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nagement Services—4&

.
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NManagement Services—

is this their Tuture?

agement services” is a relatively new term that is used to
be the advisory fechnigues that can be used by specialists to
ire managers. Some of these techniques were in use in the

and considerably more have been introduced since 1945,
risations vary in the range of techniques used and the way in
they arc deployed. This article will consider the present situ-
and how the use of management services could be developed in

ture.

re Munaszement Services?

agement Services is a term
i a precise definition, so in
text of this article it must be
. The three well-recognised

uss are Organisation and’

s, Work Study, and Oper-

Research. Organisation and

s has been described in the
dition of this periodical in
alpole’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,
th.h lcad to the systematic
ation of the resources and
~which affect the efficiency
nomy of the situation being
d, In order to effect
ement’”, :

is a technique normally
to factory work and is

- mainly concerned with methods of

work and the design, implementation
and monitoring of incentive schemes
of payment. As such it is not of
obvious use to building societies.

Operational Research (O.R.) uses
mathematical techniques, and is fre-
quently concerned with simulating a
situation by models for testing poss-

“ible alternative ways of operating.

Linear programming and queusing
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
. managsmant, '

There are, however, at Jeast three
other activities that can be classified
as a management service, because
they are carried out by specialists
who advise line managers.

The Personnel and ‘Training
function, which is concerned with the
generation of personnel policies and
the implementation of personnel
practices, falls obviously into the
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category of a2 management service.

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 bz re-designed
to make maximum use of the com-

-puter’s capabilitics, and frequently

this means providing additional in-

" formation for management. This

re-design of systems is similar to an

. O & M functionand can be classified”

as a management services function.

In any organisation there may
well b other activities that fall iato
the category of management sarvices,
but the six already mentioned are
an adequate representation of the
range of these activities,

Need for Management Services

The extent to which an organis-

ation will use management services
is dependent upon a number of
factors:—

(a) if the management activity is

subject to factors that are difii-
et to eraluate (determining
the opportunities for expansion
in 2 new area);

(b) i(the management of the organis-
ation wishes to introduce new
ideas into its operation (e.g. job
evaluation, to use & computer);

(c) the capabilities of the managers

- are such that they are not
making as eflective a contribution
to the organsation as is desired.

There could weli be many other

factors, but these three indicate that

~ there are many different reasons for -
using one or more manzgement
service. . o

Provision of IVinsagement 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 techaiques to ba
introduced. Alternativzly an organ-

isation may appoint its own staff to

carry out the management service
function. This article will consider
only the latter situation. ‘

Organisation of Management Services

It can be seen that there are many
different management services that
may be needed by an organisation.

At the moment, apart from Organis- '

ation and Methods and Work Study,

. Similarly, managament aud cost ac- |




training in the management
ices’ field is carried out separately
each technique, and it is unusual
nd 2 person with competence in
e than one technique. As a fesult,
iriably, separate sections or
artments are established for each
nlagement secvice. This situation
asier to understand when it is
reciated that the introduction of
erent management services into

organisation will normally take |

e over a period of time. Not only
the needs of the organisation
pifest themselves at different
s, but any organisation would
reluctant to introduce a wide
r= of new techniques all at once.
& position whereby different
agement services’ functions are
ided in an uncoordinated way,

by groups of people reportting

lifferent directors or managers,.

ore a result of reacting to
plems than a planned develop-
t and is compounded by the
ing pattern of management
pces’ staff,

e pattern of organisation de-
ped presents a situation in which
e could be a conflict of advice

different specialists, given to

anager. To avoid this, it is’

nal for a manager to break down
problem in order to allocate it
particular management service
on. This will often result in a.
optimal solution. For instance
insatisfactory performance of a

rtment may be referred to an:—

& M unit —3f ‘the wmothods of
work are suspect
rsomnel . —if stafl performance
is Jow (possibly due
to poor selection or
payorunsatisfactory
training)
anagement--if budgets are not
Cost being met or expen-
Feountant
 and so on

_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
lon_proposed that will result
n mprovement in the area
ved, but will probably not
ve the total problem. Various
gement services’ staff do refer
lems to one another but, as
has trained in one particular
igue, the knowledge of other
iques  will generally be at
eciation level or less,

diture Is excessive

fs most unlikely that the solution .

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

Characteristics of IVlanagement .
Services

There are threz characteristics
that should be examined at this

stage. Most management services

(apart from 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 2 service
to the rest of the organisation and
this has bzen called the “Service
Role”, These separate roles emerge
only when a management ssrvices’
technique has been in uss for some
time.

(3) the use of 2 creative faculty to
design potential solutions;

(4) the ability to convince senior
management of the correctness
of the proposed solution.

Not all the people who obtain
management services qualifications

“are able to succesd in the application

of all the above skills. In particular
creativity is most successful when
allied to a natural aptituds. _
The third charactarstic is the
natural ability of linz managees
and staff to lzarn to apply manage-
ment services skills to a limited
extent within their own offices.
At least two major companies (one
in enginesring and ons in textiles)
deliberately train their clerical man-
agers in elementary O & M tech-
niques and require them to practice
them within their own offices. In
this way the O & M dspartmaats
can concentrate their attention on
systems that cross departmanial
boundaries. A similar situation can

revisw

Computar-date
1§

processing review

Personneal and

cost accounting

Management Advisory Service
Service Role - Role
O&M Organisation review Forms Control

Non-computer methods .
Computer methods

Development of policies

training for sslaction, training
ard reward of staff
Management and | Financial advice and

design of financial
reporting systems

- Machinery and
Equipment appraisal

Provision of dat=
processing sarvice

Provision of a re-
cruiting, training and ‘
job-cefinition service

Budgetting 2nd
costing service : ‘

The emergence of the “service
role” reflects the continuous appli-
cation of a technique introduced by
the advisory role. Usually, this tech-
nique is such that it must be based

‘centrally and cannot be effectively

allocated to departments.

The sscond 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) a study of a problem in order {o

determine the likely avea in which
the solution may lie;

(2) acritical analysis of the situation;

~arise with job descriptions and

recruiting procedures,

Possible Organisation of IVanagement
Services :

The major weakness of the prasent
system is the lack of opportunity
to provide 2 coordinated problem-
solving service to all levels of
management. As a result, work at
higher levels within an organisation
is Jimited, 2nd incomplete solutions
to problems are likely to be put
forward. ‘

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

Continued on Page 48
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tirued from Page 19 . ,
mpapied by a division of the
into two sections—one satisfying
advisory role and the other the
ice role. :

e initial staffing of the advisory

Lars Jikely that the head of the
may have to be sought from the
essional consultancy field. There
inly one professional body of
th 1 am aware that examines its

ents at the required level of

ted systems design and that is
Institute
agement. Undoubtedly to be

will require persons of con-
able ability fully conversant
the practice of management.

r\e remainder of the advisory unit
will not be hard to find. Com-

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

will not be easy. At first it

of Administrattve’

to advise at Board of Director

Nt management services staff |

““The major weakness of the present system is the Jack of opportunity to
" provide a cocrdinated problem-solving service,” - ‘

study of an inter-departmental

‘system, which demands the appli-

cation of ihe skills listed in the
previous section, not only provides a
very useful experience, but also en-

ablas people to show their capa--

bilities. The operation of this unit
will bz on a team basis until each
membsr has a working knowledge
of 2 numbear of the techniquss.

Tha service unit will require =z
mixture of management services
practitioners and administrative staff.
Any service that cannot be effectively

- provided on a departmental basis

could be provided as. part of th
service unit, :
VYarious combinations of varfow
management services techniques ar
at present In use, An enginsering
company in Nottingham combins
its O & M computer system:
analysts and O.R. staff in one unit
whilst placing its work study staf
under the control of a differen

~department. The suggested organis

ation in this article is a devalopmen
of current practice based upon :
review of the role of managemen
services.

In 1961 the aunthor joined the college thai eventually became Trent
Polytechnic, He was appointed fo introduce courses in office management

- and organisation and methods. Prior to this he was a section administrator

and an organisation and methods officer with Derbyshire County Council.

At present he is the tutor for administrative management courses and he
desions and provides special courses that are tailored to mest the needs of
fndividual companies. He carries out consultancy work 2nd is engaged on
research into the use of management services by local autherities.

¥ e i3 a member of the education committee of the Instifuie of Adminisirative

Management—Editor,
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MAKING THE VOST OF
MANAGEMENT SERVICES
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management accountants 2nd lezal advisors.

y I W, W. Burgess,.
F Inst AM

fanagement Services Is a relatively new term
b describe the advisory techniques that can
& used by specialists to help line managers.
ome of these technigues were in use in the
9303 and considerably more have been
troduced since 1945, Organisations vary in
¢ range of techniques used and the way in
hich they are deployed. This article will con-
der the present situation and how the usz of
anagement services could be developed in
efuture, '
In 1561 the authorJonned the college that
entually became Trent Polytechnic. Hewas
pointed to introduce courses in office
anagermnent and organisation and methods.
rior to this he was an administrator
d an organisation and methods officer wu:‘n
erbyshirs County Council.
Atpresent he is the tutor for administrative
anagement courses and he designs and
ovides special courses taitored to meet the
eds ol inctividual companies. He carries out
nsultaney work and is currently engaged on
search into the nse of management services
loeal authorities,

This article in intended to outline some of the
roblems which face organisations using
management services units and to suggest
possible solutions.
As with any activity it is important for
senior management to decide what contribu-
tion should bz made by a management

_services unit. In practice the management

services function may take many forms, and
the way in whichitis 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 managemant services unit sorne basic facts
must be examined.

The phrasz Managament Services s
geaerally accepted as referring to advisory
services that can be called upon to assist &
manager in the performance of his tasks.
Work study and organisation and methods
are widely recognised as being part of
managsment services, but other specialist
techniques such as operational research and
systems analysis are included as part of the
management szrvices fuaction by many
organisations. A strict interpretation of the
phrase would include every type of specialist
advice that amanager may seck Lo usetohelp
him carry out his responsibilities, Such an
interpratation could include the personnel and
training functions, and also the services of

Certainly the latter group of specialists dono
regard themselves as being part of a manags
ment services function.

In practice, along with many oihe
management terms, the phrase, although i
common usa2ge, doss not and never has had
precise definition thatis gensrally acceptad,

The quest for a definition started in 1954
In 19568 Reid znalysed the writings of author
on this topic 2nd recorded that a total of
twelve techniques had been idzntified as being
part of managemaent services, Not all authors
however, considared every technique as
appropriate. In fact three technigues — work
stedy, organisation and mesthods and
operational rasearch — were mantioned by
most authors as being part of manazemen
services. In 1978 Harris, 2s part of hi
research project to discover a definition of
management sarvices, published an analysis
of the writings of ten authors, who betwea:
them mention:sd 25 technigues, Thistimafou
techniques were by far th: most popu!ar‘
Three of these were the ones identifizd :rl
1968; the fourth was systems analysis. A‘
further onalysis of the practice of ten majo.
organisations gave some support to Lwenty of
the techniques, but the four tec‘hniquc;
identificd by the authors recaived 0v=rw‘1com-
ing support. It can therefore be szen t‘:at
management sarvices consist of a cors of
basic techniques with an addition of any
number of other techniques as deemad
necessary by an organisation,

Management services may be provided in
two main ways. The various consultants that
are availzble can provide 2imost zny service
that is required. They invariably have con
siderable expzrience of tha problems to bs
solved or techniques to be introduced. Alter-
natively, an organisation may appoint its own
stafl to carry out the managsment servic:
function, This article will consider only the
latter situation..

It can be seen that there are many differant
management services that may be needz=¢ by
an organisation. At the momsnt, apart fror
organisation and mzthods and work study
training in the management services® field i
carried out separately for each techniqus, ang
many practitioners have competence in onls
one technique. As a result it is possibla that ir
cxtrems: - situations sesparate sections o
departments are established for cach manage
ment service. This situztion is easier &«
understand when it is appreciated that the
introduction of different management service:
into an organisation will normally takc'placc
over a period of time, Not only do the needs o
the organisation manifest themselves a
different times, but any organisation would b:
reluctant to introduce a wide rangs of nev
techniques all atonce,
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he position that often exists whereby
rent management services® functions are
ridzd in an uncoordinated way by groups
eople reporting to different directors or
fagers, is more a result of reacting to
slems than a planned development, and s
poundsd by the training pattern of
agement services’ staff.

. manager confronted by management
ices activities organised as separate units,
vell as advisory activities available from
r parts of the organisation, has the choice

ubmiiting a problem te many advisory -

ialists or to choose just one source of
ce. Frequently, a manager will break
n his problem in order to allocate it to a
tcular advisory service. This will often
It in a sub-optimal solution. For instance,

ansatisfactory performance of a depart-

t may be referred to an O & M unitif the
hods of work are suspect; to the personnel
irtment if stalf performance is low
sibly due to poor selection-or pay, or
tisfactory training); or to the manage-
t or cost accountant if budgets are not
o met or expenditura is excessive.

work is carried out at the lowest level of

activity (that is the operations carried out by

clecical staff) and little has been done at the
tactical level where a manager decides how to
achizve his objectives,

There appear to be advantages in combin-
ing, wherzver possible, management services
activities under one manager. Most maaage-
ment services (apart from operational
research} car be divided into two types of
activity. One type calls for the praciice of 2ll
the skills of the technique, and this has bzen
called the Advisory Role. The other consists
mainly of providing a servicz to therest of the
organisation, and this has been called the
Service Role. These separatz roles emerge
only when a managerment services’ technique
has been inuse for some time.

The emergence of the service role reflects
the contiruons application of a technique
introduced by the advisory role. Usuaily, this
technigue is such that it must be based
centrally and cannot be effectivaly 1liocated
to departments.

An cxample of this feature is shown in
Figurs 1, set out below.

staccounting

fanagement Advisory Service
Ervice role . role
&M Organisation review Forms control

Non-computer methods

review equipment appraisal
omputer-data Computer systems Provisionofdata
focessing analysis processing service
irsonnel and Developmentofpoliciess Provisionofla
ining ‘ for selection, training “recruiting, training
. * and reward of staff and job-definition
service
anagement and Financial advice and Budgeting and

design of { financial
reporting systems

Machinery and

costing service

1. Examples of advisory and service roles

5 most unlikely that the solution to a
em will be found by studying it from
prie point of view. The probable result is
he aspect of the problem reviewed has a
n proposed that will result in an
viment in the area reviewed. but will
bly not remove the total problem.
ks management services™ staff do refer
fms to one another, but as cach has
din one particular technique the
edge of other techniques will zenerally
appreciation level or less, This pattern
eant that most management services®

The two roles need different abilities. The
advisory role requires the creative ability that
ts a characteristic of munagement services,
The service role is administrative in character,
Because of this it would facilitate an effective
managament service function if the service
role activities were provided from some
different source.

