=:-----~~:...,.. 
\•?ot:k Study (covering n<!nunl uork of all types) h~s a long record 

of achievement in a number of the lnrger <:uthoritics and has resulted 

in very si.r,nificant SCl'lings, mainly through thi:! introduction of 

incentive bonus schcm~s and the ch.:1.r..gcs in t·:orki.ng l!!t!thocls brought 

about at the scLrnC time. lT'nilst the level of !;avings may be expected 

to drop dtcn ~11 bonus schm""s nrc cOJnplct:ed, Hod: Study is likely to 

remain the lt~O!;t:_ dircc.tl)~ ~cmu~cr:!tivc area of c~fi.c:~cJ?.c;:Y services,. .. . 
~1~~\tl_iy_ bccnuSt~ of the sc-ale of opcrat_:t?P.S 

,;..;. 

covered iind .the CoU,p~rat:i·y·c .· . .": 
:_· .. ·· . . : .... . _:··:- .. ·:.--.· ..... .. .. : 

' 

: 

.. · .. :-. 209 . •. 
. -·--------~·.:._ 



- 6-

rcadinc:•s ,.,j.q, l:hid• fin.:mcir•l benefits c:,'\ be identified. The 

opposition l:hich it engendered in :i.ts c~t-ly c!ays sccr;:s no-;.r larg.ely 

to h.:>vc r.uh!:i<kd in the face of positiv.:. proof of its benefits. 

The c·quivnlcat function in the acl::·:inistJ:ativc.,, profe.;sional, 

tcchnicc:l '~nd clc.rical field is covered by the 0. & H. sc(vicc. 

Basically, its activities arc:-

Rc:vit::\;rS of department~ and scctio:ts \There o:~:g~nisationar' and 

staf.fing problems have ari;;en,or arc likely to arise, 

as a rcsul t of che;r.ging functions ~nd liOr~;l.oads. 

Implc!i'!~ntation. of organiso.tion:!l and othc.r chanzes where a 

co-ordination function is involved (c. g. SociaL Services). 

Exa.miu~tion of staffing p:roposals, both as to numbers n.nd grades 

(including job ev.::luatio•:). 

Ex~mination o£ propos.:tls concerning accon~reodc!.tion> office 1:1n.c.hin~z 

ancl office systerJs, to cnsl!r(! e.:ficic..:ncy and an appio!'-::-i :i.tc 

d.e.er·ee of· stnndardi.sation. 

UucJ, of its c.chicvements cannot rc.Jdily be C!,ll:tntified in £ina.ncinl 

te~,ns, any no :re th~n c~n the man~r.,crr.ent fur;ction ·it!:clf, but they arc 

nevertheless real .. It c>:is ts o.s 2. co~su l t~ncy service, prC>viding 

spcci"nlist ~dvicc to the general ad~aini!:trntor, and it should be 

Its signific~nt lirr.itation in practice so far is that 

it has not entered seriously iP.to the field of professional \·1o-:k (legal, 

·engineering, medi.cal etc.) to. question th:> obj ectiv<Os, methods and . . 
efficiency of professionally qualified stnff. 

The Operational Research function is in its infancy 1.n local 

government'. Useful work on mathematical modelling in the tm·m planning 

field and on statistical analysis in several areas is a common feature 

in a fcH authorities, b•.rt it is only no•,; that authorities m:e beginning 

to appreciate the potential of O.R. in the study of problems, to make 

C~onomic asscssoncntS .. c.Ud tO c:!dVisc-mat':n&e:n~nt oa possiOlc courses of· 

action to optimisc the use of rcsourc~s. Ne«erthcless • experience .. 

supports the vie~·1, derived fro:l the successes of the I..G.O.R. Unit and 

the C,I •. C., thnt mathematic<!! technic;:ws will in future fo= an essential 

tool of tnanr,gc-:mcnt and particularly of corpor.::te })lanning. 

Computer systems cu~~lysi5 is a $pccl.ali.sed aspect of computer 

uork ~1hi.c.h :i.s closely rc,l<ttcd to the 0. & l!. funct i.on and should 

therefore be i.ntc:gr ated »ith the othnr efficiency services, though 
·< 
from tl1e l;oiilt:oCv:i.etr. of d!!pat·tmcn\t·v.J. structure it, our,ht not to be 

' ·. . : . . . 
210. 
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• 
'l'hc: lir.titations of cf ficicncy ir.~rn·ovc:ncnt s~·r\'·i. cc5 bavc been 

found in the past to be principally -

The problen:s of obt.:!ininc; full .. <nd :·rillbg co-o?eration fro:!! 

the dcpi1rtl:!cnts t:hosc services arc subject to scrutiny. 

This l."cquit·cs p~ti.ent pc::-sunsion to ovcrcoit~~ it 

initially, follo\·:~d by clear and continuing proof of 

cffcctivcnes~; a 

The prol>leros of obtcining I·! .ill ing .:tcceptance o( chan;;es from 

tho~C t-Ihosc \orork is c.£fccted. 

The restrictions imposed by finance <!nd by staff availability 

on the scale of provision of service. 

The umrillingness or inability of many senior staff of other 

depart~cnts to sec potential benefits to ~n autho~ity 

.as a l-rho1.e as Lcinz more important thZ!l! the particular 

benefit to their o~·m dcpa.rtmc_nt •. 

15. !:.f!::'1agement Audit 

A function l.S. required to cxm::ine and report on the l!a:y in ~;hich. 

'polic:y objectives arc beinz achieved, in ten:s of cost, benefit to th.:. 

public, timescalc, etc. This is .:1 function adclition~l to thos~ of 

the cfficjcncy improvc;:1Qnt services end the corporate plannin~ control 

group; i::s FUr pose ,,·ould be t<? mo:1itor, as c continuing e:-:ercise, 

the effectiveness of rc£,ular services as distinCt from the co!i!plctior: 

of specifiC schemes. 

16. General Comments 

Nanagcment services staff of good quality arc a scarce co=o:lity 

and therefore relatively expensive to recruit and retain. It is 

important, therefore, to avoid duplication of effort and there should 

be a 't.rider spread of oparat.io:J.s .2cross Nanogcr..l(!nt Services Units in 

different local autho::-::t!.es, Cttl!!!in.:?.ting in the results of v:Ork. ccne 

..in one un:i.t afff?c .. t~ng a par.ticuln~ area of operaticns be~ng. made. --·- .- .. -.. •· ~-
available to other uni.ts. 

. . . 
LAHSAC nal~c claims to this role, but their 

. 
record is di.s.couraging .nnd, :i.n practice, tauch depends on the 

day-to-day contacts \-:rhich the practitioners have l·:ith. the: staff of 

other units. 

·. 
' ... · ... . . . . . ..-
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17. 

18. 

19. 

~· !l -

·rhc niru of c.ffici.cLlcy tc_ch.niqtti:!r. i~: to :!. r.:orc effective 

use of rcso•Jrccs in attaining, <1 stntcd objective. Th::! co~!i.-non pn.ttern 

is to asnci:tble the f~cts pertinent to an .?.c.ti· .. ·ity~ to c.:x~~iuc them 

critically nnd systenatically, .rmd to juc.!;;,;, the nost effective procedures 

for achieving the obiective in the lizht cf the f<:!cts :lnd c::·:pcri.ence. 

Opcrationa.l rc.scarch is di.stinguishc;:! £:-o;-r the other tcch:-tiqucs by using 

a Ir•athcmatical modcl"\:o codify the feet$ r~;d by suppl(!:r.:;!nting judge!~2nt 

uith an opd.nmm solut;ion de·:ised fro:n ;:>.ni?.lysis of the r.~odel. 

. l·f;:n~agement Services Units use techaique.•s to c~=~~aine nnd improve 

th.a eff.ectiveness of achieving an object.i~.:c p::-cdetcr~ait!~d by 

Ha~ageJnznt; they do not contribute to an ~sscss::~cat of \·7h(!th~r or r.ot 

the overall objective is correct (Pe.v~r.th~lt?ss., .n Hc:n'!azc~~2nt: SerV'iccs 

analysis 1-1ill frequently sho;.; that a p<!rticular nctivity is not 

necessary for the. stated objective). 

that the technique:; arc a scr\ .. icc to Ho.l"l_r~zcrs., not a t-;ubstitutc for 

manasemC'..!l.t. 
0 • 

ORGAHISATT.O:~ 0? !·1:\NAGJ:~·LE~\T SF.R\'ICF.S ·--.--

Attenti.on is dra;.m· to the follo;.Jiag gencr<1l points to \:hich 

considerable. :i.Jnportar.ce is attache<:: •-

i. hir,h.-lc.vel sponsorship of managc::2ent servic<;s, preferably by 

the Chief Executive. Officer, is needed vith'a local authority ,. 
to ensure that they are properly used: 

ii. there is co:ltii!uing need for training (a) line staff to· use 

. certain techni;ucs thcmsc-.1 ves., (b) man<!gcr.~cn t services staff 

iu their SJ.lecialist techniques, and (c) managc::wnt gcncrnlly 
... . . ····- ·-

in the value o£ efficiency tcct;aiques and in the use of. 

~fficicncy service teams; 

iii. some techniques m!!y be e::!ploycd ns "tools of t:hc t rac1c.n at the 

norrcal Horking level ;.;hile other. tcch.-.iqucs, requiring impart:i.<::l 

c1:iti.c:nl examination, arc best used C!:; <:n t!dvisory scryicc. ·to 

line mana_ccment by pcrson!.1Cl S?ecialising in the techniques. 

.•: -.. · .. 
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APPEIDIX 11 

1llE NE\'1 LOCAL AU1HCRITIES MANi.GEMEIIT 

MD S1RUC1'1.1\E REPa\T 

1972 



The New Locai 
Authorities 

management and structure 

Report of a study group appointed joinr!y by the Secret3ry of State . 
for the En•tironment and locaf au~hority associations • to exa.rnine 
management principles and structures in local gove;nrnen: at boih 
elected member and officer levels. 

Presentee! to the Secretary of State and the Associations August 1972 

• The Association of Municipal Corporations 
The County Counci!s' Association 
The Rural District Councils' Association 
The Urban District Councils' Association 

LONDON HER M.t. . .JESTY'S STATION::RY OFFICE 1972 
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Chapter 7 

Other central functions 

Management services-The meaning of the term within local government 

7.1 The management services function in local government has 
assumed increasing importance and status in recent years and many 
authorities have set up management services units headed by an 
appropriately designated senior officer. Some of these units include the 
establishment and personnel funciion.; indeed in some cases this is 
the primary role and a number of those who responded to our 
request for evidence on the use and limitations of management 
services dealt mainly with the need for an improvement in personnel 
management. For the reasons which we have given in the preceding 
chapter we believe that personnel management and management 
services should be separate, and we therefore propose in this part 
of our report to exclude the former from our discussion of management 
services. 

7.2 Broadly speaking we have received two categories of evidence 
o~ this, as well as other matters. Firstly we obtained evidence which 
might be termed 'opinion' evidence ircm various sources and secondly 
'factual" evidence from existing local authorities supplemented by 
comment. In the field of management services there was substantial 
agreement between the 'opinion' of what constitutes management 
services and the 'fact' of what is actually happening on the ground. 

7.3 The evidence submitted contained such comments as: 

"The one management service in use by the Council is work study" 

"The Council has a substantial Management Services staff (engaged in) 
Work Study and 0 and M" 

and, most definitive of all 

"Management services. ie 0 and M and Work Study •. :· 

76 

214 



Overall it was only 0 and M and Work Study which commanded anything 
like general acceptance as functions of management services units: 
other skills and techniques achieved no more than occasional re· 
ferences, and it is clear that in many authorities the phrase ··manage· 
ment services'' is synonymous with 0 and M and work study only. 

7.4 A recent editorial in Local Government Finance• stated: 

"Starting with 0 and M one has seen a considerable plethora of various 
techniques and aids being suggested and/or introduced over the last 
two decades. These have ranged from work study (with or without 
incentive bonus schemes) to operational research, network analysis. 
computers, management accounting. CBA, management by ob· 
jectives, DCF and of course PPBS." 

7.5 This is an impressive list. and is complementary to the evidence 
which we received from the Society of Town Clerks that: 

"The term 'Management Services· comprises all those services which 
help management to plan. control and improve the activities of the 
organisation in a general sense. The term is wider than the orthodox 
interpretation which is genera!iy limited to efficiency and prod~ctivity 
services." 

7.6 In the ligh~ of these comments the very titte Management Services 
Unit is perhaps misleading ii only 0 and M and work study are covered. 

Work Study 

7.7 As far as work study is concerned. we do not believe th2: a large 
central un1t 1s necessary. VVork study practitioners will oPerate within 
individual departments and should be under the day to day control 
of the line manager. We suggest that there is, nevertheless. a need 
for a relatively small central unit to control the overall deployment 
of work study staff in the interests of the authority as a whole. and 
to ensure that new techniques are evaluated and st2ff trainee in their 
use. lt is through this central unit that line managers would obtain the 
services of work study staff for their departments. The unit would 
also be responsible for setting up work study teams to undertake any 
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specific projects required by the Chief Executive or the management 
team. 

O&M 

7.8 There is no similar argument, in our viaw, for piacing 0 and M 
staff under the day to day control ·of line managers. not least 
because the subject covers a wider field than that of a work study 
team. it seems to us that the basic nature of the function too is different. 
0 and M is concerned with the structure of an organisationaf unit and 
the way in which that unit operates to achieve it~ objectives: an 
0 and M function within that organis:~tional unit is less lik.~ly to be able 
to exercise independent judgment than an ·outside' team. The latter 
will also benefit from the wider range of assignments open to a central 
team. 