The major weaknss of position that has
ez cscribed is the lack of opportunity to
provic.  a coordinated  problem-solving
service to all levels of management. As 2
result, wark at higher levels within an

organisation is limited, and incomplate solu-
tions to problemns are likety to be put forward
at altlavels. '

The consolidation of managsment services
into one unit appears to b the best way to
provide z unified service. By concsntrating
advice in this manner a more powerful unit

.can be created, and a serviczcan be offered ot

all levels within an organisation up to and
including the board of directors or other
governing body.

The imtial staffing of the unit will not be
easy. At first it appears Ekely that the head of
the vnit may have to be sought from thz
professional consultancy feld, Thers is only
ane professional body of which ¥ am aware
that examires its students at the required level
of integrated systems desizn, and that is the
Institutz of Administrative Manragement,
Undoubtedly, to be able to advise at board of
director lavel will requira pzcsons of consider-
able ability who are fully conversant with the
practice of maragement. _

The remainder of the staff will nat be hard
to find. Compstent management services st:LfT '
who are familiar with manazement needs ar
the muin source. In addition, a few years in
this eavironment would be an excetlent train-
ing for professionally-qualified potential lin
managars, fter they have qualified in their
particular speciality and before taking up a
management  post The cpportunity to
undertake a problem solving activity or a
study of an inter-departmental system, which
demands the applicativn of the skills already
indicated, not only provides a very useful
experience, but also enables peopla to show
taeir capabilities. The operation of this un't

. wilt be on a t2am basis until cach member has
" a thorough working knowlsdge of a number

of the techniques.

The basic function of the management
services unit is to provide an advisory servica
to managers throuc'}wut the orzanisation. At
the h:ohest level the unit may be called on to
create alternative plans, or to carry out an
evaluation of plans at board of directors level,
A similar activity can be carrizd out for
departmental managers. In addition, a service
to design sysiems of work in the factory and
the office, and to crzate management report-
ing systems can bz offered, where appropriate
on an inter-departmental basis, A review of
the organisation structure can be carried out,
from the consideration of overall problems
through an  analysis of dzpartmental
structures down to individual job d=sign,

One management service manager with 2
stafl’ of over 40 persons has defined the ro'e of
his unit as “to provide a problam solving
service™ to the organisation. This is an ideal
situation that can only come about when the
organtsation of the unit and the abilities of the
stafTare related to such an objeciive. @

t
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. Code of professional ethics B
. This document replaces the Codes of Ethics and of
Professional Practice first issued in 1973,

- So that the public in general, and employers and
employees in particular, may be inlormed 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 ethics which shall bs observed by all
practising members of the Institute of whatever
grade.

Members of the Institute of Mc:rc:gement Semces oi
all grades shcll:

1 Conduct themselves in a manner which will merit
the respect of the communn{ for parsons engagad in
the profess'on

2 Uphold the reputatlon of the Institute and the
dignity of the profession. :

.3 Carry Cmt their professional duties responsibly and
-with iniegrity. ' S

4 Collect an d marshall facts without bias, an ad not
allow their persona! views or the views of others to
influence their professional judgement,
interpretation, analysis end presentation of 1'hose '
facts.

5 Not discuss with, or disclose to, any persons not
authorised to receive such information 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 work; nor shall thev
cause such confidential information to be misused
or to be published without permission.

6 Not use information aéquirea during a previous
employment in any way which could be-detrimental
to their former employer. .

" whan

7 Mot receive any undisclosed material banefits oth:
then their normal emoluments consequent upen ar

“recommendation they may make in the course oE

their ddtles.

Guide to good pro:dtice in

management services

Thess notes are intended to provide professnonal
guidance to those praclising in the managemant
sert fisld, particularly membe*s of the Institu
of «’anaganbnt Sﬂrvace:..

1--:.;

1 While manage:’nent sewices practitioners are -
primarily rasponsible to the management of the
organisation in which they are employed, they als
have obligalions to their profession and must
always atiemp! {o use their professiona! skills with
integrity and objectivily in the interests of the
organisation as a whole. Should practitioners at
any time find these two commitments conflicting
thev should stress their professional accountabilit:

_ and the o‘:e:rumg need for trust within the

organisation that their skills will be uspd
impartielly end responsibly, '

2 The work of :ﬂanagﬁ'"a"t services practitioaers
car: be concerned with people at any leval within
an organisation and the management setvices
practitionsr should therelore aim to build
relationships bas=d on rmutual respzct. To do this
they must be alert and self disciplined at all time:
carrying out their professional «uties and

"extrames of bahaviour or dress should be avoidec

It should be clzar from the demeanour of -
managament services practitioners that they ar
responsible mambers of the management tearﬂ.

3Asm u.aﬂczga-he'lt services practitionsrs are
responsible for assembling facts, analysing particul
situations, and {or making recommendations for
action, they should ensure that management are
fully aware of all the elfects that the irnplementatic

~ of the recommendations might entail. This will -

particularly apply in the field of industrial relatio
when the managemen! services prachtloner is
involved with the assess'nent of WOTK and r‘nnthod

. of payment.




4 Management services practitioners should not
give a direct order to thosa who are responsible to
the manager or supervisor of the particular work
situation with which they are curre*ﬂly engagad
unless specifically authorised to do so. They
should always reler to that manager or supervisor
matlers concerning technical aspscts of the work
under revieyr and should not allow themselves to
be used as a diversion for complaints about
managemsn! or sepervision.

5 Management services practitionsrs should always |
attempt to be fully conversant with current.
industrial and other appropriate legislation and
ensure that any recommendations for which they er
responsible accord with such legisiation.

B Thara car b= no objection to mana
pracitio; ‘eining trade unions in
individua! sapacity. They should howsever n2! allow
any conflic! to affect the objectivity of their '
professional skills, :

D Publisha Jb't

Ins u'u ta of Managamant
Se".'zce.-. o

t
he
Cour! bn ‘?..._:i. r. ?;.

printed by Tha Erlield Printing Company 01-8035 30
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EXTENT OF MANAGEMENT SERVICES

“From a selected list of nine management services functions
respondents were asked to indicate those services provided
by . their authority.

Some other services such as central purchasing, information,
safety, welfare, secretariats were noted to us but their

incidence was so small as not to warrant inclusion in- the

list.

Table 1 provides the analysis.

= T

. ) S e .

— o -
Table 1 Z | s v bl ph 3 o]0,
- = | 2 |88 | = g o] = olao X
: T Iy = A o5 # le
. so |2 |7 |g5lw | 8g|2E
Type of authority Ot ¥ taw | 5 .S |Bol kR EECE Bl
. | o |28 | = + ol £ | €197

z o : ol @« o

[+4]
1 London "Yes | 24| 25 31 23] 22 7 3| 19 4
No 4 3 25 5 6 21 25 9_ 24
) Yes '5 4 5 5| 4 4 3 3
2 Met counties To - — T = - 1 i ) 5
. e -~ Yes | 30| 31 4| 271 28| 22 8 8| 12
3 Met districts No 1T -1 271 4 3| 9 23 33 | 19
. . Yes | 37| 37| 16| 36| 36| 22| 16} 20| 19
4 Shire counties N — — 51 T 1 15 o1 17 18
o e Yes |156 } 226 | 12 {209 {177 | 77| 47| 73 | ss
5 Shire districts No 100 ] 30| 244 | 47 | 79 [ 179 { 209 | 183 [ 170
. L Yes 3 5 1 5 5 2 2 1 2
6 Welsh counties No 5 — 7 — — 3 3 i 3
, . . Yes i2 19 2 19 12 6 3 6 4
7 Welsh districts Yo 7 — 17 I 12718 i3 15
. . . ~ Yes 3 4 1 4 4 2 1 1 2
8 Scottish regions Yo 1 — 3 - - 5 313 2
. . Yes - - - -~ - - - - 4
9 Scottish ;slands No T ) T T ) T T T ol
. o Yves { 11| 22| 1] 20| 9| & 2| 3| =
10 Scottish districts o {vo | s | 20 [ 10| 21 | 24 [ 28| 27 | 22
Yes |281 | 374 | 44 [348 |298 |148 | 86} 134 {137

TOTAL : . : :

No [135 | 42 |372°] 68 | 118 {268 [330 | 282 }|27¢
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Table 11

Assignments selected by:
1 I :
— s ~ I
Sag s 2
nod 0 4 Gy
o B o < 1 o
_ o~ 0 o, 7
) o OO N 0 a 03 c Q oo
Type of authority o RS -1 e © 2 83
: ' = HP PO AP P OP - +
P i © OO ord T
® PEO PO o =0 =] e
2 A BBl P lag o a8 ol 9
o coool oo e g2 o Fa
SOROU| 3OH o O A 3] =
- & B - g FE gt E o
QP 00 0+ B L) K o <3 [+ )
cdobt]adgo S 0o P=
HerOdeiH+L O BHE+L O P
‘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 16 - 5 - 13
5 Shire districts 23 78 7 25 10 51
6 Welsh counties - - - - - 2
7 Welsh districts - 6 X - 1 8
8 Scottish regions - 1 - 1 - 2
9 Scottish islands - - - - - -
10 Scottish districts 1 10 1 2 2 1
TOTAL 33 118 13 36 122 108
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Table 12

Type of authority

Reports approved by:

Combinatio:

Chief Executive A committee

.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 89 11 97"
6 We;sh counties 1. - 1
7 Welsh distficts 3 - 13 |
8 Scottish regions - - 3
9 Scottish-islands - - -
10 Scottish districts 3 2 9
 TOTAL 114 21 170




10. FORMAL TRAINING OF MANAGEMENT SERVICES STAFF

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

Wthere training was given the answers indicated two kinds:

(i) staff were encouraged to study for a professional
qualification. 1In most cases assistance was given
in the form of day release, enrolment fees, text
books, student membership dues, etec.

(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 speclalist training courses on management
services and computer topics, including "on premises' courses
run for individual authorities. C '

Table 13
Number with - Number withoui
a formal ' ' a formal
Type of authority training ' training plan
_ | plan for _ - for staff
staff
1 London : 11 : 15
2 Met counties | ‘ : 4 o ' -
3 Met districts 19 12
4 Shire counties ' 21 B : | ' 16
5 Shire districts | 73 126
6 Welsh counties 2 | - 2
7 Welsh d.istricts | 3 15
8 Scottish‘regions ' 1 : . 3
9 Scottish islands - e -
10 Scotfish districts 5 : ' .14
TOTAL o | 139 R -~ 203
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CHAPIER 5
LABOUR PRODUCTIVITY

56. The manual workers, both men and women, covered b*' th. re!':rc:n ces
form a significant part of the countey's total labour force. We have tried,
therefore, to establish how effectively they are being used. Our g—:neral conclu-
sion is that there is ample scope in all four industrics for increasing labour
productivity. We have also formed the view that, taking the country as 2
whole, the standard of labour management in local authorities’ scrvicss, the
‘WNational Health Service and water supply is low. Some step\ have beer and

are being taken o :::pra\e performance but much remains to be dons, Inthe

followm" paragraphs we consider each industry in turn and expluin the
considerations which h ve led us to our conclusions.

Local authorities” services
57. Qur epquiries suggest that there is extensive vnder-utilisation of labour
in local authoritics. The efficiency with which manpower is used varies,
particnlﬂrlv with the size and type of 'mfhor-ty, but the scope for significant
:mp'ov‘mﬂnl is widaspread. There is an increasing awarzness by some lecal
authorities of the need for improvement and, in a fow, large Increases in labour
productivity have already been achieved. But such authorities are in the minority,
- 58, The scope for improvement is iifustrated by the gains in labour utilisition
“that have already been achisved in individual cases. Examples of the guins
to be secured by work study and the introdtuction-of incentive bonus schemes
are given in Appendix i, The Appzadix shows increases in ouiput per head

in h'g"x ways work ranging from 45 to 100 per cent; for paviors, from 40 to

98 per cunt; refuse collection, from 29 to 50 per cent; street sx-.e;pu.e. rom 28

to 100 per cent; gully emptying, from 35 to 102 per cent; parks and cameteries,

from 46 to 70 per cent; and sewage, from 30 1o 65 per cent. Typical increasss
in Larmnﬂs associated \\nh these increases in productivity ranged from 20 to
40 per con

.59, Thg use of work study is sprcadm___r, among loval awthoriiivs 1 in Engiand

and Wales with the support of the trade unions and ender the stimalus of the
Local Authorizies” Conditions of Serviee Advisory Board: similar encourage-
ment is now being given by the NULLC. Ad;isory and Produoctiviey Committes
in Scotland. These developmients are, however, relatively new and only a
minor part of the work of local government has so far been made the subjcct
of study. - :

Table 13.
Use of incentive schemes by local authorities in England and Wales
Percentage of workers paid under incentive schemes Percentage of
. avthorities

T B
0-1G percent = ... ... .. . e e 15
20-39 per cent ... - 17
40 per cent and over ... L. S
100

- e . R i SV e S R = Me—eemien s w e
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About 74 per cent of local authority manual workers in Englnd and
Wales are covered by incentive bonus schemes; the workers covered are almost
entircly men, 16 per cent of whom are paid under such schemes (the figures
are very much lower in Scotland). The average incentive paymant to these
v.'orkers is 58s. 10d, compared with. for exampls, 995, 10d. in the g2s industey.

60. Less than haif the \\orkcrs recetving, incentive bonuses were coverad by
schemes which had been set up following work study. Some schemss appear
to have been introduced more a5 devices to raise earntings in order to attract and
retain Jabour than as 2 means of increasing efficizncy and reducing costs; such
schemes are, by definition, not properly controlled and can’ easi iy gotoout of -
hand, The savings that can be achieved, however, from properly ‘thought out
schemes can be very great.  The rate of saving in labour costs and en-costs
commonly lies in the range £100 to £300 a year for each operative emploved
after taking account of the costs of devising and administering a scheme. Thus
typically for a labour force of five hundred men, the net saving achieved from the
introduction of work study and accompanying incentives would be £30,000 to
£130,000. : o

61. It is frequeatly asserted that any leck of efficiency in this industry 15 2
retlection of the bw ca pacity of many of its workers,  Although the potential
of some may not bz high and the average aze of the labour force is hizher than
in industry generally, the firures quoted In Appendix 11 sugeest thar the moere
important reason for incfficiency is the aceepiznce by mamasement of low

...1d:+.rds of performance as normal and a failure to take sufficient steps to
realise the full potential of the labour loree., : :

62, This generally unsatisfactory situittion has numerous ¢anses Tn hc:ero-
. geneous structire of local government, with its large numb-:rs of small unizs,
_ tends to lower efficiency ‘1l1'.~,1>,:1n doubt, one of the matters to witich the Royal
Cominissions on Local Government are giving .ntermon. Another important
factor is that ioeal aut ho.mes and their dx.p'tru“.;nts are concerred mors with
overall expenditure than wich unit costs and efficiency.  Audit conirol is mainly
concernad with keeping totat'expenditure within budgetary targets, and too little
atiention is given to value for the money spent.  Cases have been reported to us
of peak aciivity before the end of the financia lpﬂrmd in order to use up appropri-
ations or, at the other exteemne, of resources being wnder-utilised wwards the
end of the financial year through lack of spending power. '

63. The manual labour foree of a local authority is norm‘.ﬂy divided among
2 number of depariments, each under a chief officer responsibie 10 a com-
mittee of the elected Council, This subdivision fs particularly marked in Scot-
land, In Englapd and Wales it is more common for much of the labour force
to be combined urnder the Borough Enginsér, but there is no general manager
or chief executive in the sense in which these terms are understood in private
industry: the Town Clerk is no more than first among equals. Departmental
autonomy in the employment and use of labour poses obvious difficulties for
the co-ordination of manpower policies and requirements. In many suthoritiss
there is little mobility of labour between dep'mmems and a tendency for each
department to hold staff to meet its own peak p ericd s, though tbu pzaks ocour

A7 . 1 - Y~
at different times in _..'. rant de. PRtz
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. 64. Chief officers are usually chosen for thwir professional and technical
competence aad their ability to operate within the committee system of local
government. Skill in the munagement of a lurge labour force dogs not rank as
highly as technical expertise.  The overriding emphasis given to prefessional
quahnes rather than to basic managerinl skill presents scrious problems,
independently of those which arise from the absence of effective cost control
mechanisms. Chiefl officers tend to be more remote from their s.mplow.es than
their counterparts in private industry, and the control of labour is requentiy
delegated to deputies or middle level officers. S

65. Such delegation, in itsclf, need not be a scnous d:nd\.mf age: where the

quality of mid r.'..'r: mapagenieat and the efficieney vardsticks and controls ure
satisfuctory, fow prob!~ma need arise. These conditions arz ssidom met:
insufficient attention is given to equipping the officials concerned with the
necessapy manegeric le\perus:. and to encouragxno cost consciousness, Although
there is intersst in the rraining of engineers in engineering, there is 2 lack of

awareness of the need for formal training in management. Outside the County

Councils few training schemes cxist. Knowledge of modern manugement
techniques is generally absent in small authorities and is Nmited even in jargs
authorities: supsnisors seldom receive any training in foremuanship,  The
employ maent of mansgement service units to remedy lhr:;f‘ detects 13 spreading.
but too slowly to have ﬁrm.ucgd a significant impact on the whols feld,

G6. Ma.:ag-,:.u duticiencios ar higher levels throw a weight of resnonadbitiny
on the jower levels which they are generally unabk to shoulder. Derafied
planning of work on outdoor sites is oftm left to individual and inudaquate! ¥
trained gangers und, 23 a result, job planning is generally poor: overm anning
of jobs und under-utilisation of labour are the consequences.

et

67. We can give specific examples of what we have in mind. Thus, men are
often regueired to report to a depot at the start of a day’s work and are then
transported 1o iz working site, although it would save time and money if they
reported directly to the site. The gangs of men employed on road reinstatement
are sometimes so large that it is impossible for all the men to have adequase
access to thework, Paviors are often supplisd with two or threelabourers when

- only one is required.  On manual tasks gangs are commonly 100 big: in contrast,

when expensive machinery is hired for a special job, the supporting gangs of
workmen ar: ofizn tco smull to enuble the machines to be used to cupacity,
Freguently the arrurzements for co-ordinaiing labour, transport and muteriais
are jnadequote, so that aumbers of men are kept waiting for \:.iuu\.; ot stpplies.
There was, in fact, evidence of fow labour utilisation in two-thicds ¢f the local
authorities visited in the course oI thc enquiry we comnuss:oneu into the use and

application of a labour.

The Nm‘im:dl Heczlift Service

68. 'lo some exteat, the National Health Sf-rm.e e\dvom 2 number
he characteristics that are found in Joczl government.. At the ezl level,
responsxbmt‘f for the CO.‘L"O! of the manus 1] 111:0L.r force is dl\l\jn. d;

‘ - D
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keeping within budgets rather than to reducing unit costs.  Somcthing has been
done and is being donre to secure improvements in regard to these matters.
Some use is mad: of unit cost comparisons as between hospital und hospital

and there are arrangements in the Service for the training of administiators in

management.  {r consequence, some hospitals operate ot much higher fzvals of
“efiiciency than others: Appeadix 12 shows, for examp!e, tinar levels of statfing

can be quite different between one hospital and another. To some exisng, as

the Appendix indicates. this is duc to the hospitals being of different types but
cven among hospitals of the same wype there are variations in statTing.

69. There could be ditficulties in applying wo rigorously in 2 hospita! some
of the pormal teciniques of managenient. For example, the unit cost approach
might not casily be reconciled with the wide variations in hospital functions and,
in a scrvice where the nexds of the sick are paramount, the interssts of the
paticnts might suifer from the indiscriminate introduction of incentive schomes
of the type in which pu}'mcm varies directly with perfornunce.

70 Making full allow ance for the spectal circumsiances of the National
Heulth Service, we belive thut there is still pienn' of room for improvemant
in the wiilisation of ity mununi I hour ro'cc wihich ropresents some 20 per eont
of totul hosp he moen detic uhs -.\ouLi s::‘!l to hein or __an..u.tion
an:l the use of modern labour minnagement techniques,

oo As regosds erganbation, the remabng of a Bospinad reguines o balanee
between the neg ‘~‘ of the administiative service—which s normuaily rr'.“'-p"]"-ib!"
for the manua! Inheur fores- ~1**(’ t. »medical and nursdng servicss Toosutvns
with which the three services are nu* ied varies considerably from hospital

“to hospitzl and, on the administra tive side, the delegation of awr 'w".‘.\ . ‘.n!"
hospital groups is not consistent, it some, the Grou 1p S"Lr'...v fxhi2 chio

administrater) aots us a m.:n;l.gmg director with the running of the munual
labour force in sach hospital fully delegated, but in others he mniervenss m the
dav to day activity of partivular c‘cp'1rt'n ants of manual workers in individual
'103[‘1 als. Morcover, the lings of authority from the supzrvisors of particular
departimients to the seaior administrators in the hospitul, purticutarly the Hosphtal
Secretary, and 10 the speciatists in domestic, catering and similar work at group
Ievel ofien cut across one another so that conflices of :unhori:v can :arise.

72, Improvements in the level of munigement ¢ nc'--n..v wouhi h-: mare
eusi!y chlc.\cc' it individual Hospital Management Committees were ros
for greater numbers of hospitals and could thus provide an adequate bas
full renge of management services.  This would also make it zasier To secure

manpower savings ia the manwval Geld through integrating activities and- _
mechanising plant. Sucl conceniration would, of course, have rnpm.zr'ons

for the medical and nursing services which Lis omsxde our ref“rcn:

73. As regards Iz bour manase m.rt tech.‘uqucs there Is scope !f
wider use of work study. A certain amount of method study is a‘
outin the manual field but tha work done so far has not led to

of incentive schemes of pa\"!“!‘ there are at present in th-’ ot
only a few schemes on an experimental busis.  The unions, disz ')poxr. "d that
schermes have not b’cn mtrouu""d. have recently been withdrawing their

eeounranus feet mathd? s nde
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Chapter 3

carried out by different scctions of the departmcnt- We see two purposes in the
grouping of departments:—

(@) to ensure active co-ordination in the planning and execution of!uncuans
which are inter-related:

Ab) to assist in the effective co-ordination of thc team of officers u.hlch would
be made particularly diflicult if the C!erk h‘m to work with a large number
of heads of departments.

226, We are aware that in local :usthoritics in Germany (for example) a high
degree of co-ordination is obtuined by placing services in the minimum number
of groups: reluted work is done in a single group, and even mtl ik a group
scpuarate sections are cn.md 'ip.mm.!} Q0

227. We make no recommendations on the way in which departments should be
«roupcd, although, if our view, their number can be reduced to half o dozen or
so. This is a matter for Jocal determination having regard to the span of control
which can be elfectively excried by any head of a d;p.trzm»nt. Lucul authorities
should consider arrangements on the Tollowing lines as being davigned 10 meet
the needs set out in puragraph 225:—

{7) Grouping certain dup.trtn ents under one semior principal officer, to
whom the “seivice” principal officers would be responsible, and who
would himself be answerable to the Clerk. This arrungement might be
particelurly suitable for those departinents concerned with physical de-
velopment in authorities faced with problems of vrban renewul where
there is i need for co-ordinition not only at the planning stage hul: alvo

“in the execution of the work * on the "rovnd

(M) The cstablishment of a social work department to cover thu personal
social services although authoritics may wish to delay action until the
recommendations of the Scebohm Commitiee™ have been published,

{¢) Authorities should consider making greater use of project teams drawn
from several dcmrlmuns to mect specific short term needs ; these arrange-

ments cold be made lrrupecuu of whether the authority hiss m: ade

other provisions for grouping departments. Project teums might be par-
ticularly valuable in assisting an advisory committee in its study of a
topic. _ :
{d) Gmupin" of snudl miscellincons de p'ntmcnts such as thm. for parks,
cemelerics and bathis and wash-hovses. :
We recommend that Toeal anthorities examine their dup{\rmlcniui \.tructurc with a
¥iew to a drastic reduction in the rumber of separate departments,

. + c
DManagement services and the computer _
228. In paragrapns 201 and 202 we refer to the use of cost-benelit analysis  and
other evaluation techniques to be curried out as part of the statl work of ofticers,

and to job evaluation techmiques and other approuches to establishment planning
as part of the management function. “The rescarch report siresses that local

7 Volume 4. Local government ad:mm:.!rfmon in the Federal Republic of (n.rm._n)

. paragraph 166, .
™ The committee on local authority and allicd personal social seevices,
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Internal Organisation 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 usz of computers within the last few vears.80 In none of the
countries visited by Dr. Marshall does he find that local authorities have ad-
vanced so far.

229, There arc unfortunately many authorities which lag behind, and others

whose interest has not gone further than the review of clementary 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 of such services as they have. In particudar, though

some local authorities have brought their comnrittee procedures mch.r_s;rutmy, .

all too many have not allowed O and M investizations to go bevond the de- R
- partmental level: examination of top structure and cosisideration of overall high o

level devices such as programmed management have been outside the scope of ;

most invéstigations. This is perhaps not surprising in the light of the discourage - i

ment to integrated and cflicient manageraent which the existing committee

system has presented.

230. The organisation we propose will give even greater scope for the use of

advanced management techniques of all kinds, They include, as well as O and

‘M, work study und job evaluation, the wore elaborate techniques of cost-

bLenefit analysis, operationzl research, regression analysis and critical path

analysis, all of which offer exciting possibilities. Co-ordinated management of - i
an authority’s affairs through a management board and a team of principal - :
Cofticers led by tie Clerk will put all these munagement aids at the service of the '
authority as a whole and not of individua! departinents. It will enable officers

of all departments to think in terms of the new tools. They are not a substitute

for good managemant but they offer inviuable aids to decision-taking, securing

value for money and the improvement of elficiency. :

231, We do not advocate that managenent services should always be grouped
together as one unit although there are advanteges in doing this. But if the
computer, for exumple, is D[dL\.d in the treasurer’s dummmnt this must not in
any way make its use by other departments mere difficolt, and the needs of
the authority as & whole must be borm. in mind when cqulpmcnt is acquired.
It will be the Clerk’s duty to sec that this is done.

232, Training in the use of the management services was a matter within the
terms of reference of the Committee on Stafing. But we emphusise the need for
the Clerk and the other principal oflicers to be * numerate” so that they can
appreciate the potentialities of these modern wanagement services and we
. would stress the need for the staffs of local 'mthontu.s to keep up to datc wnh
, current developments,

233. We rccommend that:—

(@) Local authorities develop the use of mamygement services, the r.lp:dly
~developing tools of measurement and control including the use of computers,
o the maximum. :

0 Valume 5. Chapter 16, Management services —some Fevent developments: paragraph 33,

o
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Chapter 3

(b) Where loeal authorities cannot themselves ]ushl'y the seiting up of these
services, c.g. the instaliation of their own eomputers, joint arrangements
with other authoritics should be established.

Management board and party politics

234, At present committees are committees of' the councﬂ and thgnfore they

. represent broadly the party composition of the council. The rescarch report

shows that the practice of appointing chairmen of committees exclusiv ely from
the majority party aithough not universal is frequent.3! It is a short step for the
chairmen of committecs under prosent arrangements to constitute a form of

* cabinet". In paragraph 139 we imply that the management board should be
selected or clected by the council. If our proposals for the internal organisation
of a local authority are foilowed, 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 occupied by its members.