7.9 Organisationally we recommend that the 0 and M unit should be 
under the wing of the head of administration. but it shoulo be very much 
an aid to the Chief Execut:ve and the management team. it should. 
we believe. operate to a programme laid down by the management team. 
though that programme will need to be sufficiently flex,b!e to enabie 
urgent ad hoc assignments to be undertake:'l. In particular tha unit 
would have an important role to play in keeping organisational 
structures. n::Jt only of departments, but of the authority itself, up to 
date anlj in line with r.hanging requirements. Reports of 0 and M teams 
upon any individual department should initially be submitted to the head 
of that department. If it is necessary for a report to go beyond him 

·it snould be submitted dir&ct to the Chief Executive for consideration 
by the management team. lt should not in the first instance go to the 
head of administration since this would purport to place him in a 
position superior to that of the head of department under review. 

Computers 

7.10 Although the computer in one sense can be i.ncluded in the 
generic title of management services, because of its close link with 
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financial and payroll questions it is normally found within the Treasurer's 
department. Generally speaking we see no reason to change this, but 
we do see substantial disadvantages in allowing its use to be dictated 
by the head of the department in which it happens to be situated. 
We therefore suggest that the use of co"mputer time and facilities 
should be controlled by a separate body responsible direct to the 
management team .. 

Research and Intelligence 

7.11 The Local Government Bill gives to the county courv;ils a \vide 
perro1issive power to carry out research and collect informatior, on any 
matters concerning the county. The powers of district councils in this 
respect are slightly more limited in that they may only incur expenditure 
on research and the collection of information in connection with the 
exercise of their statutory fL:nctions. 

7.12 At county level a strategic information and research function may 
well develop which might require the creation of a centrai Research 
and Intelligence Unit staffed by suitably qualified officers. Such units 
already exist in some authorities. We are aware of the approach taken 
by one large authority. it has recently extended the research function 
to each of its major departments who now have a research section 
for their own service requirements. In addition. however. a small 
Research and l:1tel!igence Unit is located in the Clerk's Department. Its 
work programme ensures that it carries out only research nut ur:der­
taken in any other department. !or example, on local government 
reorganisation and identifying statistics used throughout the authority. 
The purpose of the Unit is four·fold: 

i. To provide effective information for managers: for example 
to present management statistics in terms meaningful to the 
layman: to indicate economic and social trends in the county 
compared with those at national level. 

ii. Miscellaneous intelligence: for example, to ·identify key 
future events in the authority's area 2nd to relate their impact: 
to keep abreast of new management and research develop­
ment elsewhere. 
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iii. To provide a consultancy service to departments; for 
example, upon methods of research and specialist systems of 
forecasting-eg future primary school population: undertaking ad 
hoc projects as frequently requested both by county departments 
and district council authoritie". 

I 

iv. Corporate Planning: for example. assisting in setting ,. ' 
departmental objectives. identifying community needs, and 

1 
devising measures of output and performance. • 

7.13 Most district councils will depend partly on the data assembled 
by properly trained staff whom we suggest should be placed within 
the various programme areas, and partly on that assembled by any 
county unit. The,re is clearly some danger of duplication of research • 
effort, and to avoid this we suggest that each authority should .,

1 

maintain a central record of information and research findings to which 
refere.1ce could b<: made before new work is undertaken. Such a 1 
record would include not only data assembled by that authority's I 
own departments, but also notes of. for example. research findings 
of other authorities and central agencies. I 
Organisation of management services 

7.14 Because so much of the evidence submitted is based on· the 
premise that management services cover only 0 and M and work study 
we have found it difficult to derive from it any conclusions about the 
way in which the wider concept of management services should 
be r( flected in thn o.rganisation structure. Such evidence as we have 
received on this subject suggests that the pendulum rnay be swinging 
away from the idea that all management services should be centralised 
into one monolithic department. Some papers have suggested that 
there should be wider use of management services within individual 
departments and we have received criticism of the growth of 
central management services departments on the grounds that they 
have become a very costly item and that the expected benefits hav9' 
not been realised. it is said that their cost benefits have not been 
established. 

7.15 Mr. J. D. Hender. Chief Executive of Coventry CBC, suggested to 
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us that the concept of a central management services unit was a 
necessary step in management development in local government but 
that it 

"is now rather old-fashioned and has no real place in a corporate 
management organisation". 

He went on to say that: 

"Corporate management implies that the responsibility for effective 
management rests in departments, who then contribute . to the 
corporate system, and it is in the departments that the techniques must 
be developed and used. (These techniques) should be regarded as part 
of the tools of normal working and not as specialised instruments 
called in from a central unit for a particular purpose." 

7.16 'others have drawn exactly the opposite conclusion on the con­
sequences of the implementation of corporate management, main­
taining that the need for a corporate approach makes it all the more 
necessary that there should be one centralised service. The Local 
Government Personnel and Management Services Group, for example, 
commenting on the use and limitations of management services said: 

"The initial limitation. we would suggest. is in fact the fragmentation 
of the various services which occurs in many authorities." 

7.17 We have received evidence from several sources which amounts 
almost to a compromise between these two views. According to this 
view, the various techniques fall naturally into a number of groups 
ea~h of which perforrrs a different function. The Lond:Jn Borough 
of Greenwich. for example. has grouped Work Study. 0 and M, Oper­
ational Research and Job Evaluation with ttie Establishment Group 
of services: PPBS. Cost Benefit Analysis, Consumer Research and 
PERT networks with the section responsible for advising the Chief 
Executive on forward planning and the various financially based "cost­
benefit" techniques are under the control of the Director of Finance 
and Borough Treasurer. 

7.18 In-another authority it is suggested that there are similarly three 
elements to Management Services: 

a) Establishment control services 
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b) Services which support the management process 

c) Techniques to analyse or solve individual problems. 

7.19 The London Boroughs' Management Services Unit, who 
commented that in existing Management Services Departments. 0 and 
M, Work Study and Systems Analysis .. even when under the direction 
of a single officer usually operate separately .. , have also distinguished 
between management appraisal and financial appraisal techniques, 
though it must also be said that the Unit envisages that in the long 
term the two might be brought together into an integrated group. 

7.20 Faced with these various alternatives. each of which is said to be 
well suited to the needs of the various authorities making use of •t. 
we find it impossible to be dogmatic, but we find ourselves inclined 
more to Mr. Hender's view than to that which favours the bringing 
together of all management services in one unit. lt seems to us that 
services to management may validly reside in various places; for 
example one might place the computer and the finance based tech­
niques ·with the Treasurer's department, 0 and M together with the 
central work study unit and any central research and intelligence unit 
under the head of administration, and other techniques similarly within 
appropriate departments. 

7.21 Wherever the relevant speciaiists are located, we see increasing 
scope for teams from the various departments contributing to the 
examination anti appraisal of programmes or projects under consider­
ation by the management team. We were told that Grimsby CBC have 
made it a matter of policy that 

.. all Chief Officers place their speci3l1st staff at the d1sposal of the 
Town Clerk and Chief Executive and the Chief Of!icers Group and w<: 
try to maintain a degree of ilexibil1ty and fluidity in the deployment 
of specialist staff in this way.-" 

7.22 This illustrates the dual role of management services staff. On the 
one hand their skills may be deployed withi;, the departments where 
they are most required, but they must u!3o. of necessi:y !:le available to 
central management. In this latter role they will operate according 
to the programmes and requirements of the management team, not­
withstanding that for administrative purposes they are employed within 
particular departments. 
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APPEIDIX 12 

l.WIAGEMENT SERVICES • A DEFINITION 

M Harris Management Services Journal August 1978 





article by Neville Harris is part of a research project conducted jointly by Newcastle upon Tyne Polytechnic and Leeds. 
'rsity and sets out to provide a tentative definition of. Management Services, based on an analysis of published work in the 
md the way in which a number olleading organisations are using Manngement Services. 
\ext step in the research will take the form of a questionnaire circulated to a sample of the Institute's membership and 
s, which it is hoped will provide a far more zccurate picture from those who are practising within the Management Services 
.011. • 

2Canageinent Se£>vices -
Definition? 

ducti on 
ers of this Institute use the term Management Sec­

with increasing frequenc~ and with more attachment 
y year. Our Journal has very skilfully evolved from · 
Study and Management to Management SeNices in 
eriod 1963-1976 and the examination scheme is 
wedded to the title Certificate and Diploma in Man~ 
ent Services. At our annual gatherings we talk in 
debate and private conversation continually referring 

nagement Services, with perhaps the occasional slip 
people say 'Work Study' or 'Industrial Engineering'. 
we use the term the image that is conjured up in 

dual minds must be very different. Perhaps we have 
istinct images-

anagement Services as we are allowed to practise it 
nd 
anagement Services as we would like to practise ;:. 

me instances these may be identical, but not in 
icant numbers. 
ain an image might be fed to members via a whole 
of articles on the subject which may depict a super 
em-solving department with specialists in operational 
rch, ergonomics, computers, etc in addition to work 
and 0 & M. Whatever the image it is quite likely that 

member will have a very different picture based on his 
rience, education and aspirations. 
se differences can occur because management ser­
is essentially a function and therefore the title is an 
ella one to cover those activities which are deemed 
priate to a specific organisation. However, differ­

s in perception of what management services is can 
from the many writings on the subject that have 

ared ovP.r the last fifteen or so years. Some of these 
been quite specific as to what is meant by manage­
services. others recognised that it should be pre-

ed by and large by the organisJtion and its objectives. 
urther problem of the title 'Management Services' is 
can prove to be very convenient for organisations to 
the use of the title work study or 0 & M, or to avoid 

se of other titles perhaps for political expediency. 
966 lvor Williams' reported on an analysis of 57 4 jobs 

GEMWT SERVICES 4 

in work study in which he found 123 titles. This was, he felt, I 
an example of 'Muddled thinking at quite high levels over I 
work study and allied subjects ... :here is almost corr.p!ete 

1 

lack of evidence that work study is being used in its fullest 
sense throughout the Company. Secondly, because of the 
seemingly incomprehensible nature of a!l these different 
functions, management tends to Jump together and evolve I 
curious and cumbrous titles. meaning nothing outside their 
own bctories ... .' ~~ 

A further problem is that warned against by Or Joseph 
Faraday' of aliowing rn3nagement services to be a con­
venient dumping ground for those activities not organisa­
tionally suited elsewhere or the problem of anything serv- I 
ing management being a management service as cited by ,._• 
Randall.3 

So it can be concluded that there is no official definition of 
management services and considerable haziness over the I 
objectives of such a function. Fu't:1er there is little 7lgree- I 
ment as to what activities should be encompassed by man-
agement services. it is my intention to alert readers to what · 
is available in the way of definitions and activities by the use 1

1 of simple analysis of data. Having conducted this analysis it 
becomes obvious that more needs to be done to enable the 
image or images of management services to be more 
clearly discerned which will involve co-operation from 
many of our number. 

A Definition 
Although rnany peo;:>!e have written about management 
services in a variety c! books and journals, there is an 
almost universal attempt by writers to avoid giving a defini­
tion, assuming that the readers are at one with the author, 
as to what is meant by the term. Others, whi!stattempting to 
define management services, merely list a number of 
topics, 'ie work study, 0 & M, OR, etc' and say that these 
together equal management services. In considering this 
problem it is intended to initially consider a definition of the 
objectives and means of management services and then to 
consider what activities could constitute the function. 

In commencing consideration of a definition, by way of 
summary of what others have already done, reference was 
made to 10 definitions given by authors and organisa-
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e Harris MScTech, AMBIM, FIWM, FWSOM, FIMH a graduate of the 
rsity of Manchester Institute of Science and_Technology, (~MI~T) has. held 

ns in management services in the food, textile and engmeermg mdustnes as 
s local government. For tha past 15 years he has been engagP.d as lecturer at 
astle upon Tyne Polytechnic responsible for production management and 
itative methods. He is currently Head of Division of l;lanagement Studies. 
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a senior partner in a management consultancy firm specialising in management 
es applications. He is actively involved in _lo~al activities for the lnsti~ution 
arks Managers and the North East Assoc•at10n of Management Institutes. 
nallevel involvement includes work for the Institute of Materials Handling on 
tion and committee work for the Department of Industry Council for lndus­
echnologies. He is also an examiner for the IWSm.1. 

.•. ,The analysis was restricted to those who specifi· 
indicated 'here is a definition' and although many have 

en on the subject the comments about assuming a 
ledge on the part of the readers is substantiated by 

imited number of definitions. From these definitions. a· 
word matrix' was produced, from which general guide 
for a universal definition could be derived. To make 
efinilions meaningful, the key \"!Ords were divided into 
major sectors. 

enerally descriptive of management services 
ims and objectives 
ethodology employed 
ther factors 

Figure 1 for Matrix (page 6). 
) Gene-a!/y Descriptive nf 
The most important factor here, is provision of advice 
management, but only one authority specifies the 

dvice to board level. Because the function is expected 
provide advice, the use of specialist up to date tech· 

iques by personnel who are free from dEJy to day pres­
ures of line management, is essential. The term 'Inter· 
al Consultancy' is used by three authorities. but this 
ight be regarded by some, ·as a somewhat S;:Jeciaiised 

ontractual relationship between the MSD and the client 
epartment. However, undoubtedly v:hen advice is 
iven, some consultancy clement must be present. 

) Aims and Objectives 
Productivity is generally regarded as too restrictive, 

nd other words of a more general nature a'e used, ie 
fficiency, effectiveness, and improvement. Add;tional 
bjcctives of a more specific nature are incll!ded, such as 
rofitability, aid to economic decision making, or man· 
gement development. 