Dr. Marshall's crquirics show that, in those local authorities abroad where there '

is a * plural® management body, it is not the practice for it to be composed
excluswely of mn_mbcrs from one pO]!l'C.ll party. In Sweden where politics are
* all pervasive " and are not regarded as a * baleful influence ’, executive committee
membership by custom reflects the political cos ﬂ")luuon of the council. In

"Stockholm however the commuissioners arg pohtman.s elected by the council and
are the leading peopie in the party. The College of Burgomaster and Aldermen

in the Netherlands is not politically homogeneous, and the German Magistrat
generally reflects the council’s political composition. :

235. Two points of view cmerge. On the one hand, it can be argued that party
politics are part of the fabric of public life und the essence of party politics is
conviction on certain principles, Toyalty to a party’s doctrines and the taking of
sides. On this basis the members of the majority party might claim that they
alone should serve on the management board where policy decisions will be
taken. It can be further argucd that as the manzgement board would be an

- officially appointed commitice of the council, the party leaders who form its

membership could properly have the advantage 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 mujority and
rinority parties, the real decisions are like'y 10 be taken at private meetings of
the leaders oi the majority group and without the benetit of advice from oflicers.

236. On the other hand it can be argued that i the management board is
monopolised by the majority party it will involve the Clerk and the other
principal officers in association with and responsibility to a party m1_;ontv and
not, as now, to the council itself and al! its members. If the majority party
remains in power for a protracted period, members of the minority party will
not be able to share in the responsibilitics of the nuthority and able men 2nd
women spon:.orcd by the minority party may be deterred from standing. Where
the balance is fairly even, there are obvious advantuges in the minority party

81 Volume 5. Chapter 5. Some etfects of the presence or absence of party politics on the
operation of local authorities: p.zr.lgr.tphs T and 8. .
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CHAPTER 16

Management Services—Some Recent Developinents

Introduction

Lo We use the tenm * manaeenment services ™ in this context to cover some of the
n.l.mvcly new techniques involving the use of specialist staft for improvina
organisation and procedures and increasing administrative effectiveness. The
earlicst of these to be developed was work study. Organisation and methods,
to some extent its otfspring, has nevertheloss tmdcd 1o be introduced first in
many authoritics. It originally concentrated on clerical work, but has come to
acquir a muegh broader scope. Raymond Nottage defines it s * the process of
giving systematic and scientific study to the organisation of an authority, a
department of an .mt!mnt). and to the detailed methods of work which ure
employed within the various departments?’, Jts objécts, put simply, are to secure
cconomies in cost und libour and improvements in the standards of service,
This definition is wide enough to inciude work study?, although the latter, in
most authorities where it is in use, tends to have its own separate pructitioners,
and despite its much. wider applications has come to be closely associated with
employee incentive schemes. (The Nationad Joint Council for Local Authorities
Services (Manual Workers) have recently produced & Work Study Code for
Local Councils which emphasises that tocal authont) incentive schemes should
he based on work study prmcm!u\)

. Other skills of more recent origin w Iuc.n may be grouped undur the manage.
n.n.n! services head include operational research, network analysis .md, in the
ficld of Torward phuaing. cost benedit analysis. The use-of computers is unother
management aid which h: as, in coinmon with all these techniques, applications in
many local authornity services and requires a rigorous appraisal of method. We
have not ultcmptu.! to make a detaifed study of any of these skills. We asked in
our postal questionnaire whether or not O. and M. and work study oficers had
bern appointed and computers were in use. We also asked for furiher information
about the use of O, and M. in our supplementary questionnaire with a restricted
circulation. In addition we gained some incidentad knowledge of the use of O,
and M., work study and computers in 2 few of the autherities to which we paid
visits. Thts chapter serves to gather this information together and to indicate
very briefly one or two o' the problems d%ocmted with the use of these techniques
i th focal govermnens setling.

* Organisation and Methods i th" bt.mllcr l’u‘alu. ‘\u'bomy —Publiy r\t.r'l hH sfr"l[o1
\1 mimer 1934, .

A generic term for these techiigues, particularly method study and work nwasurement,
which are used in the examination of human work i all is contexts, and which ivad Syste-
matically to the investigation of all the factors which atfect the efficiency @nd the covnumy of
the sttwttion being revizwed, i order to etfeet improvenent *—Ghssary of Munagement
Techniques, H.AM S0, 1907, extracted from British Standard 31382 1959, .
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- Maonagement Services

'Ihe extent to which O. and M. and work study are in use

3. Table XLVII summarises answers received on this suh_;-.ct in r\,ply 10 th:
main postal questionnaire, It will be seen that at tiwe time of reply (summer 1965)
about two-thirds of the counties, 2 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 O. and M. officers or had employed consuitants during
the previous five years. No clear relationship emerges between size and the

fikelilood of employing O. and M.-Some of the smallest second tier authoritices
had employed O. and M. consultants, while three counties with populations of
_over 600 thousand had neither employed a consultant nor appointed their own

O. and M. officer. Over half of the county boroughs with populations between

60 and 200 thoiisand had not used O. and M. afthough this was truc of only an
cighth of the county boroughs with populutions of over 200 thousand. None of
the rural districts with populations of over 60 thousand had employed O. and M,
- As might be expested, the countics and county boroughs are more likely to have
their own O. and M. oflicers than to have only employed consultans. while very
few of the second tier authorities have their own Q. and M. officers.

4, In ths case of work study. about one third of the counties, 2 little more than

half the county boroughs, a quarter of the non-county boroughs, an eighth of -
the urban districts and a ninth of the rural districts had a work study officer or

had emplo)cd a works study consultant in the Tast five years. In gereral the
distribution is very similar to that for O. and M. except in the case of the
counties, where the smaller number of manual \\urLLrs cmployved u.pLuns the
relatively small naumber using work study.

5. The O. and M. and work study consultants referred to are in some cases local
govermment units from elsewhere. I one county ali the authorities we consuited
had either been surveyed by the county O. and M. unit or were awaiting such a
survey, County Q. and M. teams elsewiiere were stated to have ainengst their
functions the pro»hmn of services to second tier authorities.

6. As noted under Table NLVHa relating to the London Bnrou--hs. ten of the
~inner Boroughs were, at the time of the questionnaire, members of the London
Boroughs Management Services Unit. The Berks, Oxford and Reading Joint

O. and M. Unit is another example of joint action which has nude possible a
‘degree of specialisation and the e\p!umtmn of advanced techaiques otherwise

unav‘uhb[e to medium sized authoritizs. (We had several expressions of the
need for co-operation between authoritics to make possible the general use of
management service techniques and to spread management information. One

' cmmcillor thought there was a need foru country wide O. and M. on.:.uumlwn).'

0. and ML Its status, p{)\lhi)n in ﬂlt‘ dep.lrtmt.nldl strm.tnre .md seope’

7. The 0. and M. officer does not in principle bring & new function into an

authority; it has always been assumed that keeping the organisation of their

departments and the methods in use under review in order to promote effliciency

was o part of the norn: !n.sponsrblhmb of & chiet officer. The O. 'md M. officer
should bring special expericnee and skills to this sk he dous not however in
any way relieve the chief officer of a duty. In so far as the O. and M. officer
advises the chief officer of the clcm.rt:.n.nt and lhc chiel officer uscs !m advice at

4033
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Management Seruces

Prehmmary am!ysns of data and programming for the computer will in addmon
necessitate a comparison of systems and procedures by the authorities concerned
and might well lead to a general adoption of those which are most efficient.

Conclusions : .
33. It may be agreed that piven the present pattern of local government, s
frapmentation and financial handicaps, local authorities in England have a
commendable record in what they have achieved by way of the introduction of
management services within the last few years. Organisation and mcthods
techniques, work study, operational research and other advanced tectiniques for
optimising performance, as well as the use of computers, have in common that
they make possible systematic appraisal of methods and performance to a
degree quite beyond what has previously been envisaged. They hold the power
to transform the current image of local government administration, and therefore,
it may be presumed, to improve recruitment. A treasurer who spoke to us had
- no doubt that one of the major benelits of acquiring a computer was that it
~would help to attract able officers to his departnent, This is not just a matter of
inh.r-.mllmrily competition for searce stadfy it is also significant in the context of
competition between local government and industry tor future leaders. The
possibility of maintuining LO.N"\'L!ILII\I\L. central records for an authority on a
computer and of mter-nla.unf' those from different services to achieve greater
economy aund at the same time 2 much enhanced supply of information con-
stitutes an additional argument for the integration of the departmental structere,
If these argumenis are correct it is of high importance to loeal authorities to
ensure that there is as little as possible in current higher level managemant
arrangements to iimpede the best use of these iu..!uuqu'..s.

34. In view of the advantages in specialisation and cconomies in the use of highly
skilled stall’ which can be obtained through joint-user organisations, any
planning for the development of computer usage should include an assessment
of the value of co-operation with other authoritiss to set up units able 1o
offer the most advanced services, ‘

TanLe 16.1
Computer Applications

(Exteacted from Local Government Compuier Pasiel Lnst Not ah are operational
and many are restrictad to only one or two authoritivy),

1. Financial

Salaries, wayes, superannuation records aml asseciared rezures

Payroll—salarics, wages, pensions and gratuities, including increments, incentive
bonuses, calculations, cash analysits, chegue preparation, credit transfers,
allowance and optiona) deduction accumulations, nationa! insurance,
graduated pension and PLAYLE. de duc.nom ' :

Apportionment of overheads.

- Various returns. .

NI certificates, schedules and card exchangs

Control of graded teaching posts.

Firemen's turn-out, atiendance amd retzining fees.

411
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{c) Management Aids : their Potential

102. To recall our opening paragraphs, we asked whether management
aids might be subject in their use to increasing marginal returns® In our
assessment of each management ajd we definzd two distinct modes of opera-
tion. Ignoring for the moment the residual category, we termed these ihe
* jull employment” and the * partial employment ™ of management aids. In
each case this distinction of degree amounts to a difference in kind, each
mode of employment reflecting a distinct approach to the problem, an|d 2
distinct expectation as to the result, But we have also argued a ciose
relationship betwsen the separate “disciplines” of O. & M., work study,
operational research, and the data processing function of the computer. The
outstanding management services team performs work study and O. & M.
tasks, uses O.R. techniques, and utilises the computer as an aid to solving
management problems. To * fully employ™ any one of these practices 13
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 rangs of management aids on the part of these few
authorities is so far zbove the norm as to constitute a special category.

- Management aids, as we have argued, to yield maximum returns demand
iniegrated use. They are in their essence indivisible. And when fully

- employed in this integrated manner they yizld increasing marginal returns.
These four authorities stand out, for this reasen, as being quite clearly
ahead of their fellows. Their use of management aids is superior not just in
degres, but in kind. We therefore suggest a further typology of the use of
management aids which will serve to dramatise this higher level of employ-
ment, 2 distinction betwzen their use as a service to management and their
use as a technique of management itself. It is this latter approach that avails
itself of the potential of management aids to * transform . . . the means of
performing . . . routine administration ", . o

104. To sum up the foregoing., we have laid emphasis on the indivisi-
bility of maragement 2ids, realising that this represents an ideal probabiv
unattainable under our proposed district pattern with the present level of
technology, or attainablie only 2t cost of unzconomic anomalies in com-
puter operation. But whare this integrated approach is possible, it vieids
increasing marginal reterns in terms of information, co-ordination, decision-

making. work planning and productivity. This integrated approach, which

wez have termed a fechnique of management as distinct from a service fo
rianagement clearly puts a premium on financial resources. Thare are, how-
ever, implications for the structure and policy of the local authority that are
in ths long run inescapable. The concept of intzgration elaborated hare goes
beyond th: findings of the Maud Report for example’ And policy questions

of manpower plaaning. recruitment, and job evaluation rua as a common

. thread through the intzgrated approach to management services.

105. This focusses attention upon the internal dynamics of the authority.

Initiative and foresight, and 2 commitment to a wider intarast than that of
the individual department, are further conditions of the emplovment—or at
lzast of the *full employment "—of managament aids. Given ample scope
and adequate resourcss, most authorities, as w2 have scen, embark on
programmss of work in the O. & M. and work study fields, and obtain a
computer. But the manner in which these are used—in our words, as a

technique of managemseni—is dependent upon these “internal dynamics ™.

The most important single condition here, is of a strong Clerk playing 2

entral role. Without this wiliingness to maintain power—including the powar
to initiate organisational reviews—at the centre, the elaborate provision of
management 2ids is meaningless. We feel this point to emerge very clearly
from Appendix VI to this Report. R
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V: SUMMARY OF CONCLUSIONS

106. District authorities with penny-ratc products of £15000 and
populations of 75-100,000 arz at present abls to maintain internal O, & 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 2 most—or all-purpose authority also offers considerable scope for
the employment of management aids. :

107. Larger authorities can do mors in the way of spécialisation 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, T

108. Whilst district authorities of this size and upwards could afford to
maintain ccmputers of the preseat generation, there are no advantages in

ovwnership 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 exist for O.R. and data
processing, in view of the functions we envisage at this lezvel. The size
of the adiministrations would support large O, & M. teams, and sufficient
manual workers 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 be such as to enable a high degres of
intcgration and cross-fertilisation between the different aspecis. From this
basts, developments in manpower planning, with implications for recruitment,
training and promotion, as well as for economic plaaning, are likely.

-

_ 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 ths future development
of rational and scientific * techniques of management ™ in the public service.

111. But our most important conclusion must take the {orm 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-looking Ceuncil, co-opzarative Chief
Officers, and, above all, a strong Clark with the ability and opportunity to
exercise overall central conirol. : :
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EVIDENCE SUBMITIED BY THE SOCIETY
CF TOWN CLIRKS TO THE WCRKING GROUPS
ON LOCAL AUTHRITY MANAGEMENT STRUCTIBLS
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1 b hHE LIz sY OF ]’OWN CLEAKS

Pl Fert:

R. . THORNTON, M.A., LLE-.
Leicester

Hon, Treasurer:

4. P, ASPDEN, LL.B,
Wartington

L7 IV . .
Vice-Presidents: . Hon. Secretary:

T. FOOAD, LL.B.
Viorthing

Paona: WORTHING 37111

5 LLOYD JONES, LL M
Carditt

J. B W, GLEN, LLB.
Kiagstan vpon Hull

TOWN HALL ' \/oRIHING, SUSSEX.

22nd Qctober, 1971.

Dear Mr. Osmotherly,.

Working Group on Local Authority Management Structuress

I very much regret that it was not possible to 1et‘you have
- The Society of Town Clerk's written evidence as requested by you by
the end of the first week in October. As you will see from the
attached document, we felt it would be advisable to collate the
exrerience of a number of senior Town Clerks who have been very
closely involved in this subject and this has taken rather more
time than that allowed.

In submitting the Society's evidence, I would muke one or two
partlculaz comments. Firstly, the Soc1cty s evidence advocates tha
setting up of a central policy committiee with cogent arguments in
favour. It is readily acknovledged, howcver, that in the past ths
vast majorities of councils have rejecicd the "management boards®
concept advocated by Maud. The general feeling is that the concept
has been rejected in the past because ithe majority of members of
councils feel that they will become second class councillors if a
high power policy commiitee is interposzd between the service
committees and the council. Noneuhele:a, ve believe that the
coacept is fundamentally scund.

. There is a feeling among members that it would be unvise and
impracticable to suggest one system of management which would suit
all the new authorities. These new auihorities will be complex ‘

“organisations which in the end should be trusted to evolve the bhest
system of management to suit their individual needs. Jn the present
local government structure there are nany large authorities which,
~without adopting elaborate formal arrangements and without much
publicity, bave achieved entirely satisfactory working arrangements
both at committee level and officer level whilst still using the
traditional titles of Town Clerk, etc.:

/The studyernerean

E. B. C. Osmotherly, Esqg.,
Working Group Secretariat,
Department of the Environment,
2, Marsham Street,

London, S.W.l.
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i - S 7th octobor, J971.

THE USE AND LINTTATIONS O MANACEMENT SERYICES

.

NTRODUCTION

1. ~ Local authorities have 2 halent for consuming resources. Their
shara of the G.W.P. has growm from 9 per cent in 1966 to 12 per cent in

-31970 and this rate of.growth shows no sicns of slowin~ down.
g Lo o

cal authorities are centinually uader fire from two directions.
They are urged by their constituents, pressure groups and government
- - departments to expand their services, At the same time, they are
pressed —~ by the same government departmants and ratepayexrs now
speaking with different voices - to reduce tﬂa' c.pnnd{ture. In
other woids, auth01lules find themselves qqugczed belween r$31no costs,
caused by inflation and increasing demand for services, and the |

political rcality that rates cannot be increased at will.

2. - If an authoxity is to go any way towaxds meacting these
conflicting demands, it must conduct its affairs more cconomically,
ensuring Lhat managerial functions at every level are discharged wltb

the smallust possible use of capltal aad labour

3. : In running the Council's services, members. and officers alile
mugt ensure that these are proviled in the rost efficien® and cost-
effective way possible.  This can best be achie%ed b" the use of
nmodexrn maragement skills and tncﬁnlquns, oe;tlng measures of effectiveness
for services, by determiming annual oLJectlvcs and the periodic
review of progrese towards them, and by a wllllngncss to question the
contlnu¥ng need for services.

It is not surorising, therefore, that local suthoritiecs
r &3 H] )
.have .been awakened in recent years to the'rﬂe‘-for nOVe-thorou h e
_ 4 -

examinatien of their sexvices, their spending patterns and the

s . 2t
productivity of theiv wvork foxrces.  Thence the grovth of

"Managerent Serviceas'
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DEFINITION AND SCOPE OF “u.\F’TSLT SERVICLS

~The term "Management Services' couprises all thasc services which

help management to plan, control and improve the activities of ‘the
organisation in a general sense. This temn is wider than the orthodox
interpretation which is’ generally limited to CLflCluhC} or

productivity scrvices". A comprehensive list would be:— | .

Coxporate planning {rescarch and development, mode li ng).

Corporate plafiiing control (P.P.E.S., netvork analysis).

" Intelligencz unit (statistics, comsumer research).

Financial control (financial advice, revenua control, not accounting).:

Manpower plannlﬂf and coatrol (LsLGbllshﬂﬂnh, covdxt1ons,

: recrumtn;nt training). o : L -
Land and property manzgerent (purchase, salc,'allocétion, managcﬁent);
EfflClency improvement services (0, & M., Work Study, Opergtiougl
research, Computer Systems).

Management audit (monitoring achievement of objcctives).

It is, of course, necessa ry for the resources of manpower,

materials and equipment in any organisation to be used effcctively

and efficicntly. But the extent to vnich_thesc'objcctivcs are achievcd
must, in the main, depend on the quality of management in the orOahxshL ion.
The good mznager should, however, make use of all the sPec1allst tools .
and advice available to him. He will do so provided that he is awara

of their existence and they are fashiored to serve his needs.

The quality of the advice given to manegement by manzgement

sexvices staff will clearly depend on the quality of the staff doing

this work. Assuminé that the unlLs are staffed with the right kind of

people, they can mzke a Da*ulChlnr contrlbut;on buc@uae' L

i.

iv.

PR ¥ e B oy : 4 [N
-staff -utilisatizcn In-an objociive man:

they can approach problems of orgapmisation, procedures and

..}

erx

wa

they have the tize to study 2 work situation cewprehensively,

eritically and through “aew eyas';

thay have acquired experience in collecting basic data by
interviewing, observing, sampling, etc., and in analysing the
data they will bring to bear formzl techniques in which they

are oxpert,

thiey are knovlcqneablc 1bot; current pract:ce °1n xelatwon to

efficiency techniques and havb contactr wlth stﬂff u51ng them




techniczal and adnlnlstL
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The .extent to which authorities use wensgevial aids, such as

0. g M., Vork Study, Computers and Opcrational kescarch,i is related

very largely to the size of an authority in terns of pOpulztiqn and/or

financial resources.  This is particularly the case in computers where

the advantages are closely linked wich scale of operations. - The

)

larger the zuthority, the wmore sophisticated are the uses to which it

-

can put a computer,

In considering the scope within a large local authority for

the use of effmczancy Lechnlques and the extent to vhich n“raﬂcment

services staff can assist managet ant, account must -be taken of the ..

extremely diverse naturc of the authority's activit'“s. Few organ-satlon
have significant proportions of their staff engaged on so many dififerent
activities, most of which rcquire (in differing proportions) considzrable

ive support.

Thcrc is opportunity in all of these for the formul critical aualysi

of tha processes involved and the procedures dopted but the prec;se '

type of examinaltion quulr;d w111 vary from one area to another,

USE AND LIMTTATIONS

Corporate Planning

This could overcome many of the problems and abortive work in

which authorities have found themselves involved in the past, -

Hopas
have often cxceeded the possibility of achievement, as evidenced by
discrepancies between capital programae forecasts and actuels, Tha

lack of a unified planning orga 1wsaulon has meant that different

-

aspects of development have had to be planned separately and therxefore

the links have been izmperfect.

To be cffective, corporate planning iust be based on accurate

1nformat10n, be dbter“1h_d éftEf full consideration of all factors,

and be amplemented Fix mly "It calls for a strqng Pollcy'Commlxtea

vhich takes minority views into aceount and a firm, resolute Chief

Executive Officer to implement its decisions. Without all these, it

comenls are. For accurata

informaticn, it requires not only an intelligence unit but also a
group of stalf to undertake detailed 1Lscgrch to test out the effect

of alternative pOILC1cq Jn a]tcr atmve situations by modelling

((.Il(: .'G._IJ.C.

tcchnlqueg, has made_much progres&-in th]S dlrectloql_&nd

| o T, DN NP I N . . a LI » . "~ .1'..._.‘..o-...,-..-.o-..'!___:..-o-n-nr-f-.:"__

o - . :
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Corporate plwnnlu? control . : . _ | .
An ovrganisation is YCQUL"cd to monitor the progress of the

corp01dlc plan in both physical and ‘1n1nc1~] tc:us. Usc of P.YT.B.S.
techniques appears essential, togetlier with the co-ordination of projects.

by network analysis.

Intelligence Unit

Recont cxperience shows th at thers is a cortain amount of
information, mainly ip,statistical forﬂ, available within depavtwents
but remaining unused, either because its potential is unrecogniscd ox
because it is not realised that it exists. -Also ﬁnrctorvlse by

deparkments 1s the extent to which information.is available or can be
2 : y

obtained at little cost, which would take some of the guess-work out

of plamning. The ney County Avtherities should be zble to support a2
small statistical and consumer research unil to scrvice the corporate:
planning organisation and to supply all departeents with statistical

information and interpretations relevant to their functions.

(3

Financial Control . ' ' .

-come to them and deciding things only when, Lhe} acise.

The traditional functions of the Treasurer as payraster and
O

collector of revenues cen be divorced from what axe n

functions of appraising the firancial ecffects of proposals and O*U“HLSiﬁg

capital and revenue finance sources to mect Lheﬂ. The latter is an

‘essential scrvice to managesent and should be included as such, This

separation is a direct refleculon of the views of the I.M.T.A. on the
differcncc between accountants and zccounting technicians; it does
not mean, however, that thu two functions must be run as separate

departments. ' _ -

Manpower Control

Manpower is the rost costly of the resources available to any

.Local huthority and therefore needs to be sclected with the gfcatcst

care, properly maintazined end properly utilised.  -Yet so often im --- ..

local government, personnel maragement is the “einderella', the

non-recognised ox uvader-recogniced -v wction. A laissey~faire

~attitude often applies at the present time — crossing bridges whon ve

@ the more important
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An CffCCLIVL manpover service should cnbroces—

Forccnsting of manpower nceds and rmanpouwer availsbility.

Plnnuing of reeruitment and training to pwet reguircments..

Control of numbers, pay and conditions of scrvice of all employees.

Control of placeawent and pr omotion of all c;vlo , based on the
concept of the Council as one employay and not many.
separate departaments., | '

!pOI\lSlOﬂ of selection prncedures and stoff appraisal procedures.

The provlalon of plenned training, Including T&Wﬂ:*ﬁnﬁt development
training and the re-training of redcploycc staff. '

A Staff inspaction sexvice, checking that LJ?IO}EuS are in ;act
.carrying out work aparonr iate to theix abilities an
qualifications, aud c01ﬂw it efficicntly (1 e. that the

employee matches the job sgccxflc tion).

13. Land and Proporty Managemsnt - o

The purchase, sale, alIOCdtlﬂn 'and management of 211 land and .
propexty of the authoxity should be treated as & wmanagem 21L ssrv1ce

bacause ~

Foruard planning alwost always involves land; factors relating to
jts location, character, price and potentizl have a
. wvital influence on decisions. '
Co-ordination of requirements can lead to economies.
Centrally controlled allocation of properties can lead to econonies
Planned maintenance can be related to its effect on property
_prices and building replacement prograrmies.
It would be essential to really succéssfﬁl property managenent that a
system of appropriation of assets to _specific purpose s bz discontinued
in favour of the concept of corporate ovmership of 211 property, whose

use would bo at the w3ill of the Council.

|14, .. Efficiencvy Twprovenen t ServiCes . ..

Vork Study {cover ing manual work of all types) has a long record
of achievement in a number of the larger suthorities and has resulted
in very sigunificant savings, ainly through the introduction of
incentive bonus schemss and the changes in working wmzthods brought
about at the samg time. Whilst the level of savings nay be expected
to drop when all bonus schemes are complctcd, Work Study is llLCI} to
rem11n thc wost dlroctly rcmuncrnblvc area of off:c;ency scrv1ccs,
mqlnly bccauac,o+ the c-c::-zlc. of oncraL{ons covered aﬂu.Lhc cowpgratlve.h. L

- é09 ‘ :_ ‘ - _. "f - f%~;”3‘:;;;.lrfm?'
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rcadinCSJ with vhich financizl benefits can be identificd. The
oppos 1tion whiich it eangendered in its carly days scoms mow largely

the face of positive proof of its benefits.

~

to have subsidad i

The cquivalent function in the adainistrative, pzofc5510na1
techniczl and clericel ficld is covered by the 0. & M. secrvice.
Basically, its activities ave:-

Reviews of departncntr and scct vhere organisationai and
staffing problems have arigen,or are likely to zrise,
as a result of changing functions zod workloads.

Implemevtatiom of organisation 1 and other changes vhere a _

co-ordination function is involved (e - Social,Scrvices).

Examination of staffing proposals, both as to numbers and grades

.

. - (including job evaluztion).

2
n
£
{3
=
i
ol
]
[ 4]

Examination of proposals concerning accoarmodation, effic
. prop s N
and office systeus, to eunsure elficicney and an approrviat
dcg ce of’ stnnihrd1sqtloﬂ

-

. “Mueh of its ac hievements cannot: rcadlly be cuantifiad in finznc ial
terms; any wmore then con the management function ‘itself, but they are
nevertheless real. It exists as 2 consultancy service, providing
specialist advice to the general administrator, and it should be

viewed as such. Its significant limitation in practice so far is that
it has not entered scrlously into the field of professional work (legal,
'englneer;ng, medical ete.) to question tho objectives, methods and

efficiency of professionally qualified staff.

The Opcratlonal Research function is in its infancy in local
_government. - Useful work on mathematical modelling in the town plamning
field and on statistical anmelysis in several areas is 2 common feature
in a few authorities, but it is only now that authorities are beginning

to apPTPClaLE the Dob-““lul of 0.R. in the study of problems, to make

action Lo optimisa tha use of resources. Newvertheless, cxperience,,
supports the view, derived from the sucaesses of the L.G.0.R, Unit and
the G,L.C., that mathematical techniques will in future form an esseﬁtial'
tool of management und narticularly of corporate'planningf

Computer éystcms znalysis is a specialised aspcct of computcr.
vork which is closely reclated to the 0. & M. function and should

therc[orc bo IHLLgIHLQd with the other efficiency services, though

fxom Lhc p01nL of v:cv or dapalum"ntal strucdture it ought not to be

d1vnrrod from COMputcr 0pcr“L10ns. '210” T B "f“';;ﬂf.*},f




15.

16.

- T - | A A

‘
Thelimitations of cfficiency 1tp10vumcut services have been

found in the past to be principally -

The problems of obtaining full and willing co*opcrétion from
the departments vhose services are subject to scrutiny.
This rcquires patient perSLasién to overcome it
initially, followed by clear and continuing proof of
effectivenes: . ,

The problems of ebtaining willing accep stance of chan;e from
those vhose work is zffected.

The restrictions imposed by finance and by staffravailability
on the scale of provision of service.

The unwillingness or 1nab111t} of many senior staff of o;hnr

) depart lents to scc potential bemefits to on authority

as a2 vhole as being more important than the particular

benefit to their owm department. .

Management Audit o . B .