Undoubtedly, many MSDs do have a cootribution to 
ake to all an organisation's objectives. indirect!)'. and !o 

ome, directly. 

) Methodology Employed 
Not many authorities refer to this aspect, but 

': ... 
; . . ~ ~- . 

undoubtedly the basic prob!e;n solving steps are used 
as the basis for the advice given, ie diagnosis. investiga· 
tion and analysis, problem solving and assistance with 
implementation and installation of new systems. Hope­
fully, some after care milintenancewould be seen to be a 
natural follow on from this. 

d) Other Factors 
This included a plea by one a~thority not t~ speciry the 

techniques of management seNices, and also the ques­
tion as to whether it should b;, restricted to large organ­
isations. In one of the first monographs 0:-1 the subject, 
T 8 Ward" devotes a section to MS in the small firm and 
as put forward by tlie author in a previous article'\ the 
scope of the management seNices department can be 
limited to only one activity. it is how that activity is allowed 
to op~rate which is significa.1t 

A Definition of Management Services 
Summarizing the above it is possible to synthesize a 

definition. However, it is undoubtedly a definition of so 
much importance that an ana:ysis o~ some 10 previous 
definitions is hardly a reasonable basis and more work 
needs to be done before this can be universally acceptable. 
Perhaps the BSI3138 committee have got this in hand, but 
until such time as an official pronouncement is made or my 
own researches are within sight or com;lletion here is a 
tentative definition. 

'A Management function containing those specialist 
skills appropriate for an organisation at a specinc time. 
which provide a problem solving advisory seNice to man­
agement at all levels. Such advice is aimed at assisting the 
management more effectively to achieve the ob;ectives of 
the organisation, in particular. profitability, cost effective­
ness and productivity.' 

Management Services Activities 
Up to this point I have deliberately used the word 'activ­

ity' when referring to such items as work study, OR, 0 &. M, 
etc. The reason for using this non committal word is that the 

· literature on management does not use consistent ter-
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y Words 

Definition 
Reference 

escriptive of: .. 

Centra 1 ized 
Advisory to Management Ceneral 
Advisory to Board 
Internal Consultancy 
Integrated 
Use of Specialist up to date 
ter.hniques 
Free from pressures of day 
to day Nanagement 

ims and Objectives of:­

Productivity Improvement 
f~3nagement Development 
Productivity Plus ie 
Economic Decision ~la~ing 

ProfitJbil ity 
EffPctiveness 

Assist1ng in change or 
Innovation 
Improve Activities 
Efficiency 
Company Objective Achievement _ 

thods Used:-

Analytical Ability 
ln\'estigation and Problem 
Solving 
lmplenentation and new System 
Deve 1 op.-;;ent 

ther Factors:-

No Comnonly Accepted Scope 
of Techniques etc. 
Primarily in use with 
larger Companies 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

Not 
tlec. 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

X 

Y. 

. 

I 

~ 

X 

X 

X 

X 

X 

X 

·x 

X 

X 

X 

X 

X 

X 

Total 
Score 

1 
6 

i 
3 

1 
4 

3 

1 
4 

3 

1 
3 

4 

3 

3 

1 

2 

3 

2 

3 

2 

Fig. 1 Analysis of 'Key Words' used in ManJgement Sen•ices definlcions ~ 

on the professionalisation of work study v1hich contains I 
some fascinating insights into its development and current· 

logy. Thus one can find any of the following words 
d as synonyms. 
Function 
Discipline 
Speciality {or Specialism) 
Technique. 
nction can be dealt with initially and is defined in the 

ionary of Management," as 'A group of related 
ities that contribute to the performance of v10rk by an 
nisation ...• Also the part of the organization that per­
s such a group of activities'. Hence management ser­
s is itself a function and if MS is only represented in the 
nisation in the form of a single specialism {ie 0 & M) or 
strial Engineering {Models 1 & 2 from Harris op cit,.), 
still does not preclude it as a function. 
r the other words, dictionaries and glossaries of terms 

1:J of little value and management literature was so con­
g that it was necessary to go to more authoritative 
ces relating to the history of science and sociology of 
essionalisation. Some references are included" •• and 
eader is particularly alerted to the thesis of Dr Kirkman 
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status. From this review a discipline is recognised as a 
sub-division of a scientific community and the number of 
years training and experience would be considerable.· A 
Speciality however is recognised as a sub-division of a 
discipline. We can now use the dictionary to substitute 
these: 

Discipline A branch of instruction or education, a 
dependant of learning or knowledge. 

Speciality A special aptitude, skill, occupation or line of 
business. 

So for the purposes of defining the sub-divisions of the 
management services function the word speciality will be 
used, but used only in the sense that it is a definable and 
separate unit. There is a further complication in that certain 
activities can be recognisable sub-divisions in some organ­
isations and merely used as techniques ie used as and 
when required in others. Take for instance value analysis. 
In ono firm this is a full time activity for a number of people 
with a value analyst in charge of a unit, whilst in another this 



sed by the management services function as one of the ny techniques employed. Similarly project network 
hniques may be a separate unit in some local authorities 
nown as project co-ordinators whilst for other MSDs is 
d only as a technique for implementation of new sys­
s. John Argenti defines management techniques as 'a 

ognised method analysing or solving a recognised type 
nanagement problem in a detailed systematic way'." 

o in conclusion a speciality is recognised within man­
men! service departments when it is a separate unit, 
sion or section- it could just be one person or a con­
rable number. Techniques are the many tools of prob­
solving used, ranging from parato analysis to comput-

o in my future enquiry into what comprises Manage­
rt Services it will be necessary to differentiate between 
lse two levels. This becomes even more critical when 
hagement services is organised as a totally integrated 

where every member of the function is a management 
~ices specialist and no attempt is made to differentiate 
f..1een specialities, since the name of the game is prob­

solving. 

What Specialities Comprise Management 
Services? 
In 1968 J G Reid" asked 'What the function is cons;dered 
to embrace in the way of specialisttechniques' he tabulates 
'nine authorities who have written extensively on the sub­
ject in the past couple of years' and the resulls ware: 

Work Study. 9 
0 and M. 8 
OR, 7 
Data processing. 4 
Ergonomics. 3 
Management Information, 2 
PersonneVManpower, 2 
Rand 0, 2 
Economic forecasting, 2 
Value Analysis, 2 
Cybernetics, 1 
Market Research, 1 

The sources of information were not quoted, bu! a similar 
analysis that was conducted took 10 writers'·'·'-» "'and 10. 
organisations. "·'• " The analyses aie shown in Figures 2 
and 3 respectively. Unfortun3tely for none of these anal­
yses is there a cleat delineation between specialit:es and 

Fig. 2 Anal./sis of Man~ement Services Techn,'qu!!S from writtP.n authorities 
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~niques and one wonders if the write·s have suggested 
flniques that would in their opinion be desirable in a 
tJagement service department. Some observations on 
above analyses are necessary. In the data provided for 

pre 3 the details provided by LAM SAC cover an analysis 
11 local authorities and is based on a popularity table 
h that no single authority is bound to have ail disciplines 
resented. it is also interesting to see the widespread 
pre of management services, both in theory (writers). 

practice (organisations), which substantiates the rec­
ition that the choice of skills must be appropriate for a 
~n organisation. 

~ithout attempting to be definitive and recognising the 
tations of the sample, the most popular techniques are 
allows: (those scoring 5 out of 1 0). 

~riters 
~ork Study 
pperational Research 
f:>. and M 
Systems Analysis 
!Economic Planning 
f'/alue Analysis 
Computcrs!DP 

Organisations 
Work Study 
Operational Research 
0 and M 
Computers!DP 
Remuneration 

his analysis correlates with that done by Reid in 1968. 
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Als: Ra~s I 
Because of the confusion regarding specialities on::! tecil- ! 
niques, many of those activities which got low scores may 1 
well be considered by writers, and happen in pract:ce, to be ! 
subsumed by others, for example project networ~ tech· 
niques as part of operational research. Ergonor:1ics in a I 
limited sense as part of work study or 0 & M. Plant layout l' 
and materials handling as part of work study. OrGanisation ! 
as part of 0 & M. 

ft is also tempting from tha academic sidelines to s'Jggest 
what specialities ought to be a part of management ser­
vices, regardtess of size, organ:sation, etc. but the btant:on : 

I 
of this article is to summarise what comprises the current 
scene as far as can be perceived. ! 

I The Next Step 
So far we have indicated that some pattern can be estab­
lished by a somev1hat limited analysis. Perhaps some· 
readers are concerned that the results in no way are re­
presentative of the function within which they work. it is 
therefore essential at this crilical stage in the development 
of management services to conduct an exhaustive enquiry 
into what actually is the current state of the art. This wili not 
be from limited writings which tend to reflect what is a good 
mixture- a cook book appro3ch, but must be from those 
who are practising management services,- and in particu­
lar those who are managers of the function. 



s part of a research project conducted jointly by New­
tie upon Tyne Polytechnic and the University of Leeds a 
stionnaire has been designed and is being currently 

dated. lt will contain questions in three broad areas: 
) The organisation profile. ·, 
) The management services specialities and Tech­

niques employed. 
) Management of Management Services. 
has been designed to take about 30 minutes to cam­

le and will shortly be circulated to a sample of the lnsti· 
's membership. If one of these is sent to you can I 

ase ask you to return it as soon as possible so that as a 
ult of a high response rate a more accurate picture of the 
nagement services function will emerge. 
t is hoped that from the results, which will be published 
anagement Services in the Autumn it will be possible to 
date the many different models of management service 
ctice and to forecast more accurately changes that will 
ur. ~ 
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te ~eorganisatioii of local government nearly five years ago opened 
bates on numerous organisational issues, not all of which have been 
wlly resolved. Alan Fowler looks at two of them that relate to the 
rsonnel function- should management services be integrated with 
rsonnel management, and also how far should they be decentralised'? 

owlcr is head or 
wcr services for 
hire County 
il. 

~he reorganisation of local government in 
~ 1974 opened debates on a number of organi-

JL sational issues. not all of which have been 
wholly resolved. Current proposals for transferr­
ing some services back from the counties to dis­
tricts provide the major example, but these .lie 
outside the scope of this article. On the general 
management front, continued questioning of the 
realities of the role of the local authority chief 
executive. und of the concept of corp·orate man­
agement, arc closer to personnel issues. Within the 
personnel field have been two related questions: 

ed 'personnel' as a management service along with 
training, job ev:1luation, work study. 0 ~nd ~·! 
~nd OR - a categorisation reflecting a tenden•.:y 
for the debate about integration to be seen in 
status terms. \Vas personnel to take over nlanage­
ment scniccs, or vice: versa? 

Leaving r.his non-productive element ·or the 
debate on one side, the LAMSAC survey usefully 1 

established the extent of local authorities' usage of 
these various sen·iccs ar.d techniques. The follow­
ing table shows the percentage of locat authoritil!s 
providing services in each category: 

first, whether management services should be intc- ,--------------,-------, 
grated with personnel management; and second, SERVICE/TECHNIQUE % OF AUTHORITIES 
disc~ssion ~s to . th~ ~xtent k tbt management Work study 89.9 
~ervtces ~.and parttcu ar y wor · study) should be Personnel 83.6 

~~cntra \s~. . . . d . bl b f Training 71.6 
. ome d~c mn_wns are ewa e e ore plunging 0 and M 67.5 
1~to .a, 

1 
tsc

1
usSJ0

1 
n. \\'hat. are 'manage-ment ser- Job evaluation 32.2 

VlCCS • n a oca government context the answer is OR 1 
fairly simple, as for most authorities the term L-. ______________ 

0_·_6 ___ _J 

covers. only work study and organisation and 
methods (0 and M). Simple terminology may, 
however, conceal the extent to which these two 
special isms have developed beyond their original, 
simple base. 

Conventional 0 and M work, concerned mainly 
with office systems, is being steadily expanded 
into much broader-based organisational reviews, 
in some c~ses to a degree justifying an organis­
ation development (OD) label.' A number of auth­
orities also use OR techniques - and some employ 
specialist OR staff - as a sophisticated extension 
of statistically biased method study.2 More am­
bitious definitions have also been attempted. 

The Local Authorities Management Services 
and .Computer Committee (LAMSi\C), a body 
financed by local authorities collectively and con­
trolled at policy le\'el by local authority represen­
tatives, links computers with management services 
by its very title, though a 1976 LAMSi\C survey 
showed that in only 20 out of 373 responding 
authorities were computer services set organisa­
tionally within a management services unit.3 In a 
rather quaint categorisation, the same survey list-
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Purchasing has aiso sometimes been considered 
as a management ·services function - though the 
number of uuthorities in which this is reflected in 
the organisation .structure is extremely small. and 
the main services - work study and 0 and M -
are clearly confirmed in the preceding table. Or­
ganisationa!ly, iraining is normally linked with 
personnel, but job evaluation can be found ih both 
personnel and management service units. On the 
hroad issue of the organisational relationship be­
tween these two blocs of activities, the LAMSAC 
survey showed 58 per cent of authorities with a 
combined personnel/management services func­
tion, and 42 per cent with separate functions: 

It was the Bains repo~t on local authority man­
agement structures which set the cat among the 
pigeons at the time of local government reorgan­
isation, by expressing the firm view that the two 
functions should be separate.4 Bains argued that a 
separation enabled both personnel work and man­
agement services to receive higher priority, and 
quoted support from some eminent quarters. The 
Local Government Training Board argued that 
"management services arc primarily problem-
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_ techniques, whereas personnel managc­
hould be concerned with the development 

licies and forecasting requirements." The 
r of the Royal Institute of Public Adminis­
said "personnel management is a corpus of 

tant work in its own right, whereas manage­
ervices comprise a number of heterogenous 
ies.'' 
fact that within two years of reorganisation, 
60 per cent of authorities had merged the 
nctions indicates a failure on Bains' part to 
ce authorities of the argument for separa­
nd this implies some weakness in his analysis 
real nature of the interaction between per· 
work and management services. This weak· 
n be seen in his approach to the need for co­
tion. "The combined rote," said Bains, 
d be too onerous for any one officer." 
should, however, be "co-ordination exer­
t a high level," and Bains quoted Surrey 

y Council approvingly as an example. In 
, the two separate functions were co­
tcd by the clerk (later to be termed chief 
ive). 
approach has generated some fairly caustic 
ses. Thus Raymond Knowlcs, a one-time 

·personnel officer and now a highly respect· 
iter on local government matters (he edits 
Gol'emment Review) has written scathingly 
the llains view that managing both func· 

would be too onerous: "too onerous for 
ne expressly charged with the task but 
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something the clerk could take in his. stride! .. ~ 
Bains, incidentally, 'was the clerk of Kent County 
Council. 

In practice the bias in managerne~t sen·ices 
work in local government has always been towards 
employment matters - not surprisingly when the 
labour intensity of local authority functions is 
examined. In very round figures, local govern­
ment has some two and a half million employe~s 
with an annual pay bill of about £10,000 million. 
At the level of the individual authority, employee 
costs often account for around two-thirds of an­
nual revenue expenditure. lt has followed that 
much of the general effort authorities devote to 
efficiency and cost-sa,·ings campaigns has been 
directed towards ways of reducing manpower and 
of u>ing manpower more cost-effectively. To this 
end, a range of management services techniques 
has been e.pplied. 

Personnel work itself has grown from an estab· 
lishment function. and retains an important estab­
lishment or manpower control base.In the absence 
of the prh·ate sector's commercial criteria for 
determining the scale of operations, and for meas­
uring performance (ie through profit ratios), per­
sonnel officers in local government have had to 
rely on other statistical tools when advising on 
manpower requirements; and on periodic, on-the· 
ground reviews of departments' staffing levels. 
Considerable use is made of staffing ratios or 
yardsticks to determine employee numbers (eg 
0.32 social workers per 1,000 population) and the 
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A Fire .boig:!!.~e 
operations pro":~;: a;t 
example of th~ r::cd fe-r 
an integr.J:d r,..:rsor.ncl 
and m:!r~f~ln~:t: ~~re 
vices appro:!;:h. Th~ 
recent nationt\1 di:;pl.!te 
over th: ineod.uetion of 
a 42 hour week invol..-e.:! 
an emp!oyers• sid.: ob· 
jective of introducin; 
mere cost-efiecti"e 
work sys:ems to offset 
the cost of im~ro .. ·ed 
conditions of service. At 
brigade level, penon::el 
officers ha.,·e th-:.:-efo:e 
need-::d to take full 2.:::­
count of the con­
tribution cianag~:nent 
services ca:t make to the 
design of improved 
work systems. 
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.· active personnel officer ensures that these ratios 
are kept under frequent revision. Ratios based on 
internal factors are easier to evaluate and update 
than very general population-based ratios. In 
Hampshire, for example, formulae have been pro­
duced for colleges of education in which their 
numbers of laboratory technicians are determined 
by indices built up from student hours, and stat­
istical assessments of the technician content of 
different courses of study. 

There is also a growing interest in the use of 
comparative ·staffing data between different auth­
orities, and LAMSAC has developed at least one 
system which is as sophisticated as anything pro­
duced by inter-firm comparison systems in the 
private sector. This system, used to compare non­
manual staffing levels in housing departments, 
categorises the distinguishing features of the work 
of such departments in such a way as to enable any 
individual authority to compare its. staff numbers 
with those other authorities with which it most 
closely compares in terms of housing policies, 
housing stock, geography and so on. 

Another LAMSAC system enables optimum 
staffing levels to be ca!cul:lted for architects' 
departments, and is based on staffing indices 
which are related to classifications of architectur­
al projects by type, size, and stage. Thus a new 
school of a defined contract value, is sho\\ n to 
require so many man-hours of design work, so 
many man-hours of contract supervision ... and 
so on. 

Many staffing yardsticks require the application 
of s.tatistical techniques in their composition: com­
plex analyses such as the LA!'v!SAC studies may 
require computerised processing. The ·link here 
between personnel work in the determination of 
slaffing complements, and management services 
work in the application of appropriate swtistical 
and computer techniques, is obvious. 

The '0' trend 
These links can also be seen m the field of or­
ganisation studies which have thcmsdves evolved· 
from t'tvo sources. Firstly, there has been a steady 
expansion of 0 and l\1 work beyond the corl\·en­
tional detailed study of office work systems, into 
examining how work is structured in organisation~ 
a! terms: a trend, in ot.her words, towards the 0 
rather than the M of organisat.ion and met. hods. 

Secondly, from the personnel end of the spec­
trum, local government reorganisat.ion in 1974 
raised major issues of organisational principle. 
Large departments were hastily stitched together 
as small local authorities were merged, and a soud 
many departmental organisation charts ha\·e lnd 
to be re-cast in the light of operational experience. 
Choices between very different patterns of organ­
isation have had. to be made. 

For example, consider the choice for a large 
County council department such as social services 
or surveyor's between geographical or functional 
patterns of organisation. On a geographical basis, 
the department might be divided into several 
areas, headed by generalis! area managers, respon­
sible for all the department's functions in their 
particular parts oi the county. On a functional 
basis, the department might be divided into spec­
ialist groups (eg care for the elderly, children's 
services, etc.) each headed by a functional man­
ager, responsible on a county-wide basis for all 
those services relevant to the particular function.· 
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Conventional 0 and M techniques do not pro- I: 
vide much assistance in deciding issues of this kind 
relating to top management systems. This is usual­
ly an area more for the chief personnel officer's 
personal attention - not least because the realities 
of a management structure at any particular point 
in time include the varying capabilities and styles 
of individual senior managers, as well as the im­
personal aspects of organisation. As a general­
isation, the management services approach to 
organisation is biased towards systems and posts 
(impersonal roles); and the personnel approach is 
biased towards people and their inter-personal 
relationships. 

In the field of work study, the bias in local 
government has generally been towards incentive 
payment systems. Indeed, one of the main boosts 
to work study was the 1967 NPBI report on man­
ual worker wage levels which pointed to the use of 
incentive payment srst.cms as the most productive 
method of improving t.he very low position local 
government manual workers held in the national 

1 
earnings league table.6 Linked to this, was the 
concern of the mid-1960s for productivity, en­
shrined in George Brown's 'National plan'. Work I 
study applications have been very extensive, with 
some 70 per cent of full-time manual workers on 
work-study based bonus schemes. As early as 1 
1965, the introJuct;on to the report of a natkmaf i 

- . . I r contcrcnce on mnn:tgcmcnt sernces 10 ocal. gO\'- i 
ernment outlined work study applications in a j' 

range of activities including highway construcrion~ . 
catedng, grave-digging and abattoirs, and daimed : 
iha~ "every local government manua,l activity has f 
been smdied in t.he aQgregate of the work which l 
has been completed. " 7 · ' 

\Vhat itd\"anragcs and cHsadvant<lgcs can be ! 
identified from this bias. of n;anagement services J 

work towards employment issues, and from inte- ! 
gr:nion of this work with gener:1l personnel ! 
management? ! 

One obvious drawback of a pre-occupation with ! 
employment is that other potential applka~ions of ! 
management scr\·ices techniques may b.:- nn::x- ' 
plaited. It is not unknown, for example, for there 
to be no real method study input imo the design 
and layout of a refuse transfer or disposal plant., 
leaving the work study unit to come in after the 
plant has begun operating simply in order to carry 
om work measurement as a basis for a bonus 
scheme. Similarly, highways engineers, themselves 
relatively unskilled in planning work methods for, 
say, ·road surfacing operations, may look on the 
role of a work stud)' officer from a central depart­
ment as being solei>· to evolve schemes .10 enable 1 

market rates of pay to be offered. An examination 
of workshop layouts, work methods and se­
quences, scheduling of operations and other 
aspects of many departments' activities will still 
reveal extensive potential areas for the application 
of the method study aspect of work study .. 

In the operational research field, too, there are 
many untapped possibilities for effective use of 
OR techniques. How many fire authorities, for 
example, have undertaken analyses of the opti­
mum locations of their fire stations by the use of 
mathematical models? Yet the decision factors 
involved - dist.ance, time of journey to a fire, 
degree of risk, the confidence factor, and so on -
are ideally suited to complex statistical analysis. 

A constructive response to this type of situation 
may lie in the second, and less debated, proposal 

1
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ins .. th,at .work study (and by implication, 
r man:;gerncnt services) should be decen· 
d. Local government work study staff do 
tcr.dency.te cling together at the cenire, and 
departments the impression that their main 

n is the· defence of the sanctity of the 
al 'code of guiding principles', the bible 
ing the design, introduction and mainten· 
f bonus schemes. In an authority of any 
central unit to monitor and audit bonus 

e performance, to provide internal consult· 
method study, and to ensure a high level of 

tence in work study techniques, is certainly 
ssity. But this need not imply that no-one 
allowed to exercise work study skills. 
artments concerned with major physical 

house building, road maintenance, refuse 
ion and disposal - may well benefit from 
nc)s of management services resources of 
wn. Firstly, all supervisors and managers 
responsibility for planning and controlling 
ystems need a good basic, working know­
f method study and work scheduling prin­
The foreman on a building site who uses 
method study every day - in deciding 

to stack the bricks, how many men to put 
n~rcte pour - can make as big a contiibu­
site productivity as any visiting work study 
. iVJany Of the basic m:n•agcracnr SCr\'kCS 
nd approadJCs need decanting - demysti· 
too - to the line supervisors. 
ndly, the day-to·day management of bonus 
S, their on-going adjustment nnd up-dating, 
undertaken by departmental, rather than 

, work study staff. The fear that such staff 
isolatc.!t.l, misunderstood. ''leant on" to 
bonus values by unsympathetic depart· 
mana£crS, is real - unless these managCrs 
t trained to think in method study terms, 
there is no central unit with auditing pow­
ven these pre-requisites, however, manage­
en·ices can be built into the management 
eh at dep~rtmentallc,·el, and departmental 
tudy staff can begin to opcrat:: in a con­
·e atmosph~re very difierent from the 

- or at worst, obstruction - which the 
, centrally-based work study officer so 
xpericnces. 

Incompatibility 
between the functions 

se integration of personnel and manage­
rvices carries some dangers, the separation 
two functions in a labour-intensive sector 
disadvantages of other kinds. The most 
can be an incompatibility of approach 

n the two functions. At its most extreme 
vo rigidly separate units two diametrically 
d approaches to employment philosophy 
lve. The personnel side may be cncourag· 
development of participative management, 
um devolved responsibility, job enlarge­
f\,1anagcmcnt services, however, may be 
g maximum productivity through detailed 

1 of work, highly prescribed work systems, 
c supervision, and an over-riding emphasis 
quantifiable. 
c can be clashes of operational policy, too. 
rsoanel unit may senerally follow a prin· 
f discouraging departments from taking on 
rial responsibilities for new functions 

require skills more readily available in the 
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private sector. Staff catering for a new office com­
plex might provide an example, with the personnel 
unit leaning towards the use of commercial cater· 
ers. An independent management services unit, 
taking a strictly analytical ,·iew of costs, might 
take the opposite view - that it is cheaper for the 
department concerned to manage its own catering. 
This difference of views might be wholly legiti· 
mate, but the credibility of the two functions is 
not enhanced by them giving diametrically oppos· 
ed advice. What is required is a framework of 
policy which will indicate which factors should 
take precedence in determining the choice of alter­
native actions. 

Differences may _also emerge in the field of 
organisation studies. The review of organisation 
studies which is rooted· in conventional 0 and l\f 
will usually have a basically Wcberian approach. 
That is, it will have as its ideal a hierarchical 
structure of defined, impersonal job roles, with 
clear lines of authority and no ambiguity of 
function - in short, a rational bureaucracy. Some 
might go further and endorse Urwick's detailed 
prescriptive approach, eg that no manager should 
supen·ise more than six subordinates whose work 
interlocks. Now it mar well be the case that for 
many local government tasks a rational bureau­
cracy is the most eft"ective organisational machine 
yet hvented. But the world has moved on ~incc 
Urwick. and alternative approaches to organis­
ation have emerged. In industry, the closer link 
between management services and . production 
functions has resulted in more attention being 
paid to the systems approach. The decision-action­
feedback cycle is a basica!ly engine>!ring concept. 
:\fany other approaches have been more in the 
personnel field, being biased towards sociological 
concepts, and do not seem to have made much 
impact in the management services field. The 
whole OD literature appears to have attracted 
much more attention in the personnel manage­
ment press than in m4inagement services journais. 
Eliot! Jacques' latest work, which combines a 
socin.logi.:a1 '"·ith a statb:icai 'lpproach. ha:- been 
met with silence from each c2.mp when potentiaiiy 
it is of interest and relevance to both - an illus· 
tration, perhaps, of the d~mgers of categorisation.~ 

Four main conclusions might be drawn from 
this local government ev.perie~ce: 
1. That personnel management can improve its 
contribution to organisational effectiveness by 
understanding, accepting and utilising the more 
precisely disciplined methods of analysis and 
quantifkation provided by management services 
techniques; 
2. That the effectiveness of management services 
applications can be rabcd by their integral in­
clusion of the social and psychological consider· 
ations which the personnel manager can provide; 
3. That these mutual benefits are more readily 
achieved through organisational integration than 
through Bains' :>.partheid - provided that the 
majority of management services applications lie 
within the broad area of employment matters; 
and, finally, 
4. That the most complete exploitation of the 
potential of management. services - particularly 
beyond the employment field - may be best 
achieved Ofganisationally by the decentralisation 
of at least part of the expertise involved to depart· 
mental line managers - under the general func­
tional guidance of a central unit. 0 
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JOYCE LONG 
Institute of Local Government Studies, 
University of Birmingha'/11 

Management ·services and the Efficient 
Use of Resour.~es-Report on a 
Workshop 
During the aftermath of l.ocal government reorganisation' consid~rable 

• attention was, inevitably,'directed towards the problems of amalgamating 
often very dissimilar aut.h!Jrities, the policies of the riew authorities and 
the functioning of new ·management systems. In addition, because of 
public expenditure cuts.:iocal authorities had to concentrate on those 
economies that could be1 introduc~d at short notice. 