A function is required to examine and report on the.way in mhlcn

‘policy objectives are being achieved, in terms of cost, benefit to the

public, tlmcscale, etc. Tﬁis is a fLuctlo" additional to those of
the cxf1c1cnc} improvement services and tha corporate planning control
group; its purpose vould be to monitor, as a contlnnlww‘ exercise,

the effectiveness of regular qc*v’cgs as distinct from the coqplthxop

of specific schenmes.

General Comments

Management services staff of good quality are a scarce conmodity

and therefore relatively expensive to recruit and retain. Xt is .

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

be a wider spread of opesrations across Management Services Units in .

different local authorities, culminating in the résults of work dens

(=4
An one unit affecting a particulnr area of operatipns being made .---. ..
available to other units, LAMSAC make claims to this role, but their

record is dlscourﬂﬁxng cnd in practice, much depends on the

e

day-to—day contacts which the pract

tioners have with the staff of

oLhar anps.
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The aim of efficiency tcchniques is te achiave a rore effective

3

-

use of resources in attaining a stated objective. ~The common patiern

is to assemble the facts pertinent to an activity, to cxamine them
critically and systematically, and to judge the nwost cffective procedurses
for achicving the objective in the light of the facts and cunerience.

#

Operaticnal veseaxch is distinguished from the other techaigues by using
Ld .

hd . = T r
a mathematical model to codify the facls and by SLp71‘msnL'n° Judﬂ cment

with an optimua solution devised from analysis of the model.

‘Management Services Units use techuiques to examine and Improve
the effectiveness of achieving an objective predetermined by
Management; they do not contvibute to an aSSQS:ment of whether ox not

the overall objective is correct (peve h;less a Manazenent Services
Jd 3 :

analysis will frequently show that a particular z ct vity is not
cit in the title

necéssary for the stated objective). It is expl:

e

that the techaiques arc a service to Managers, not a substitute for

management. . : : ) ' .

OI\CA\'[S AET0N OF "';‘4?\(“?.:'5.- T STRVICES

Attention is dravv to rhb LOllOu&d” general po:nfs to which

considerable 1mpo;tance is attached.—~

1. hlghrlevel sponsorship of managenent scrvlﬂea, plbfcrgbly by
the Chief Executive Officer, is nzeded WLCH‘a local authority

h] : -

to ensurc that they are properly uscd:

i, there is CO:tL“U‘ﬂg need for trazining (a) line staff to-use
_.certain technigues themselves, (b} managepent services staff
in theix spac'ﬂ‘ist techniques, and (c) n"na"'%“ﬁt gencrall' . .'-
"'in the value of ef;1c1enc; techalﬂves nd in the use of o T
eff1c1ency service teams; '
j3i. souwe techniques may be emﬁloyed as "tools of the trade" at the

normal working level vhile other techaiques, requiring impartisl
critical examinaticon, are best used as an advisory secrvice to

line management by persommel specialising in the technigues.




APPENDIX 11

THE NEW LOCAL AUTHCRITIES MANAGEMENT
AND STRUCTWRE REPORT

1972



The New Locai
Authorities

- ‘management and structure

Report of a study group appointed jointly by the Secretary of State .
for the Environment and local authority associaiions *to examine
management principles and structures in local governmen: at both
elected member and officer lavels.

Presented to the Sacretary of State and the Associations August 1972

* The Association of Municipal Corporations
The County Counciis’ Association
The Rural District Councils® Association
The Urban District Councils' Association

LONBON HER MAIESTY'S STATIONERY QFFICE 1972
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Chapter?

Other central functidns

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 personne! function; 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 deait 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 managemant
sefvices,

7.2 Broadly speaking we have received two categories of evidence
on this, as well as other matters, Firstly we obtained evidence which
might be termed 'opinion’ evidence from 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 manragement
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 O and M”
and, most definitive of all

“Management services, ie O and M and Work Study ...™
76
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Overall it was only O 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 O and M and work study only,

7.4 A recent editorial in Local Go_vernment Finance* stated:

“Starting with O and Mone hasseen a considerable nlethora 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) toc operational research, network znalysis,
computers, management accounting, CBA, managemen! 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 ‘Managsment Services’ comprises all those services which
help management to plan, control and improve the activitizs of the
organisation in 2 general sense. The-term is wider than the orthodox
interpretation which is generally iimited to efficiency and preductivity
services.” ‘

7.6 Inthe light of these comments the very titie Management Services
Unit is perhaps misteading ii only O and M and work study are covered,

Work Study

7.7 As far as work study is concerned, we do not believe thal a large
central unit 1s nacaessary. Work study praciitioners will oparate within
individual departments and should be under the day to cay controi
of the line manager. We suggest that there is, nevertheless. a need
for a relatively small central unit to control the overall cegloymeant
of work study staff in the interests of the authority as a2 whols, and
to ensure that new technigues are evatuated and staff trained in their
use. It is through this central unit that line managers would obtain the
services of work study stztf for their departments. The unit would
also be responsibie for sefting up work study teams to underiake any

* Local Government Finance vol 78 ro 4 April 1972
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specific proiects required by the Chief Executive or the management
team, .

O&M

7.8 There is no similar argument, in our view, for piacing O.and M
staff under tha day to day control of line managers. not least
because the subject covers a wider fisld than that of 2 work study
team. it seems to us that the basic nature of the function too is different,
O and M is concerned with the structure of an organisational unit and
 the way in which that unit operates to achieve its objectives; an
O and M function within that organisational unit is less lik2ly to be able
to exercise independent judgment than an ‘outside’ team. The latter
wiil also bennht from the wider rangs of assignments open to a central
team.

7.9 Organisaticnally we recommend that the G and M unit should be
under the wing of the head of administration, cut it shoula be very much
an ai¢ to the Chief Executive and the manzgement team. It should.
we beliave, operaie to a programme laid down by the management team.,
though that programme will need to be sufficiently flexible to enabie
urgent ad hoc assignments to be undertaken. In particular the unit
would have an important role to play in Kkeeping 'organisational
structures, not only of departments, but of the authority itself, up to
date and in line with changing requirements. Reports of O and M leams
upon any individual department should initially be submiited to the head
of that department. If it is necessary for a report to go beyond him
(it should be submitted direct to the Chief Executive for consideration
by the management team. It should not in the first instance go to the
head of adminisiration 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 included in the
generic title of management services, because of its close link with

78
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financial and payroll questions itis normally found within tha Treasurer's
department. Generally speaking we see no reason to change this, but
we do see substantial disadvantages in aliowing 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 computer time and facilities
should be controlled by a separate body responsnble direct to the
management team.

Research and Intelligence

7.11 The Local Govarnment Sill gives to the county councils a wide _

perrissive power to carry out research and collect information on any

matters concerning the county. The powers of district councils in this

respect are slightly more limited in that they may only incur expenciture
‘on research and the coilection of mfcrmatxon in connection with the
exercise of their statutory functions.

7.12 At county level a strategic information and rasearch function may
well develop which might require the creation of a centrai Research
and Intelligence Unit staffed by suitably qualitied officers. Such units
already exist in some authorities. We are aware of the approach taken
by one large authoriiy. It has recently extended the research functicn
to each of its majer departments who now have a research section
for their own service requirements. in addition, however, a small
Research and Intalligence Unit is located in the Clerk’'s Departmant. lis
WwOrK programma ensures that it carries out only research not under-
taken in any other department, for exampie, 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 sccial trends in the coumy
compared with those at national level.

ii. ~ Miscellaneous intelligence: for example, to -identify key
future events in the authority's area and to relate their impact;
to keep abreast of new management and research deveiop-

- ment elsewhere. -
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ili. 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 authormea

iv. Corporate Planning: for example, assisting in setting
depdrtmental objectives, identifying community needs, and
devi;ing measures of output and performance. -

7.13 Most district councils will depend partly on the data assembled
by properly trainad staff whom we suggest should be placed within

the various programme areas, and partly on that assembled by any -
county unit. There is clearly some danger of duplication of research
effort, and to avoid this we suggest that each authority should -

maintain a central record of information and research findings to which
refereace could be made before new work is undertaken. Such a
record would include not only data assembled by that authority’s
own departments, but also notes of, for example. resaarch findings
of other autharities and central agencies. S

Organisation of management services

7.14 Because so much of the evidence submitiad is based on the

. premise thai management services cover only O 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 reflected in the organisation structure. Such evidence as wa have
- received on this subject suggssts that the pendulum rnay be swinging
away from the idea that all management services shouid be centralised
- into one monolithic department, Socma papers have suggested that
there should be wider use of management services within individual
departments and we have received criticism of the growth of

- et —
- .

|

central management services departments on the grounds that they -

have become a very costly item and that the expected benefits hava
not been realised. It is said that their cost benafils have not been
established. ‘ .

7.15 Mr. J. D. Hender, Chief Executive of Coventry CBC, suggested to
80
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us that the concept of a central management services unit was a

necessary step in management develogment in local government but
that it

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

Hiz 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 technique$) should be regarded as part
of the tools of normal working and not as specialised instruments
called in from a centra! unit for a particular purpose

7.16 Others have drawn exactly ths opposite conclusnon on the con-
sequences of the implementation of corporate management, main-
taining that the need for a corporate approach makes it 2!l the more
necessary that there should be one centralised service. The Local
Government Personnel and Mapagement Services Group, for exampla,
commenting on the use and limitations of management services said:

*The initial limitation. we would suggest, is in {act the fragrr'entat:on
of the various services which occurs in many autnorities.”

7.17 We have received evidence from several sources  which amounts
almost to a compromise betwean these two views. According to this
view, the various techniques fall naturally into a number of groups
each of which performs 2 different function. The Londan Borough
of Greenwich, for example. has grouped Work Study, O and M, Cpar-
ational Research and Job Evaluation with -the Establishment Groud
of services; PPBS, Cost Benefit Analysis, Consumer Research and
PERT networks with the section responsible for advising tha Chief
Executive on forward planning and the various financially based “cost-
benetit’ techniques are under the control of the Director of Finance
and Borough Traasurer, :

7. 18 In-another authority it is suggesied that there are snmllarly three
elermnents to Managemenl Services:

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

¢) Techniques to analyse or solve individual prablems,

719 The London Boroughs' Management Services Unit, who

. commented that in existing Management Services Departments, O and
M, Work Study and Systems Analysis “even when under the direction

of a single officer usually operate separately”, have aiso distinguished
between management appraisal and financial appraisail 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 groun.

7.20 Faced with these various alternatives, each o! which is said to be
well suited to the needs of the various authorities making use of it,
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. It 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, O 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. ' B

7.21 Wherever the relevant spacialists are located, we see increasing
scope for teams from the various departments contriputing to the
examination and 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 Cfficers place their specialist staff at the disposal of the
Town Clerk and Chief Executive and the Chief Officers’ Group and wie
try to maintain a degree of flaxibility and fluidity in the deploymani
of specialist staff in this way.” _ '

7.22 This illustrates the dual role of management services staff. On the
one hand their skilis may be deployed within the departments where
they ara most required, but they must a!so, of necessiiy be availzble to

- central management. In this latter role they will operate according

to the programmes and requirements of the management tzam, not-
withstanding that for administrative purposes they are employed within
particular departments.
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APPEINDIX 12

MANAGEMENT SERVICES = A DEFINITION

N Harris Management Services Journal August 1978
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article byT‘\iéville 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 . .

and the way in which a number of teading organisations are using Managament Services. o .
1ext step in the research will take the form of a questionnaire circulated to a sample of the Institute’s membership and
5, which it is hoped witl provide a far more zccurate picture from thase who are practising within the Management Services

ion, .

g
i

-

Tanageme:

Ty

Y

§ Services —
Definition? '

i

duction : :

y year, Our Journal has very skilfully evolved from
Study and Management to Management Sarvices in
eriod 1283-1976 and the examination scheme is
wedded to the title Certificate and Diploma in Man-
ent Services. At our annual gatherings we taik 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 o

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 supsar
=m-solving department with specialists in operational
rch, ergonomics, computers, efc in addition to work
and O & 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

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 over 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 organisation and its objectives.

can prove to be very convenient for organisations to
the use of the title work study or O & M, or to avoid
se of other tities perhaps for political expediency.

966 Ivor Williams” reported on ananalysis of 574 jobs

GEMEINT SERVICES

ers of this Institute use the terrn Management Ser-
with increasing frequency and with more attachment

ella one to cover those activities which are deemed .

anagement Services as we would like to practise il. .

urther problem of the title 'Management Services' is

4

in work study in which he {cund 123 titles. This was, he felt,
an example of "Mudcdled thinking at quite high levels over
work study and allied subjects . . . there is almost complets
lack of evidence that woik study is being used in its fullest

~ sense throughout the Company. Secondly, because of the

seemingly incomprehansible nature of 2!l these different
functions, management tends to lump togather and evolve
curious and cumbrous titles, mezning nothing cutsida thair
own factories. . .. :

A further problem is that warned against by Dr Joseph -

Faraday® of aliowing management seivices lo be a con-
venient dumping ground for those activilies not organisa-
tionally suited elsewhere or the problem of anything serv-
ing management being a management service as cited by
Randali.? :

Soitcanbe concluded thatthere is no official definition of

‘management services and considerable haziness over the

objectives of such u function. Further there is little agree-
ment as to what activities should be encompassed by man-
agement services. Itis my intention to alert readers to what
is available in the way of definitions and aclivities by the use
of simple analysis of data. Having conducted this analysis it

becomes obvious thatmore needstobe donetoenable the

image or images of management services to be more
clearly discerned which will involve co-operation fromr
many of our number. :

A Definition :
Although many peopls have written about management
sefvices in a variely of books and journals, thare 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 whatis meant by the term. Others, whilstattempting to
define management services, merely list a number of
topics, ‘ie work study, O & 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
objeciives and means of managemenl services and then to
consider what activilies 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-




|

Technologies. He is also an examiner for the 1WSQ!A.

e Harris MScTech, AMBIM, FIWM, FWSOM, FIMH a gradvate of the ™% 7570 %)
rsity of Manchester Institute of Science and Techoology, (UMIST) has hetd ~~ " .
ons in management services in the faod, textile and engineering industries as "~

s local government. For the past 15 years he has been engaged as lecturer at
astle upon Tyne Polytechnic responsible for production management and
itative methods, He is currently Head of Division of Llanagement Studies, .
a senior partner in a management consultancy firm spacialising in management
es applications. He is actively involved in local activities for the Institution
orks Managers and the North East Association of Management Institutes.
nal leve! involvement includes work for the Institute of Materials Handling on
ation and committee work for the Department of Industry Counci! for Indus- -

5.4 2 The analysis was restricted to those who specifi-
indicated 'nereis a definition’ and although many have
en on the subject the comments about assuming a
wledge on the part of the readers is substantiated by
fimited number of definitions. From these dalinitions, a’
word matrix' was produced, from which general guide
5 for a universal definition could be derived. To make
ﬂefinilions meaningful, the key words were divided into
major sectors.