Increasing emphasis is.now being placed directly and specifically on the 
efficit~nt use of resources'~ Since management st:rviccs units can make an 
important contribution tJ the efficient use of resources, a workshop for 
management services off(eers was held at the Institute of Local Govern­

. mcnt Studies in June 197,~. Discussions took place b~h\o·cen management 
services officas, an assistant town clerk with special rcspor.sitlility for 
management services, a representative of LA~1SAC and staff from tlw 
Institute of Local Gove~!'ment Studies and the Centre for Url:>an and 
Regional Studies. The purpose of the workshop was twofold: to compare 
contributions to c:fficiency that different management services units arc 
already making. ami to c'xplort! the ways in which manngcment services 
staff c:m make a greater tontrihution to efficiency in the future. The day's 
proceedings consisted for the most part of short talks followed by group 
discussions. 

Tin~ l•ounc .. ,t. co:-.;rEXT 

Summary of Jmroductioni?Y F.J. C. Amos (lnstituteof Locirl Go•·emmenr 
Swdies) 
There arc a number of influences, both external to local government and 
internally, which have coooributed to the growing interest during the last 
decade in 'value for mon~y·. Firstly, innovations in such Authorities as 
Newcastle, Coventry a nu! Liverpool aroused interest in new systems of 
management andp partir.u~1rJy, in the concc:pt or corporate management 
with its emphasis on <effectiveness and efficiency'. The period of 
experimentation was fnll<Jwed by a period of economic restraint when 
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efficiency became even more importanl. since pn:s.;;.urcs to cur cxpcnc..fi­
ture were accompanied by a rising demand for scrvict!s and rapidly rising 
costs. During the last few years accountability to the public for the 
efficiency of services has become: more of an issue. mainly because of 
rapidly rising le\"ols of rates but also because of public discontent. rightly 
or wrongly,. with some local authority activitit!s. As local amhoritks ha\·.e 
adopted new rotes they h:.1ve. themselves. discovcrt!d incrt:"asing: needs for 
inforrtw.tion about the alioc<ltion of resrtu;ces. Livt:rpoors lnn::r Art.!a 
Study. for instance. showed that it was difficult to find out how much 
expenditure was being allocated to ~1ny particulnr geogrnphical arca. 

f\1oreover, ~t is not just the financial aspects of management that nre 
relevant. Efficiency in non-monetary terms is also important. lnJeed 
some local authorities arc looking systematically at their administrati\·c: 
procedurt:s~ possibly under the aegis of the performuncl.! review commit­
tee and/or through proc~durcs for m:magement audit. There is also the 
possibility that maladministration m;ty kad to a case being n:fcrrcd to the 
Local OmhudSman. Other cxtc:rnal pn:ssun:s on Inca! government 
include the ivlanpower Watch. carried out t>y LA CSA B. and reports t>y 
the District Auditor. A more recent c,k\'clopmert is the:· emphasis Piacl!d 
by central government on vafue for money and on tht: need for an 
independent institution to comment on audit mattersl. 

I.t must be recognised that it will he necessary to overcome certain 
obstacles if efficiency is to be increased. No doubt with the best of 
intentions profesSional groups usually want the best service rather than 
.the most economical service. Some staff press for larger dcpanmenrs 
knowing that this will mean more senior posts. Inter-committee and 
inter-dcpartment:JI jealousies Tt.'Sult in t.kmands for a ·proper" share,!' of 
the budget. In spite of these obstacks. m:~nagcment in locJI g.on;rnmcnt 
is likely to he concerned increasingly with ~fficiency, cffccti\·cnt::'s and 
value for money. 

THE I~IPACl" OF ORGA!S"ISATIO~ STRlTfl."RES A~[) PKOC"FSSF.S 0~ f.I"FlCIE:"CY 

Summary of Introduction by Professor C. R. llining' (/rlSiiWte of Local 
Go>-rrnmenr Swdies) 
Management services staff are oftc:n involvt:-d in minor :t!'pt:cts of org.nn~ 
isational change but they should he in,·olved to a greater extent with the 
way in which whole departments are organir;cd. A pan from anything clst:. 
there is often a ripple effect.since, if th·e work of one particular category of 
workers is chtmged, this frequently impinges on other workers. ~Janagc~ 
ment is concerned with (i) allocating \\ork, {ii) allocating deci5ion­
making capacity. (iii) systems of communications. Local authorities are 
concerned with communications between committt:l!s and· department-; 
and with communications insi<.!e <kpartments. ;'\lanag.cmcnt services staff 
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should examine: each of thc~c three organisational fcaturc:s to detc:rmine 
htlw far they an.: l~OntriOuting to. or detracting from. efficiency and 
cft\:cti,·cncs:;. 

Looking at a who!~ dep3rtm~nt is more difficult than examining par­
ticular occupatilm~ll groups. The: sheer size of most departments prest!nts 
pn.lblcms tu a management scr\'i~cs unit. ~1orcover. a unit ha$ to take 
account of th!o! fact that the appn1priatc organisatk>n for a departmc:nt 
t.lt.•pcnds on its s.:~1k . .-\not her prl'bkm is that there is sometimes U:lcer­
tainty about ohjcctivcs whkh n11.:an..; that it is difficult to specify the exact 
nature of certain work. hkas difkr. for cxampk. about the propt:r 
objocti,·cs fur the staff of old pc<>pk's hom~s. But this does not mean that 
it is necessary h..l ahandon all idcas of c\·aluating effickncy. A major 
problem is that tht.'n.· is often no single: pcrson in a lo~al authority who has 
rcsponsibility for r~\'ic:wing cffickncy. In Professor Hining·s opinion. it 
wuu!J. tht!refor~. h~ usc:ful for the Discussion Groups to consider tb::­
proOlcms of loo_king at whole dt!p~trtmcnts. '~s distinct from certain sec­
tions or oc~o:upational groups. 

DISCVSSIOS GROL'PS: Df:.!>AkTMESTA.l RE\'IE'.VS 

!\1unagemc~t sen·ices office.rs emphasised the sa\'ings that could often bt!' 
made by taking an o,·erall view of the whole local authority. To wke a 
simple example. u department in one authority was ha\'ing h~dding 
launderctl by a private firm when th.:re was spare capacity at the author­
ity's own laundry. S"veral units hat! been asked to c3rry out reviews of 
whole depai-tmc:nrs or substantial sections, including certain organisa­
tiomtl rc\'icws following the amalgamation of authorities in 1974. One 
unit for example. was engaged in a revie\V of a Social Scf\·iccs Depart­
ment which would take two years and in\·oh·e dose study of detailed 
aspects of the Dc:partmcnt"s work. !\1anagemcnt services staff prefer to be 
·called in" to a department rather than to be ·sent in·. since relarionships 
with the staff of the department are then so much ·easier but, unfortu­
nately, those departments most in need of help are often the ones least 
likely to ask for it. 

\Vhen _reviewing a whole department it is necessary, in the opinion of 
~n~ .. management services officer, to ~I ish a framework within which a 
new organisational structure can be developed. This framework should 
be established firstly by examining the councirs policy concerning the 
objectives of a department and, if necessary, asking fo1. clarification. 
Secondly, it is important to have discussions with the chief officer of th" 
department about his, or her, philosophy concerning the functions of the 
department. 

Some. participants emphasised the difficulties in getting reports 
accepted and impkmcnted, but others ha,·~ devised approaches \\ h;ch 
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they have found to be succe~sful in overcoming opposition. In one author­
ity, for instance, project groups which included representatives of the 
departmenl under review were proving very successful in securing an 
exchange of ideas, and thus ensuring that final reports are worbbk and 
acceptable to the departments concerned. Each project group usually 
consists of the chief officer (or his representative), a line man2ger and a 
management services officer; representatives of the treasurer's <.kpart­
ment and individual officers from the department under re,·iew aro 
eo-opted as necessary.lndustrial democracy in local governm<nt could 
mean that project groups would include rank and file workers. not on a 
eo-opted basi~ but as permanent members of project teams. 

As trade unions can prevent the implementation of a report, manage­
ment services units consult frequently with permanent trade union offi­
cials and with other trade union representatives. One officer claimed that 
a firm, 'no nonse~se· approach and frequent informal consultations with 
trade union representatives had been successful in facilitating change and 
preventing the wasteful deployment of employees. The policy of many 
local authorities is that there should be no enforced redundancy and that 
salaries should be protected, but employees naturally resist transfers to 
lower grades of jobs. and staff turnover does not always avert the prob­
lem. The varied experiences of different management services officers 
made it plain that trade union reactions to proposed changes vary from 
one particular union to another, and from one local authority to another. 
Each. management services unit should. therefore. it was suggested, 
devise its own method of securing trade union acceptance of any pro?OS­
als. The sugge~tion of one man2gernent services officer that thi.! need for 
consultation \virh trade union representatives is a strong etrgumcnt for 
management services units being in the sJme department as rhc person­
nel function did not meet with univcrs~l apprLwal! 

Considerable attention should be paid, it was pointed out, tot he way in 
which propo~~tls for reform arc pr~sentcd initiaiJy ro management groups 
of officers and subsequently to committees of members. The status of the 
management services unit within the Authority affects the se ·iousncss 
with which its advice is trc~lteU. ~JanJgemcnt systems. relationships bet­
wc~n members and officers. and relations bt:twecn the mcmh~rs them· 
selves vary so much that each m~magemem service-s unit must tkrc rmi ne 
its own approach. One officer suggested that it is important to produce 
different. kinds of reports for diffen:nt groups. including a detaikJ rt:pon 
for the <kp3nmcnt unda review. a briefcr report for the man:1gcmt:"nt 
team and a ,·cry short report forth'-' elected mt:mbc:rs. One! unit ~tchkvcd 
a high degree of success by arranging a ·show· consi"sting of slit.!~.:". diag­
rams displ:J.)eJ on posrers and talks hy prnject h:a.m memb<.·rs. 
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PROHl.E~1S Of ).IF..·\Sl:RISG EfFICJCSC.:Y AS I> EHF.CTl\"ESESS 

Summary of Introduction by S. A. Rogers (lmrirure of Local Go•·ernmenr 
Swdies) • 
There are arguments for, and against. the measurement of performance. 
In support of performance measurement it is usually argued that: 

(i) the improvement of cffickncy depertds on having effective con· 
trol of an organisation: 

(ii) to control an organisation considtrable information is needed 
about what the organisation is. and is not, doing; 

(iii) adequate information in this context, requires that inputs and 
outputs, and the impact of se,viccs on the community should be 
measured. 

Therefore, it is often assumed that the quest for greater efficiency must 
be the quest for more an~ better measurement, However. it is by no 
means certain that these arguments are correct. There are several pro b .. 
!ems connected with the measurement of efficiency and effectiveness: 

(i) Sometimes measurements. especially the techniques of measure· 
ment.can become ends in themselves and can be so ebborate that 
understanding tht: techniques and the rrsults is restricted· to cer­
tain specialists. The measurements produce an illusion of rational­
ity and. therefore, of security since it is assumed that because 
something is measured it is under control. :vr~nagers sometimes 
think that they have done enough when they have measured 
performance. 

(ii) Performance measures are often of limited usefulness. Because it 
is difficult to find appropriate me~surcs of c~nain inputs or out­
puts. somt: measures purport to measure aspects of a service that 
are not in fa~t measurable. Certain mathemn.tical procedures are 
specious or clearly incorrect. Also it may not be pos!'ibte to 
implement the results of, for example. complex exercises in net· 
work analysis. 

(iii} l\Icasurement tends to dri,·e out the immeasurable. Firstly. an 
emphasis on neasurement can result i'l attention being concen· 
trated on those local authority activities that c3n be measured and 
a tendency to neglect activities that are immeasurab~e. Secondly. 
this emphasis on measurement focuses attention on the quantities 
of inputs and outputs rather than on their quality. 

(iv) The carrying out of measurements can itsdf affect the work done 
with the result that the mcasun:mems do not refer to normal work 
patterns. The effects of the actual pruccss of measurement may be 
expected and d~sired. expected anJ undesired. unexpected and 
desired. or unexpected and mH.Iesired~ 

(\·) Does me .. surement, in practic~. Pfl'duce heneficial changes and· 
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bl!tter control? It is t.loubtful h,1w far mc~ls.urcm\!nt does impro,·c 
performance. Management texts and research papers describe 
numerous cases wh~rt! the introduc.tion of measurement hns not 
led to any improvements being made. Current practice tends to 
make a clear distinction between 'the measurers' and 'tho meas­
ured' and between 'the controllers' and 'the controlled'. There are 
possibilities of more co-operation between the two groups. with 
an increasing emphasis being placed on self-control as opposed to 
external constraints. ~·fcasurt!ment \\.'Ould still be rdevant. but as a 
means of assisting self-control rather than as a tool used by the 
contwllcrs. 