Generally descriptive of management services
Aims and objeclives

vethodology employad

ther factors

» Figure 1 for Matrix (page 6). '
} Generally Descriptive of |
The most important factor here, is provision of advice
» management, but only one authority spacifizs the
dvice o board level. Because the function is expected
) provide advice, the use of specialist up o dale tech-
iques by personnel who are free from day to day pres-
ures of line management, is essential. The term ‘Inter-
al Consultancy’ is used by three authorities, but this
tight be regarded by some, as a somewhat specialised
ontractual relationship between the MSD and the client
epartment. However, undoubtedly when advice is
iven, some consullancy element must bz present.

) Aims and Objectives : ‘ :

Productivity is generally regarded as too restrictive,
nd other words of a more general nature are used, ie
fficiency, effectiveness, and improvement. Additional
bjectives of amore specific nature are included, such as
rofitability, aid to economic decision making, or man-
gement development. '

Undoubtedly, many MSDs do have a contribution to

iake to all an organisation’s objectives, indirectly, andto
ome, dircetly.

| Methodology Employed
Nol many aulhorities refer to this aspec

, but

[,

Fatale N

undoubtedly the basic problem solving steps are used

as the basis for the advice given, ie diagnosis, investiga-

tion and analysis, problem solving and assislance with

implementation and instaliation of new systerns. Hope-

fully, some after cdre maintenance would be seentobsa
- natural follow on from this. ‘

d) Other Factors :

This included a plea by onz authority not ta spacify the
technigues of management services, and also lne ques-
tion as to whether it should be restricted to large organ-
isations. In one of the first monoagraphs on the sublect,
T B Ward" devotes a section 1o MS inthe smail firm and
as put forward by the author in a previgus article™, the
scope of the management services department can be
limited to only one activity. ftis how that activity is allowed
to oparate which is significant '

A Definition of Management Services

Summarizing the above it is possible {o synihesize a
definition. However, it is undoubtedly a definition of so
much importance that an analysis of some 10 pravious

delinitions is hardly a reasonzble basis and more work ~
needs to ba done before this can be universally acceptabie. .

Perhaps the BS1 3138 commities have got this in hand, but
until such time as an official pronouncement is made or my
own researches are within sight of completion here is a
tentative definition.

‘A Management function containing those specialist
skills appropriate for an organisation at a specific time,

‘which provide a problem solving advisory service 1o man-

agement at all levels. Such advice is aimed at assisting the
management more effectively to achizsve the objectives of
the organisation, in particular, profitability, cost effective-
ness and productivity.”

Management Services Activities
Up to this point | have deliberately used the word ‘activ-
ity’ whenreferring to such items as work study, OR, O & M,

_etc. The reason for using this non committal word is that the

lilerature on managemeni does not use consistent ter-
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Definition
Reference

Clay and Walley 1965

BIM 1951
Aston 1989

by Hords

Total
Score

Hills 1973
Bains 1972
CHSS 1674

Lines and Metz 1974
1C!

Walley 1973
Civil Service

escriptive of:--

Contralized

Mdvisory to Management General
Advisory to Board

Internal Consultancy
Integrated X

Use of Specialist up to date X
technigues

Free from pressures of day
. to day Management

Mo M e

ims and Objectives of:-

Productivity Improvement %
Management Doavelopment : X X

Productivity Plus ie
Economic Decision Making

Profitability )
Effectiveness X

Assisting in change or
Innovation : ' X

Improve Activities
Efficiency
Company Objective Achievement

thods “EEE:'

Analytical Ability

Investigation and Problen
Solving .

Implementation and New System
Development

ther Factors:~
No Comonly Accepted Scope X X
of Techniques etc. :

Primarily in use with X X
Larger Companies

Hec.

ot W e -

- W P W -

plogy. Thus one can find any of the following words
[ as synonyms.

Function

Discipline

Speciality {or Specialism)

Technique. ,

bnction can be dealt with initially and is defined in the
ionary of Management,' as ‘A group of relatad
ities that contribute to the performance of work by an
tnisation. . . . Also the part of the organization that per-
is such 2 group of activities'. Hence management ser-
sisitselfa function and if MS is only represented in the
enisation in the form of a single specialism (ie O & M} or
istrial Engineering (Models 1 & 2 from Harris op cit'),
still does not preclude it as a function.

Dr the other words, dictionaries and glossaries of terms
e of little value and management literature was so con-
g that it was necessary 1o go lo more autnoritative
Fces relating to the history of science and sociology of
essionalisation. Some references are included™ 2 and
Feader is particularly alerted to the thesis of Dr Kirkman

AGEMENT SERVICES 224
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Fig. T Analysis of 'Key Words” used in Management Services definitions

on the professionalisation of work study which contains
some fascinating insights inio its development and current’

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 edubation, a-

. depandant 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 funclion the word speciality will b2
used, but used only in the sense that it is a definable and

. separate unil. There is a further cornplication 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 one tirm this is a full time activily for a number of people
with a value analyst in charge of a unit, whilstin another this

2
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sed by the management services functionas oneof the
ny techniques employed. Similady project network
hniques may be a separate unitin some local authorities
nown as project co-ordinators whilst for other MSDs is
»d only as a technique for implementation of new sys-

management problem in a detailed systematic way".®’

sa in conclusion a speciality is recognised within man-
bment service departments when it is a separale unit,
sion or section — it could just be one person or a con-
erable number. Techniques are the many too!s of prob-
1 solving used, ranging from parato analysis to comput-

nt Services it will be necessary to differentiate between
se two levels, This becomes even more critical when
hagemeant services is organised as a totally integrated
L where every member of the function is 2 management
vices specialist and no attempt is made to differentiate
ween specialities, since the name of the game is prob-
i solving. ‘

rs. John Argenti defines management techniques as 'a -
ognised method analysing or solving a recognised type

bo in my future enquiry into what comprises Manage-

What Specialities Comprise Management —

Services?

In 1968 J G Reid* asked ‘What the function is considered
to embrace in the way ot specialisttechniques® he tabulates
"nine authorities who have wrilten extensively on tha sub-
ject in the past couple of years® and the resulls ware:

Work Study, 9.

Oand M. 8

OR,7

Data processing, 4
Ergonomics, 3
Management Information, 2
Personnel/Manpower, 2
RandD, 2

Ecanomic forecasting, 2
Value Analysis, 2 -
Cybernetics, 1-

Market Research, 1

The sources of information were not quoted, buta simitar
‘analysis that was conducted took 10 writers*®*# = and 10.
organisations.’®* ** The analyses are shown in Figures 2
and 3 respectively. Unfortunztely for nona of thase anat-
yses is there a cleai delineation between specialitas and -

b . ‘ :
Fig. 2 Analysis of Management Services Techniques from written authorities

Source

BIM Study Group 1963

whitmore 1968
Gilbert 19£8

fechnique

Hoskyns Group 1969
freeman 1949
Faraday 1971
Lines and Motz 1974

Candlin 1969
Mills 1873

Aston 1969

Tot2}

Hork Study
btant Layout f M H ) X
Yalua Analysis
D & M

Remuneration X

>
>

Frgonomics

Pperational Research - X

Project Hetwork Amalysis

Computers / D P

Systems Analysis - X : X
ystem Study / Cybernetics X
rganisation
Information Systems

Eraining / Management Development % X
ost Barefit Analysis

Behavioural Science
Economic Planning X

Management Auditing

Capital Investment Decisions .
Business Administration
COrpoEate Planning

Cost Accounting

Management Accounting

g e T e MO 3 MO

Production Engineering ' . X
Market Research

>
>
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. - Fig. 3
- Management
T~ — = = Services
w o - = o E Practice
_ g |82 2| 21E
Source ~ G S 2 w & w
—_— @ o W s CH L] r~ (2] 1
v — -k - — el [ [=23 (e ] o
) [T P 42 — [ — w
(1] o o o b — (1] — = . L]
[¥=] o © L vy =< el - Ll o [=]
o = - — = (%) +3 o —
— w < — el L= o _-= -
chnique =4 2 = S =1 = = 2 2 & ota
Jork Study X X X X X X X b X 10
Plant Layout / M H 1
falue Analysis X X F4
1 X X X X X X X X 10 .
Remuneration . X X X X X X X 10
Ergonomics X X ' 2
Dperational Research ‘ X X X X X X X b 9
Project Network Techniques X i X 3
Computers / OP X X X X X X X 8
pystems Analysis x X 3
bystem Study / Cybernetics X’ 2
Prganisation . X ] 1
Information Systems X X 2 .
[raining /Management Development . X X bt 4
Cost Berefit Analysis 0
Ser}avioural Science 0
Etatistics / Economic Planning b X 2
Management Auditing X i 3
Capital Investment Decisions 1
Business Administration 0
Corporate Planning A X X 2
Fost Accounting ‘ X rd
Hanagement Accounting ‘ X : X 3
Production Engineering 1]
Market Research o
Personnz] X 1
Totals : n| 4 5 L 14 1} s |10 71 5] &6

hnigues and one wonders if the write+s hava suggested
nniques that would in their opinion be dasirable in a
nagement service deparlment. Some observations on
above analyses dre necessary. In the data provided for
Lire 3 the details provided by LAMSAC cover an anaiysis
il Jocal authorities and is based on a popularity table
h that no single authority is bound to have all disciplines
resented. It is also interesting to see the widespread
re of management services, both in theory (writers),
| practice (organisations), which substantiates the rec-
pition that the choice of skills must be appropriate for a
En organisation. :

Vithout attempting to be definitive and recognising the
tations of the sample, the most popular technigties are
follows: {those scoring 5 out of 10). '

Writers Organisations

Work Study Work Study
Operational Research Operational Research
0 and M Oand M

Systems Analysis Computers/DP -

conomic Planning Remuneration

(&
Value Analysis
Computers/DP

This analysis correlates with that done by Reid in 1968.

INAGEMENT SERVICES
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Some of the Also Rars

" Because of the confusion regarding speacialities and tech-

niques, many of those activities which got low scores may
well be considered by writers, and happenin practice, to be
subsumed by others, for example project netweix tech-
niques as part of operational research. Ergoncmics in 2
limited sense as part of work study or O & M. Plant layout
and materials handling as part of work study. Organisation
as part of O & M.

ftis also ternpling fromtha acadamic sidelines io suggest
what specialities ought to be a part of managameant ser-

" vices, regardiess of size, organisation, eic, butthaintantion
of this anticle is o summarise what comprises tha currant

scene as far as can be perceived.
The Next Siep

So far we have indicated that some pattern can bz estab-

lishad by a socmewhat limited analysis, Perhaps some
readers are concerned that the results in no way are re-
presertative of the function within which they work. It is
therefore essential al this crilical stage in the development
of managernent 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 approach, but must be from those
who are practising management services, —and in particu-
lar those who are managers of the function.

- anopm s

-
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\s part of a research project conducted jointly by New-
tle upon Tyne Polytechnic and the University of Leeds a
zstionnaire has been designed and is being currently
dated. It will contain questions in three broad areas:

) The organisation profile. -, _

) The management services specialities and Tech-
niques employed.

) Management of Management Services.

I has been designed to take aboul 30 minutes {o com-
te and will shortly be circulated to a sample of the Insti-
2's membership, If one of these is sent to you can |
ase ask you to return it as soon as possible sothatas a
ultof a high response rate a more accurate picture of the
nagement services function will emerge.

t is hopad that from the results, which will be published
Hanagement Services inthe Autumn it will be possible to
date the many different models of managemsant service
ctice and to forecast more accurately changes that will
Cur.

liography :

IVOR WILLIAMS, Work Study — What's That? Work Study & Manage-
iment Services, Sept 1966. .

J E FARADAY, A Function of Management, Work Study & Manage-
ment Services, Jan 19864,

P E RANDALL, Introduction to WS and O & M, Butterworih. .
BRIT!SH INSTITUTE OF MANAGEMENT, Managemant Services in
Large Companies, BIM, 1963; £ F L Brech;Principtes & Practice of
Management (2nd Edition), Longmans, 1953,

MCLAY & B HWALLEY, Performance & Profitabiiity, Longman, 1935,
B R ASTON, Management Services — Techniques & Depariments,
Admin, Staff Henlsy, Qcc. Paper No 11, 1959, ‘
B WALLEY, Management Ssrvices Handbook, Business Books,

1973,

B MILLS, Management Services in the Board Room, Management
Decision Monographs, 1973

LINES & METZ, Managing Managememt Services, Incomiee, 1974,
DEPT, OF ENVIRONMENT, The new local authorities — Management
& Structure (The Bains Report), HMSO, 1972,

DEPT. OF HEALTH & SOCIAL SECURITY HEALTH SERVICE CiR-
CULAR, Organisation and Development of Management Services,
HMSO, Aprit 1974,

BRITISH INSTITUTE OF MANAGEMENT INFO, NOTE NO 43, Man-
agemant Services —the role of the speciafist & the organisation, BIM,
October 1955. -

T B WARD, Management Services — the way ahead, Anbar Mono-
raph No 5, 1965.

1 D HARRIS, Research in Education — The Management Services
Funclion, Management Services, July 1977,

H FRENCH & D SAWARD, Dictionary of Managemant, Pan Reference
Boaks, 1977, :

F KIRKMAN, The Professionalization of Work Study, Unpublished
PhD Thesis UMIST, Dec 1975.

N C MULLINS, The Developmean! of Specialities in Social Scwence —
the case of ethnomethodology, Sociat Studies (3, 1973,

W B WEIMER, & D S PALEAMO, Paradigms and Normat Science in
Psychaology, Social Studies (3), 1973, .