OfSCL'SSIO!'o: GROt:PS: Tl-iE ~lEASL:RE~IEST OF f.HICIE!'o:CY A~O EH'ECTI\·f.;o.;ESS 

~lany management serviees .. officers recognised the limitation of meas­
urement techniques but expressed the view that they could sometimes be 
useful. For example, inefficiencies and waste are sometimes quite obvi­
ous to the line managers concerned. but they do nothing ahout th.:m 
because change would create problems. In such circumstances measure-

. ment can be a means of drawing attention to inefficiencies arid persuading 
the line managers to take action. (The need for project teams consisting 
of both staff from the department concerned and of management servk·es 
officers, plus any other necessary staff, was again emphasis~d.) Furth~r­
more. certain management services officers claimed that the greatest 
inefficiencies tend to be in those departments where output cannot be 
measured.· Difficulties have been cxperit:rict!d in the use oi statistics. 
because .of the tendency of some senior officers to emphasise tho::.~ 
figures that supported the policy of the Authority and to ignore ihose that 
might be seen to reflect poorly on th(! Authority·s performan..:c. Sc\·eral 
management services officers quoted exampl~s of rerformance nh.:::tsur;:s 
which they regarded as satisfactory, but they again emphasis~.:d tht: dif­
ficulties of introducing the changes which their stullies have shown would 
increase efficiency, even when it W<iS clear tlwt there was a gross \\·astt! of 
resources. 

!\fcas.uicment techniques shm.ld be seen in perspective sim .. ·e certain 
<.~hvious sources of inefficiency can be re\"ealed by straightforward obser­
\'ation. For example. management scn·ices units should collect informa­
tion at an early stage about expenditure programmes so that Lhey arc a hi~ 
to forestall the duplication of equipment. If accoun.ts are insufficiently 
detailed they should ask departments ahout the Yehicles and other 
equipment thut they intend to buy. Otherwise excess equipmt!nt is some­
times bought. foiiO\'~o'ed hy tradl! union pressures to ·man~ the.• ~urplus 
equipment. so heaping one type of wasted <'Xpenditure on another. Other 
sources of inefficit:ncy are. several officers ht:lit•ved. the .highly hit:rarchi-
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cal structure of many local authority ucparlmoniS and lack of adequate 
delegation. . 

TltF. I~IPI.E~IF.:\T.-\TIO:\ OF A R,\TIO:-o:At. Ari'ROACH 

Summary of lmroduction by D. A. E. Lawrence, Assistant Town Clt!rk, 
London Borough of Ealing 
Since people are a-rational th~ implementation of managc:ment services 
reviews often meets with either acth·c or passh·e opposition. As 
M.achiavelli wrote 'There is nothing more difficult to take in hand. more 
perilous to c<>nduct, or more uncertain in its success than to take the lead 
in the introduction of a new order of \hings, b"cause the inno,·ator has for 
enemies all those who have done wdl under the old conditions, and 
lukewarm defenders in those who may do well under the new'. 

In the search for improved efficiency and effectiveness several solu­
tions to problems should be examined; it may not be possible to select the 
ideal solutions because of likely obstacks to their implementation. 
Moreover. it may be wisest to opt for a policy of incrementalism rather 
than radical solutions that are likely to meet strong opposition. It is 
prefcrabft.: to introduce gradual improvements rather than no impro\·e­
mcnt> at all. especially since implementiHiou is psychologically imponant 
to the future work of management services officers. The following arc 
important stages in the process of implementation: 

(i) It is necessary to prepare indi"idual clients at all le,·els for the 
recommendations in a report hy~ for example. suitable ·teaks". 

(ii) Each report should be ·argued through' with th·c recipients so that 
any misunderstandings can be avoided. 

(iii) In presenting a report to Committ~c the management services. or 
other appropriate officer shcwld set out with the idea of securing 
acceptance of the report. (As mentioned above. a report should 
already han~ been designed so as to make success possible.) 

(i\') !'.lanagements scrl'iccs units should co-operate with the chief 
officer of the department concerned in implementing the r~port. 
Otherwise line manager~ may discard id>!as if difficulties arise 
although the lattt:.r could. with \(lnl~ effort. bt: O\ ercome. Also it is 
l1sr:ful c.xp~rience for manag.cmt:nt services staff to see ut first 
hand the difficulties that arise in impkmenting. recommenda:ions. 

{\') At six monthly intc:rvals any departments or sections where 
changes ha\·e been introduc~d should be monitored to set: 
wh~th~r thlt!re has heen any 'drift" from the recomml!ndation::; and. 
if ·so. thl! reasons for thi~. 

(\"i) Then.· ~lwuld be feedi:lack to Ct_>mmittee concerning thl! pn'~g.ress 
made \s.·ith implementation. 
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DISCt:SSIOS GROL'PS: THE I~IPI.F.~IF.="T .. \TfOS OF A R,\Tl0~•\1 .\l'l';t0ACJI 

A common view was that a purely rational approach hy m;magement 
services units is inappropriate. In most Amhorities, even the most care­
fully prepared review will not necessarily be accepted hy elected mem­
bers and senior management purely on the basis of the report's self­
evident rationality. Key issues in deciding whether a rc·port is accepted 
are responsibility for the management services. unit, the managerial styk 
of the chief executive, town clerk or other senior o.fficcr. :and his ~·orking 
relationship with the head of the management services unit. Moreover. as 
different groups of ~taff and individuals have different ohjectives, 
recommend>kions which may be wholly rational from the pnint of view of 
the management services unit may not be accepted as >Uch hy the staff 
concerned. Therefore, management services officers mu.'t he prepared to 
allow for political, professional and personnel constraints upon their 
work. They must demonstrate the importance of their work within the 
framework of those constraints. 

Several speakers stressed that they always involve the people con­
cerned9 or their representatives, when preparing rcpons. There was 
considerable discussion of the importance of consul tin!! with the trade 
unions whilst a report is being prepared and of floating ide:.s possibly 18 
months before a report is published. as this gives the unions time to get 
used to an idea. It was emphasised that consultation should he an inter­
change of views and no~ a matter of telling a trade union nr :1 group of staff 
about future plans. - · 

The secondment of management services officers rn individual 
departments for work on the implementation of reports w:os discu;scd at 
some length. Whilst this was regarded as helpful. it was pointed out that it 
could absorb a good deal of staff time and it could be difficult to remove 
management services officers from· departments as they tended to 
become highly involved, even ohsessed, with the prnhlcms of one 
department. However. this capacity to get involved in departments has 
also proved useful on occ:.tsions when management s::rviccs officcis ha\'e 
stepped in temporarily to run very successfully such pl:occs as. Leisure 
Centres. Such demonstrations of their capacity have been very good for 
relationships between management services units and other parts of 
Authorities. The limited career prospects for the man:ogcment services 
officers who· are now gaining hroad experience present problems. Local 
authorities would benefit if some of these officers could move into more 
responsible positions. 
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A~ EXA)IJSAfJO~ Of Tllf. )1.·\~AGEMF.:" r SI:RVICES fC:"CliO~ 

Summary ofPro.ft·ssor John Sre..-art"s ralkJhmiwre of Local Gm·emment 
Swdies) · 
There are a number of questions which should be discussed in the near 
foture. \Vhat is a management services officer? His role is not to be 
primarily a defender of the rational :tpproach. The most difficult task in 
an organisation is to think of new alternatives from which to select the 
preferred methods of reaching desired objectives. These new alternati,·es 
are the result of intuition. Subsequently, rational analysis can be used to 
select the best alternative. 

How should management services pfficers be trained? They have to 
handle not only quantitative data but also soft data such as the attitudes of 
individual employees and of trade unions to proposed changes. Their 
training should renect· these. two ·as~ts of their responsibilities. 
~1orcover, new po[ential career patterns for management services offic~ 
ers are emerging. Formerly, the senior officers in local government were 
professionals, in the sense of having qualifications in traditional aspects 
of local authority administration. But recently such people as a personnel 
officer, an al'ditor and a corporate planner have been appointed as chief 
executives. People are proceeding by leaps rathertha·n by steady promo­
tion up the professional ladder. The training of management services 
officers should take intt) account these new career opportunities. 

How shou.ld the management services function be organised'? .\!any 
local authorities have three units. or sections. th~H provide services to 
management including .. apart from management services proper. such 
functions as rcst!;trch and intelligence::. internal audit. and information 
units etc. The G LC has c9 such units. Is it desirabk that the management 
scn·iccs function shoulc..J be as fra~mcnted as ir b in many local 
authorities? 

\\'hat is the rofc of management scr\·iccs in relation to the councillor? 
·~!any councillors are looking for a weapon "hich will enable them to 
challenge the officers. But it is significant that tht!' title is mtmagement 
!St.'n·h.:es am.J not mcmb£•rs' services. 

During the next eight years or so local govt!'rnm.:nt will he facing new 
is~ucs. many being external to local g<n\:rnmt:rit. which will affect the 
management of local authoritio::s and h.:ncc the work of management 
s~n·i~t:s officers. Population projections suggest that Britain·s total popu~ 
latinn is likely to b" stable or declining.thatthc number ofschool children 
in many age groups is certain to decline over rhis period. and that the 
numh~r of old people is certain to incre:""· This will affect the work of 
management services units since it will tnl!~m thut the redeploym~nt of 
te~u:ht:-rs. social workers and other ernplnyccs wi11 he under discussion. 

In thL>ir work management services nffic!.!rs will also have to take into 

Local Gmw11m~11t Srudies: October /978 (89] 
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account the three· million p..:upk in cthnit: minorities. Administrative 
. procedures should be designed in such a way that there is no racial 
discrimination. and sometimes special arrangements which respect the 
custom5 of racial minorities arc necessary. For example. it is not always 
helpful to ask whether a person is married. 

Unemployment amongst young pe<•plc is likely to be an important 
factor during the next eight years or so. The population available for work 
will increase by about2 \1> millions. Pot~ntially this could help to solve the 
problem of the growing number of old peopk who have to be supported 
by the community, but it is doubtful whether there will be work available 
for all these e,,tra people. The lack of jobs is being tackled at present by a 
'mishmash' of job creation schemes and early retirement. The whole 
pattern of management in local·government is likely to be affected by 
efforts to provide jobs for those most in need. Local authorities have a. 
special responsibility in those parts of the country where they employ a 
.significant proportion of the population. 

Other influences on the future management of local government can be 
cited. Pressure for public involvement in decision-making is likely to 
affect management ~tructures and the proces; of decision-making. The 
desire of employees for a greater say in the decisions that affect their 
working lives is likely to affect both the general style of management and 
the conduct of industrial relations. The ne~ds of the inn~r cities will affect 
the allocation of resources. For c:xamp!c .. local authorities may con$ider 
that there is 4 uniform provision of scrvict:s throughout their area but. on 
investigation. it may he found that the inner cities nrc making proportion­
atdy fewer demands on available rcsourct.:s. ;\:ew and recent legblation. 
such as the Health and Safety r\ct. can be expected to affect l>oth the way 
in which jo~s arc carried out and the balunc:: of power within a local 
authority. · 

OL"TCO,.tE Of TilE WORt\SliCW 

The workshop WilS intcmh:d to explore the prcs~nt and future role ot 
management services units in rcJation to the ~fficiency and cfft:ctin!nC'..;s 
of local authorities. lt showed that the work of management ~en·icc~ units 
is expanding. They are becoming ii1vnh ed increasingly with the review of 
whole departments instead of simply with rt.~vicws of certain s~~tit.lns or 
occupations; they are working with chief officers and otht:r ~taff. at all 
k-\'ds. in project h:ams: tht:y arc <.~onc~rnt:d increasingly with the: human 
prohkm~ of change: and they an.: t.'ft~n in\'oh·cd directly in th~ a ... ·ttt~ll 
implcmcniatiun of new management systems. Apart from these ;!!re.<h.1~· 
<..liscernihle developments then: ma~ he a tr~nd tcnvards the-amal~amation 
of the various units. induding management ser\'iccs. whi~h can as"'i't hoth . 
(90) 1\'orh/zop Rt•t•orr- Efjicit•lll Use ofRe.wun·•·s 
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m~mhcrs and offic~rs to ueploy rc:sourcc> more cffecth·ely and effi­
ciently. 

l'•lanagement services officer< ncc:d n;orc than a rational approach and 
a knowledge of statistical and oth~r techniques. They require intuition if 
they are to be able tn devise alternative methods of r~aching objectives. 
and powers of juugemcnt if they arc to be able to evaluate the immeasur­
able factors in a problem. They also need the ability to work with staff at 
all levels anu to appreciate the point of view of electcu members. ;\!an­
llgement services will be able to assist both elected members and senior 
officers in the struggle for greater efficiency that is likely to he a preoccu­
pation of local government during tbe next decade. J:-;LOGOV intends 
to explore in a series of seminars, further aspects of the drive towards 
greater efficiency and effectiveness. . ....... . 

:-;OTES A:O.:D REFERE:"Cf.S 

I. Local gO\·ernmcnt reorganisation t(lOk 

place in London in 1965. in other parts 
of England and in Wales in 197-J and in 
Scotland in 1975. 

2 . .E:ffid~ncy i'i a mc:-asurc of the relation­
ship hl!twcen th.: amount fl{ n:."llurcc'\ 

used and the:- \ ofume '>f ~crvkc pw-

\"idcd. Effccri\enc~s i~ .. mea sun: 0f the 
impact of a s-:nice on a community. 

3. Green Paper. l.oce~l Gm·t>rmr.c>m 
f'inanu. H~1SO. J977. CmnJ. 6SI3. 
Con!iultatil,n Papc:r Cnmraratit·~ tmd 
other n1l"c fi)r mo11i')- Jtrtdi~·s. Dc:-part­
ment of tht:' Em:ironm.:nt. Aug. "77. 
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DECEMBER 1972 l'HESCOP£ Z49 

Personnel ~I:magenwnt in toeal Gorernment 
Proji.·.tsor ]. D. S1"EI.f'ART, Ass~'.:iut~· lJirat\''· 1.\"l.OGOl'~ JJimlit:,:;lwrt 

Uuivusity. 

I have spoken to this section in prc\·ious yc:trs on nuH.t;•J:mr..·nt tedmit}Ut:i 
:md on programme budgeting. It is plco1s:mt and stimubtill;!: w t,c spc::tkiug n:1 
3 new sul~cct - the pcrsonnd timctiun. 

It is n-ot a scp:tratc subject. New m.m.1r:cmrnt tL·c:lmiqth .. 'S will JK"~t he us::d 
to thdr full or programme b:h.{~c-ting: dcn:J,,p~·\1 1.mk:ss loc;al govcrm:lt:nt 
shows a new appreciation of the p~.·rsonnd flln::tion. · 

For in the full perspective of lll:l.n:tgt·mcnt in lt~c.tl ~<''lvcrmrlr..'llt there i'i 110 

function so under-rated :tnd so unJa-rL-cognist•d :.s th.: l'•.:r't'lllh.:l fum.::ti\la. 
This is symbolised by the wit! ~mJ sr:~tm g:i\'l'll in ul:lny .wdl,,l·itics In tl1~ 
n:::m.:st equivalent to the p::rsound lll:tll,l~t·r - tl) the cstJ.Lii:.lmH.'Ut l'>tl~ca. 
I stress S)'mboliscd, bcc;msc the pcrs.mnd funt:tion c:atmot h.: carricJ ol.it 
by any cc-mral dcparrmc-nt - c:111 it :m l"st:thli"'hm:.·nt (i~..·p.,rrmt·u: ••r :1 
personnel dcp;utm~nt. Pcrsonud lli:ln;l~(.·mcnt is t!:c r~.:!>p,,:,~!Liluy of th:! 
nunlgt·r. A pcrsonnd d~..·p.trtll1cnt pmdJt·s .1 f.Kt:s r•f .!ICI..'!I::.llt ~ml t•:-:pt·:ti.;c. 
It cmnot, itself. be rcspLmsiblc fur pnsl,llnd IIU!i.lt~~wl'nt. i\:.:\\'rr:1d:s~ dJc 
symb,1l :is there-. The recognitillll givl'll ttl pc:rs<•m:d m.liJ :g~.·m:.·ut iu tlu: 
org:lnisJ.ti<.m rctlc:cts the nccJ fdt f~,r such l f,lct:~ ,,f ;\a._·mi~..l:l and 
cxpt.·rtise. 

Th:l.t rccognidvn is J.bscnt in loCll ~lWt:rnmrnt. In t1hl nu::;; :lutfti.'riti._--s rhc 
fm11.:tion of[hc cst.lbli.slunent otli,cr "is r"'~strit:tl'l,.l- in S•l:l:c ·t·• n11:rc 1'\.·n~r~t 
keeping. The St.ltUS :l.S lllC.lmrcJ by the !urd (l'.St u( sr.t-.Eu~ rdl.·cts th:lt 
restriction on fm1ctiou. 

~hn:l~t'_Lucnt in loc.1l gtlvcrnmcnt !J.ls s~..·en no nc..:tl Ctl !'i\·c n:l.'u;.;nition r., the 
pcrsonn~l function. •' • 

J>crh.tp:i this h:ts been bcC.lUSC JoJc:tl gO\"CrlllllC!It h:~.s I\1~[ SCCt! itS (.hk .lS 

govcm:ucnt of an area responding to the cll:mg:n~ llt':.·th .:tth.l rruhlcms 
of that :.rea, requiring co:1tinuiug pcrs ... ,mtd dc..-~o:!{lpm ... ·ut. llu: ~,crsoimd 
functiott is not recu~niscd and pCrs~..lnnd m:m;~gcti~:.;·ur assmncd uot to be 
required. 

Profcssion:llism is as">tttllcd to rcpl:tcc tl1c Jtced t~~r :my rccngnition of tl!c 
personnel fimction. For prof::s.ihm:t1ism - and prct:.-ssion::r.lism in a 
rcbtivdr stJtic fvrm - is tno oft:.·n )t'en :rs fl'llltl\'in~ tl~~..· Jw .. :cs)it\· f.->r :ui 
.,ctivc personnel pvlicy. Proft·3sion::r.lis:n pbccs rdi.mt.:t. lln t-!,~· pn;f..-s.)ion::l 
lop1cics and prof.:ssion:tl st:m&uJs which co.n obscure: real r.:r>Onncl 
probbns. 
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Profession:1lism tends to be sutic. Traditionally professionalism bys a bJsc: 
hut it is a bJ.se that is laid at th~ s!:art of a c:treer. It m:~.kes no allowance for the 
changes thJ.t will take pbcc throughout the career as a m~n gains s::niorirr. 
It m:1kes no atlowance foo rh:: ch:mg~s rh:1t ·w:Jl ukc p!.1cc as r!mcs char.ge. 
It is ridiCulous that w;: rdy so h.:lvHr upon a basc-trJining \Vhich in some 
professions is likely to be outdated 10 years after <]tlJlif1cation. Son:.e. 
professions for which \ve are now training should perh:tps dis:appcar if rhe self­
sustaining force: of the professional associ:1tion wodd .allow them. 

Professionalism has contributed much to lool government :and will 
contribute more if it is n:cogr.iscd that there are other :md , ... ·idcr bases 
for a personnel policy. The professional can no mo:c rc!y on professionalism 
:done dun the non-professlonal. 

For underlying the ne<d for a new approach to personnel policies is change. 
Change nor within r.~e local authority - for that is secondary - but 
ch:mge outside the authority. Change within n!ust be seen 3S a respo;J.sc 
to dunge wich.out. · 

The probJems facing a local ·authority change. The activit~::s Co not 
necessarily change at the sJme rate. The local au:hority exis~s to provid.: ccrtlin 
activities and those activities can casil)· bccol'!le objcc:ives in th~r..sdv~s. 
But in the final resort those activides are undertaken bcca•.!se of problems 
in the.cn\·ironment. Problems and needs change. Transpon probi::ms; l:~alth 
problems; leisure and recreation needs; social pfob!ems. ~one of these are the 
same today as tw::my years ago. None of these lr'.! the same today z.s they 
will be in even 10 years time. Problems chang~ and the orga:1ls:1tion if it is to be 
effective must change too. 

But it is not mcn:l)· problems that change. Our ~now!cdg:: of how to hmdle 
problems changes too. Technology develops: skil!s change. Yet down our over­
professionalised char..nels of communication we 1cJ.m only what \VC arc 
professionally trained to learn. The professional channels of communication 
can too easily merely serve to reinforce.: themselves. 

Problems change and knowledge changes. The local aurho:i:y faces 
an environment of change. Dut it draws from that environment resources -
lllen, material and money- and of these perhaps the critical resource is men. 

Men - the m:mpowe.r that the local aurhotj ry professionaliscs - and 
socialises in an attempt to transform in imo its own model is in effect an 
ever-changing resource. The young recruit to the Treasurer's Department 
is not the same as the recruit of yesteryear - as a multitude of chief ofGcers 
will complain. The world outside is cbnging. We have educated; we 
have changed; we have transformed and we muse Jive with the .results of 
our: actions. The static structures that we have built to d-::al with static 
problems will be Wtn_sformed by those we recruit to the organis.1tion jf we 
ourselves do not sa.nction the transformation. 

Change is required within, :1S weB a-> ·without the org:misltion because 
problems change, knowledge cl-...angcs and the nev.- recruit clunges. A local 

. authority cannot remain !tatic in J changing world. 
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Change must be mediat.:d through the personnel within ln org.l:tisJ.don. 
The implct of chlnge is greatest upon the indi,.·iduals who n1.1ke t,;p the 
orglnisation. It is th:}" who mu$1: ldjust thdr roles. In an era of cbnge the 
personnel func~ion mmc mediate chang~. 

Ouc concept of organisation is 3. stJtic one. Indeed the \"cry , .. ·onl impb:~ 
rigidity. Our concept of org.:mis~tion derives fro:n certa1nties imprinted on our 
mind. To reach new concepts the organisJtion must be transform.:d from 
within by the person!'ld within it. 

Ouc personnel policy must be concerned to create :1 · situation wh::re 
the personnel witHn che organisation are aw:.tre of th: need for ch.1..'1ge not 
in abstract terms but in specific ch::r.ng:. They must be· open to ch.mges in 
probte·ms and in krtowledge. They must be responsive. 

The)" must no: m:::ely be awJre of the need for ch:mgc. The)" mcst 
accept ic. There must be an attitude in which c!Imge is accep~ed. 

But to be responsive and to accept ch.1ng! ii not cnO'.!£h. Stafr ml'St bt:" 
as.;istcd to gain the skills and the kn.owledgc dtat t.nables them to resp0nd to 
change. · 

Change oms!de the organisation r~qu!n:::-s change within ir. Change 
within the organisadon. implies char:g~ for the pcrso:md wirhin it. Char:;c 

-to\'.·ards respomi·:eness 
-of attitude 
-in skills and kr.owledgc. 

This implies a personnel po!icy, but a pc:rsoi!.:-td policy th:!.t cc;;rrcs 
on the adaptation of the organisation. Perhaps Jt th~ core of s:.!ch a 
personnd policy -.vi!! not be restricti\·e manpowercon:rols b~t thr! dcvd.:.•pmcnt 
of the manpower resources \Vi thin the org:misa:ion. 

The contract betv•een conttol and devdopment is. I suspect. at the 
heart of the dilemma surrounding our personnel poEcics. \Vc emphasise the 
negative side of our personnel policies radtcr than the positive side. 

Perhaps some general indi-:ations of the limitaticns of the personnel f J.tction 
in local government will illustrate this. . 

One must first look at the recognition given to the pe-rsonnel function 
within th~ local authorities org:misation bec::r.use _that symbolises the extent 
to \vhich ·rhe fu..'lction is recognised. No central depl:-tmcnt in the org;misation 
can itself arry out the functions of. personnel man::r.gemcnt _or shodd 
attempt to do so bt:~ its existence and the states gi\·e:t _to it mirror the ex:cnt 
of the recognition given to it. 

Local authorities have estabHshment sections or departments. Nornlllly 
they Jre not treated as major departments in their own right. Rardy is the 
Establi5hrncnt O;'Ecer tuated as fulftlling a functio..'l .:!.S critical as the 
Trc:J.surer's in dea!ins with the resources of the authority. 

In some cases it ful.s already been pointed out ther are litt!: more 
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th:m rcccrd-kceping sections and if they arc more th:m that rhc empbs:.s 
is of~cn put upou establishmcrtt control - pcrh:tps the most ncg;Jt:,·e side of 
che personnel fur.ction and ind~cd the one tb.t m:ty k·Jst require st-plratc 
recognition '' !th~n the organis.1tion. The requirement that a proposal 
requires SCF.lCJ.CC' c:i:ablhhmcm arprova! .l=td s;:p:tr.1~C tinJ!!Cial arrrov~l 
seems uhnc,cssar:y. Procedures shocld b{' inc:grJ:.:d. 

Due k'oking beyond che cstabiish:nent sccciun to the person:1d 
function \\hat welknc:;ses can be iJentlticd? The following is 3 mere list. 
but it is 3 list d1:1t cius~ers aro~nd the need for o~rsonnel dcvcloom.~nc. :\n 
organis:~.c!on sdccts. tr:~.ins. &:vclops its pcrsonn;! in order to d~vdop the 
org=tnisa:ioa. Change. in the organis:ttion and change in personnel cannot 
be separated. 

I. 

3· 

4· 

S· 

6. 

O:•er-rdi.:r:ce on proftsiion.tl traini!!g 
Tm~. occJ.s:on.:!.l individuals ::.re no\v scn~ on :en week man.lgcmcnt 

coms~s. A fc:w more individu:tls are SC:!lt on three week Cours..:s. 
If one com:a;ts :his inv~stment with th~ irwcsrmcnt in professic:::J.I 
tra!nbg. th~ extent of such mJ:lJ.gcn!er:.c training can be s~cn eo 
represent rr.erely a ges:urc. 

The icndt:t:cy to rcs;Jrd c training (::ursc as an i.;o!.:td e:urci;;o: 
An officer goes on a coi.1rse. He returns to :he ;~mhority. It has h:cn a 

passing im:riude which is not expected to h.1vc: any rea! imr.:;.cr in th~ 
authori~y. 

Tl:e t._·,.,!cn.:y to r,'S.:rd cr::.ining as st·p.:r.::c Jro.>r. tl:e orgm•isati::n: 
This is rr:dlr a general statement of chc bst proposititJn, but th~:-c is. 

another side to it. Becaus.:: incrcdibl y organis:~tion needs are 
separate-d off from training. The need for tr:!ining as a vicJ} 
clcm~nt in bringing about organisltionai ch:mgc h::s been too often 
ignored. 

Tloe lack cf ar:y uru!t•rlying conc~:pt cf ma.,cgen:errt or it:dt·cd sta.:.'f' 
development 

Training n.ust remain isohted '\vi:hour .. uch concepts. 

The leek cJ ~r:anpo:t•er data and the cn.J.lysis of manpower dt:ta 
h1anpowe;: is not recognised as a resource which muse be 

understood. 

The Jai.l:ue to see manpot:~et pl.;;nning as atr instrummt of managemet:t irr 
local go:Jerr:menl 

f..hnpOwcr phnning should be seen in positive terms. l'vbnpowa 
should only cxc::ptionally be a constraint upon the authorities phns. 
Problems idcmif.ed should be planned to be overcome by training, by 
development, by rccrl.!icmcnt, by rcorgJnisation. But such pbns 
require time. 
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1· Rt•cruitm~·t:t is ml Tt:t"~"S''iscJ .rs "'pmbh·m n·qu:ri•J du,r!ysis 
Recruiunent is recognised as a probh.-1a. h1t as a problc:n 

not w be resolved but rcgrccc::d. An;~lysis of tid..13 vf r.:c:-c:c;n~m­
of rcspomc races ii ro"o rardy l!ndcrtJkcn. 

S. Sd,wiott i; en t''"nt l.fc m~•r,· :o cl:.u:cc tl111u l.J .fj'Htm 
The local govcmmetlt otliccr who i3 so readr tll criticise cocnd :u:.d 

committee in their seicccion procedure h.u rJ:-cl~· bc;;u:1 cv refine 
those procedures he can hhn.sdf i:uluence. 

9. The w:cd j.Jr p11sit1-'e indtts:riJ! ul.tti"'''s is too ofun lit-g!t"L<t'll 
At a time· of changing :md active induuri:1l rchti0ns., rhc 

local government oriic~r is cfte"n ill-equippc:-d eo deal w:;h th:: 
problems arising. 

One could go on l:sting such problcm.s, b:a in a ·s::nsc cnocgh has 
been said to indicate that there is a lJck of a posltiv: ·pcnonncl pv!::y. A 
focus of attention is r~~1uircd to secure that such ?·.:>licics dt:,·ck""~p. 

Tl.c case for a t:ujor person.1el Jcp.!~tmc:1: in lo::~l f;OVcr:m~cr-.t is 
just that - to provide a focus of att:::ntion to cnsun:: Jcvdt,pin~ rcrso:-t:ld 
polici:!s. I want to indicate some of the characteristics th:.: s~:ch a dcp::t:!!Cnt 
must have. 

1. le must operate through other dcpartmcr:.ts. It wiil c:Uy be 
succc~sful when oth~r dep.:;.o:tm::ms sho·.\· an J.War;::r.::ss of the 
n::ed for de\·doped perio:md p(1iicics. b one s::nse :hi>·mca;~s t~a.t th~ 
personnel department s~:tns with a tr:l.::ti:;g cask cf c:o:::~t;~g dut 
awaro:::ncss. 

2. Training or in 3 much \Vidcr so::: me m.:lingc:tler:.t or scJ.~r d~vdcprr:er.t 
is perhaps the most import:mt clement in ~he P::rsLmncl D::p.2r::~1cnr. 
It is the core of the Dep:~rtmctlt seen as a means of dcvdoF1:1c-nt. 

l· The personnel dep:trtment must look om ...... ·ard as \veil ots inward. 
It must haYc its own contlcts '\Vith universities and colleges. 
It must understand how pcrsonnd policies are developing in other 
organisation$. 

4· The personnel dcpanmcnt mmt be able to deploy the full range of 
personnel techr1iques - job evaluation. jOb ;malrs:s. sy~tematic 
selection. etc .. - :~s an aid to management. 

s. The personnel dt:parcment will introduce p::ocedmes for assessing 
training need. for management development, for rnanpo\ver 
pl:mning, linked whenever possible to other procedures. It "\Vill 

ensure personnel a focus of ltt:mion. · 

New developed personnel de-partments could be cnabiished in the new Ioc:!l 
authorities. Failure to establish such dcpJrtmcnt$ wi!l hir.der the ability of these 
authorities to adapt and change to meet ch:mging r.ceds an·d problems. A 
personnel deparcment can be. a focus l'f attention for personnd policies 
designed to mediate dunge in the organi:i.ation. 
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Cur mnnagement 
correspondent reports 
on l2st weel<'s seminar of 
the Society of Chlef Personnel 
Officers in Local Government 

Much constructi,·e thouj!ht on the role 
of t:le pcrsonnd officer in local govern~ 
mcnt was expressed last week at a 
seminar or~anised by the Society of 
Chief Personnel O!liccrs in Lo·:al 
Governml.!nt. The g('nerrtl conclusion 
was thnt h!~ ro!..: ~h':'~!!d b~ rr!!"!'!:~d!~·· 
nd\·isory rather than executive and th::! 
his influence should fl0w from his pro­
fessional expcnis~. supported by per­
sonality. 

The theme of relative status was 
inevitably mentioned from time to time 
but the seminar wac; rdrcshingly frcl! 
from overmuC'h consideration of this 
question. Vnr.ktics of organisational 
structure also played rdativdy litlle 
part in the discussio11s. The main 
theme was the personnel function itself 
and speakers kept to this point. 

Stimulating 

The seminar was well-supported by 
local authorities. Thcr~ were J tO dc:k· 
gates. drawn from 23 counties. 25 
districts, five metropolitan counties, 
nine mctiopolitan districts and seven 
London boroughs. Some authorities 
were represented by membors as well 
:ts offic~rs. 

The discussions b~gan with a ch:trac­
tcristically stimulating introduction 
from John Srowart. director of JN­
LOGOV. in which he analvsod the 
changing state of local gOvernfncnt and 
posed the question whether personnel 
management can meet th~ challenge 
of change. It was inc\·itable that local 
govunn1cnt should have to adapt to 
change in a world which was itself 
continuously changing. Local govcn1~ 
m~:nt. howt:vcr. has movr.!d from an 
era of growth to restraint and rdrcnch~ 
ment. 

The irony was that when most 
required. the pcrsonnd department mny 
be Icr,st wanted a."l that even when 
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anted may b" least equipped for the 
hallenge it has to face. The ftarsh 
nperatives of cut-back and control 
tade personnel departments seem an 
nneccssary luxury left over from a 
eriod of growth. 
Some might think that if personnel 

epanments were to be used at all. 
cir function should be to enforce 

ghter control through procedures 
hich kssen the opportunity for 
tange. That way lies stagnation. It 
ould be realised, however, that even 
a period of resource restraint the 

m can be growth in achievement. 

!luence 

Professor Stewart pointed out that 
•rsonnel policies must run through 
e whole organisation of the authority. 
hey involve mana~ement of all de· 
rtments' and affect all the parts. The 
le of tt.e limited part of the authority 
tich is the personnel department 
ust be subtle. It cannot itself be 
sponsiblc for implementing all per­
nnel policies. It canr.ot even be 
sponsible for al.! the new initiatives 
personnel policies. Person no! policies 
ust in a real sense be part of the 
. nagement · of the whole authority. 
The personnd department is thus to 
large extt:nt one whose k~y rol..! is 
influence rather than be an executive 
lhority. lt should gain its strength 
m its capaci[y to influence attitudes 
personnd policies rather than from 
ower to instruct. Its influence. there­
c. will in part depend on the extent 
its t!Xp~rtise and understanding. its 
>acity to t.!;sht with concrct(! prob~ 
ts. and the quality of its initiative. 
here may be some executive func~ 

ns. such as in the fields of training 
recruitment. but. on th~ whole, 

ivitv is onlv valuable in S<> far as 
leads to influence. Its e!T~ctivl! use 
I kad the p"rsonnd nian:tgcr beyond 
re :tuthority. In an apt ~lphorism ht! 
d "authority is limited to the job 
·cription. Jnl1ucncl! knows no such 
its.,. 

JO·point analysis of the P"rsonncl 
1~tion as ir stood toda.\' wa~ made 

Harry Rmz~rs. prcsid~nr of the 
titute of Personnel ~,lnn~tg·.:n~t!nt 
I DircctN of Personnel for the 
ssey Compe1ny. Firstly. th"re was 
ticipatiQn. Thl!re was much sp~,_,·ula· 

talk about this. bitt n0 one e,>uld 
rd eo ignoi'"~ the prcssurl! for p:tr· 

pation. .1-k did not think the 
k>ck report ofiered the mo,;t ciTee· 
solution. Politicians talkL"d abt)Ut 

tk·ipation from th~ top down. 
ons wanti..'J to· .:xtcnd th.:-ir power. 
f~ fdt, }W\'.";.!\"Cr, that th~V sht~tdd 
1'\ their ~trt.:mion on the iridh•idual. 
11;! t0 involvl! pcopk· at all. krds. 

l'~opie wanted to be consulted about 
their ·~·;ork~ abo!.lt th:! kind of mat:hincs 
they may be calkd upon to operate. 
Pcrsonnd managers must use thdr 
inflnenct! jn this area; otherwise poll~ 
ticians ~vill get it wrong. They rnust 
cmphastse that there should be manage­
ment by consent--"The authority to 
manage is based on the consent of the 
emplOyees." 

Professor John Slewart 

Again, there was scope for the so: 
called behavioural scientists in the 
personnd functton. They could hdp 
in measuring attitUdes to work and 
training. They had a function in pro· 
moting higher levels of employee 
satisfaction. He sr!.w them as pan of 
the personnel management team. 

He stressed that managers as ·,J;dl 
as workers should keep up with 
changing knowkdgc and changing 
standards. Learning is a continuous 
process. He also dealt with m~npowor 
planning and pointed out that the · 
private sector had greater expaicn~e 
of dealing with redundancies than the 
public sector. If initial planning had 
been more effective on a long-tarn 
basis many manpower problems could 
have bl!cn avoided. They should ulso 
have career planning in mind wh.:n 
recruiting manpower. 

Harry Rogers was not impressed 
· with all incentive payment syst.:ms. 

Thl!r>! were many overpaid guar~mtt:l!d 
incl.!ntivC schcmt:s and manv wt:n:: 
phonl!y. Indeed. som.: wl!rl! based on 
th~ notion of ··selling rl!strictivc pmc­
ticcs'". H.! was also critical of many 
di!Tcrcnt caste systems. Some werc 
crazy. The typist might be able to cat 
in the same mom :ts the director; but 
h"r worker-father could not. 

There should be greater harmonisa­
tion of working practices throughout 
the organisation anti thl!rc should b~ 
an appropriate valuation of cnch pl!r­
son·s work c'Jntribution. 

Communications r:ttcd hiuh in thl!' 
pronh\tion of gvod industrbf rdations. 
Thcr\! were m:111y varil!tics of svst~ms. 
b~t what really mattered was th~ ··race 
to fi.lc:l!·· basb. l\Ianagcrs sho11lcl h~ 
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~:>(J<I communicators and should talk 
io people at all kvcls. The organisation 
of an tmc.krtaking can have a significant 
contribution to good rdations and 
c.uthoritarian attitudeS were no longt:r 
tenabk. There should also be stalf 
devdopm~nt plans which should thcm­
sdves b~ the subject of consultation. 

The final s~ssion of "'The Personnel 
Function in Local Government-a 
National Viewpoint" was introduced 
by Brinn Rusbridge, secretary· of 
LACSAI3. 

On tho need to be positive •. the view 
of LACSAB at the national level was 
to ask after each annual settlement two 
que:;tions. ..First. where did we go 
wrong-n fair assumption since we are 
never likdy to please everybody? 
Second. what should we be working 
towards 12 months ahead?" Plans can 
then be laid for a constructive ap­
proach to the next pay round. A posi· 
tive attitude involved t~king risks. If. 
however. local government is not to be 
left behind in the race, risks must be 
taken and thero needs to be open dis­
cussion of even the most controversial 
issues. 

Bidding for key stall 

On the need for flexibility, Mr Rus­
bridge made two points. In manpower 
terms local government does not react 
quickly enough to external changes. 
Second, th~ national framework of pay 
and conditions is too rigid to allow · 
authoriti~s to adapt to local con· 
ditions and to experiment.· lllustrating 
these points, h" said that it was not 
many months since some authorities 
were pkading that vital functions wcr.: 
being n~glcc[~d bccaus<: of shortage~ 
of staff. Firms in the private sector and 
professional organisations were nbic to 
outbid local government for key staff. 

Some local ·authoritie;; joined. the 
band wagon and oiT~rcd artificially in· 
flatcd salary levels for certain posts. 
A n:vc:rsal of the situation has seen a. 
rapid r~ductioa of salaries on offer in 
thl! privntl.! sector with f~\V jobs avail­
able. When there is an abundance of 
staff 0n the nmrket it is •Joubtful 
\Vheth.:r In~:al D.Uthoriti..:s· can adjust 
quickly enou~h to new conditions. The 
·slm;:: s!owncss of reaction applies in 
rel:ttin:; the labour force to th.:: task 
to b·:: chlll::. Ironically. the very people 
who hdpod to create the external pres­
surl!s on lo~al government in thii! up· 
ward swing o.rc· the first to criticise 
\Vhcn Jo~~tl go':crnmen~ is.caught in the. 
downw~n.t swing_ 

Regular owrtime used simply to 
pro't·id.: nn earnings enhancement has 
a habit of sticking there long after th.:: 
n~cd ha; e\·aporated. "Is it rb.ht to 
use on:rtim~ as a pay safety v'ittvc?" 
he asked. Perhaps it is, but as per­
sound people they should be asking 
themsch·cs the question. Similarly. 
they sh,ntld be :tddr~ssing thdr minds 
to the future patterns of productivity 
schemes and bonus incentive pay· 
nlCtlf.". 
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