R BUCKNER & A STRAUSS, Protessions in Process, Amarican Jour-

nal of Sociolegy, Jan 1951.

) S RTIMBERLY & M D OSBALDSTON, The Prolessionalization Pro-
cess, Sociological Review Vol. 23, 1973,

| J ARGENTI, Management Techniques, Geo. Allen & Unwin, 1963,

) J G REID, Management Services — innavation or Helpers? Work Study
& Management Services, Dec 1968. . .

L D A WHITMORE, Work Siudy & Related Managament Services,
Heinerann, 1958. -

- O GILBERT, A Managers® Guide to Work Study, Wiley, 1953,

 HOSKYNS GROLUP, ETC, Organisation of Managemant Services
Department, Leclure PAO 9, 1959,

B R ASTON, Managemant Services, Technigues & Departments,
Henlay Staff College, 1959.

" D B CANDLIN, O & M~ A Management Service, Pergamon, 1958,

| P FREEMAN, The Future ol Work Study — Developmant in Dapth,
Work Study & Management Services, 1969,

F-J FARADAY, The Management of Productivity, MPL, 1971.

) LAMSAC, Management Services Resources in Local Governeent,
LAMSAC, Junse 1976,

-~ D JFOSTER, Productivity Services in Electricity Dist., Work Study &
Management Services, July 1971,

» J N ARCHER, A new look &t CSD Management Szrvices, O & M
Bufletin, Feb 1971,

J MWILLIAMS, The Application of the Concept of Productivity Ser-
vices in BOC, Work Study & Management Services, Jan 1971,

| SUSAM CRIGHTON, The Use of OR & DPin Management Services,
Unpubiished DMS Project, Aprif 1973,

 Local data provided by Management Services Depariments in Morth-
gm ndcgional Health Authority, Northern Gas and North £ast Electricity

oard.

PN P

e oy

'.‘u- A
Fiaw

MIDLINK
MANAGEMENT
SERVICES LTD

L WALSALLSTREET
WILLENHALL

WEST MIDLANDS £y 6 & e
ULTAN

e T T Vs AvGUsTIO7

)

P T T SN P R PTG L g Tpcy o grmemernawpen pur Vel ML o g st bl el ol R b

ey 3y ¥so A ey p Y TSN TR | oty F ST st




APPENDIX 13

MAKING THE MOST CF MANAGEMENT SERVICES =
A LOCAL GOVIRNMENT VIEW

A Fowler Personnel Management Feb 1979



PERSONNEL MANAGEMENT

‘FEBRUARY 1979

008




WA, o PN T AL TR, Rt s & Ay ma et bt et R L e e e S W e Tt Lo B artic o)

e eorcamsatlon of local governm\,nt nearly five years ago opened
hates on numerous organisational issues, not all of which have been
olly resolved. Alan Fowler looks at two of them that relate to the
rsonnel function— should management services be integrated with
-sonnel management, and aiso how far should they be decentrahsed?

1,...,27 LT
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Fowler is head of
pwer services for
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he reorganisation of local government in

1974 opened debates on a number of organi-

saiional 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 guestioning of the
realities of the role of the local authority chief
exccutive, and of the concept of corporate man-
agement, are closer to persoanel issues. Within the
personnel ficld have been two related questions:
first, whether management services should be inte-
grated with personnel management; and second,
discussion as to the extent that management
services {and particularly '.'.ork stud\) should be
decentralised.

Some definitions are dmrab!e befare plunging
into a discussion. What are ‘management ser-
vices'? In a local government context the answer is
fairly simple, as for most authorities the term
covers._ only work study and orgamsation and
methods (O and M). Simple terminology may,
however, conceal the extent to which these two
specialisms have developed beyond their original,
simple base.

Coaventional O and M work, concerned mainly
with office systems, is being steadily expanded
into much broader-bassd organiszational reviews,
in some cases to a degree justifying an organis-
ation development (OD) label.! A number of auth-
orities also use OR techniques — and some employ
spectalist OR staff — as a sophisticated extension
of statistically biased method study.? More am-
bittous definitions have aiso been attempted.

The Local Authorities Management Services
and Computer Commitiee (LAMSAC), a body
financed by local authoritics collectively and con-
trotled at policy level by loczl authority represen-
tatives, links computers with management services
by its very title, though a 1976 LAMSAC survey
showed that in only 20 out of 373 responding
authorities were computer services set organisa-
tiona!ly within a management services unit.’ In a
rather quaint categorisation, the same survey list-
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ed *personnel’ as a management service along with
training, job evaluation, work study, O and M
and OR — . a categorisation reflecting a tendency
for the debaie about integration to be seen in
status terms, Was personnzl to take over manage-
ment services, or vice versa? :

Leaving this non-productive elemant of the
debate on one side, the LAMSAC survey usefully
established the extent of local authorities” usaye of
these varicus services and techniques. The follow-
ing table shows the percentage of local authorities
providing services in each category:

SERVICE/TECHNIQUE % OF AUTHORITIES

Work study £9.9
Personnel 83.6
Training 71.6
OQand M 67.5
Job evaluation 32.2
OR ‘ 10.6

Purchasing has also sometimes been considered
as a management services function — though the
number of authorities in which this is reflected in
the organisation structure is extremely smail, and
the main services — work study and O and M -
are clearly confirmed in the preceding table. Or-
ganisationally, training is normally linked with
personnel, but jeb evaluation can be found in both
personiie! and management service units, On the
broad 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 report 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.* Bains argucd that a
separation enabled both personnel work and man-
agement services to receive higher priority, and
quoh.d support from some eminent quarters. The
Local Government Training Board argued that
“management services are primarily problem-
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should be concerned with the development
licies and forecasting requirements.” The
br of the Roval Institute of Public Adminis-
 said “"personnel management is a corpus of
tant work in its own right, whereas manage-
,erv:ces compnse a number of heteroge enous
ies,” ‘
fact that within two years of reorganisation,
60 per cent of authorities had merged the

wee authorities of the argument for separa-
ind this implies some weakness in his analysis
real nature of the interaction between per-
work and management services, This weak-
hn be seen in his approach to the need for co-
ition, ““The combined role,” said Bains,
ld be too onerous for any one officer.”
should, however, be “‘co-ordination exer-
at a high level,”” and Bains quoted Surrey
y Council approvingly as an example. In
y, the two separate functions were co-
ited by thc clerk (later to be termed chief
ive).

J approach has generated some fairly caustic
nses. Thus Raymond Knowles, a one-time
i personnel officer and now a highly respect-
iter on local government matters (he edits
Government Review) has written scathingly
the Bains view that managing both func-
would be too oncrous: ‘“‘too onerous for
bne  expressly charged with the task but
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inctions indicates a failure on Bains' part to.

Bains, :nudcnmlly, was the clerk of Kent County
Council.

In pracnce the br's in management services
work in local government has al\\ays 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 employees
with an annual pay bill of about £10,000 million.
At the level of the individual authority, employee
costs ofien account for around tweo-thirds of an-
nual revenue expenditure. It has followed that
much of the general effort authorities devote to
efficiency and cost-savings campaigns has been
directed towards ways of reducing manpower and
of using manpower more cost- ef&ciiuely To this
end, a range of management services tcchmques
has been applied. .

Personnel work itself has grown from an estab-
lishment function, and retains an important estab-
lishment or manpower control base. Inthe absence
of the private sector’s commercial criteria for
determining the scale of operations, and for meas-
uring performance (/e through profit ratios), per-
sonncl 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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t techniques, whereas personnel manage- | something the clerk could take in his stride! "t A Fire brigade

an integrated jersonned .

and marepomsar ser-
vices approach. The
recent national dispute
over the introduction of
a 42 hour week involved
an emplovers’ side ob-
jective of introducing
mere cost<iiective
work sysiems 1o offsst
the cost of imrroved

brigade level, personnel
officers have thersfore
needed 16 take {ull ac-
count of the con-
tribution managzment
services can make 1o the
design  of  improved
work systemns.
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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 pohc:es,
housing stock, geography and so on.

Another LAMSAC system enables optimum
staffing levels to be calculated 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 shown 10
require so many man-hours of design work, so

many man-hours of contract supervision . . . and

SO on,

Many staff"ng }'ardsncks require the apphcauon
of statistical technigues in their composition: com-
plex analyses such as the LAMSAC studizs may
require computerised processing. The 'link here
between personnel work in the determination of
staffing complements, and management services
work in the application of appropriate statistical
and computer techniques, is obvious,

The ‘0’ trend

These links can also be seen in the field of or-

ganisation studies which have themselves evolved

from two sources. Firstly, there has been a stcady
expansion of O and M work beyond the conven-
tional detailed study of office work systems, into
examining how work is structurcd in organisation-
al terms: a trend, in other words, towards the O
rather than the M of organisation and methods.

Secondly, from the personnel end of the spec-
trum, local government reorganisation in 1974
raised major issues of organisational principle.
Large departments were hastily stitched together
as small local authorities were merged, and a good
many departmental organisation charts have had
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 generalist area managers, respon-
sible for all the department’s functions in their
particular parts of 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 O and M techniques do not pro- |

vide much assistance in deciding issues of this kind
relating to t1op management systems. Thisis u
ly an area more for the chief personnel officer’s
personal attention ~ not lcast because the realities
of a management structure at any particular point
in time include the varying capabilities and styie:.
of individual scnior managers, as well as the im-
personal aspects of organisation. As a general-
isation, the management services approach 1o
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. Indegd, 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 systems as the most productive
method of improving the very low position lecal

government manual workers held in the national.

earnings league table.® Linked to this, was the
concern of the mid-1960s for productivity, en-
shrined in George Brown’s ‘National plan’. Work
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
19635, the introduction to the report of a national
conference on management services in local gov-
ernment outlined work study applications in a
range of activities including highway construction,
catering, grave-digging and abattoirs, and claimed
that “‘every local government manual aciiviiy has
been studied in the aggregate of the work \\hmh
has been completed.”

What advantages and disadvantages can be
identified from this bias of management services
work towards empIO)ment issues, and from inge-
gration of this work with general personacl
management?

One obvious drawback of a pre-occupation with
employment is that other potential apnlications of
management services techniques may be nnex-
ploited. It is not unknown, for example, for there
to be no real method study input into the design
and layou! 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
our 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 study officer from a central depart-
nient as being solely 10 evolve schemes 1o enable

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 — distance, 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
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ins, that work study (and by implication,
r mantgement services) should be decen-
d. Local government work study staff do
 terdencey to cling together at the centre, and
2 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
1 central unit to monitor and audit bonus
¢ performance, to provide internal consult-
1 method study, and to ensure & 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
nds of management services resources of
wn. Firstly, al/l 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 usss
method study every day — in deciding
1o stack the bricks, how many men to put
nerete pour ~ can make as big a contribu-
site productivity as any visiting work study
. Many of the basic maragement services
nd approaches need decanting ~ demysti-
100 ~ Lo the line supervisors.
ndly, the day-to-day management ofbonus
s, their on-going adjustment and up-dating,
undertaken by departmental, rather than
» work study staff. The fear that such staff
isolated, misunderstood, “‘leant on’” 1o
bonus values by unsympathetic depart-
managers, is real - unless these managers
t trained 1o think in method study terms,
there is no central unit with auditing pow-
ven these pre-requisites, however, manage-
ervices can be built into the management
ch at departmental level, and departmental
tudy staflf can begin 1o operaie in a con-
‘e atmosphere very difrerent from the
— or at worst, obstruction — which the
: centrally based work study officer so
xperiences.

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

lve. The personnel side may be encourag-
development of participative management,
um devolved respounsibility, job enlarge-
Management services, however, may be
g maximum productivity through detailed
1 of work, highly prescribed work systems,
e supervision, and an over-riding emphasis
quantifiable.

e can be clashes of operational policy, too.
rsoanel unit may generally follow 2 prin-
{ discouraging departments from taking on
rial responsibilitics for new functions
require skills more readily available in the

MANAGEMENT FEBRUARY 1979

d approaches to employment philosophy

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 view 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 dcrermining 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 O and M
will usually have a basically Weberian approach.
That is, it will have as its ideal a hisrarchical
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
suparvise more than six subordinates whose work
interlocks. Now it may well be the case that for
many local government tasks a rational bureau-
cracy is the most effective organisational machine
yet invented, But the world has moved on since
Urwick, and alternative approaches 1o organis-
ation have emerged. In industry, the closer link

- between management services and.produczion

functions has résulied in more atténtion bel

paid to the systems approach. The decision- autnon—
feedback cycle is a basically engineering concept.
Many other approaches have been more in the
personncl field, being biased 1owards 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 management services journais,
Eliott Jacques' latest work, which combines a
socinlogical with a statistical approach. has been
met with silence from each camp when poientiaily
it is of interest and relevance to both — an illus-
tration, p:,rhaps of the dangers of categorisation. '

Four main conclusions might be drawn from

this local government experience:
1. That personnzl management can xmp'ove its
contribution to organisational effectiveness by
undersianding, accepting and utilising the more
preciscly disciplined methods of analysis and
quantification provided by management scrvices
techn iques;

2, That the effectiveness of 'n?nagement services

apphcauons can be raised 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' apartheid — provided that the
mejority of management services applications lic
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 organisationally by the deceniralisation
of at least part of the expertise involved to depart-
mental line managers — under the generd!l func-
tional guidance of a central unit. O .
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University of Birminghayn

Management Services and the Efficient
Use of Resources—Report on a
Workshop

During the aftermath of local government reorganisation' considerable

attention was, inevitably, d:recl;d towards the problems of amalgamating
often very dissimilar authonues the policies of the new authorities and
the functioning of new management systems. In addition, because of
public expenditure cuts, Jocal authorities had to concentrate on tho:;c
economies that could be introduced at short notice.

Increasing emphasisis now being placed directly and specifically on the
efficient use of r:.sources. Since management services units can make an
important contribution td the efficient use of resources, a workshop for
management services offiears was held at the Institute of Local Govern-

~ment Studies in June 1978, Discussions took place between management
services officers, an assrst.mt town clerk with special responsibility for
management services, a represenmtwﬂ of LAMSAC and staff from the
Institute of Local Government Studies and the Centrs for Urban and
Regional Studies. The purpose of the workshop was twofold: to compare
contributions to efficiency that different management services units are
already making, and to explore the ways in which management services
staff can make a greater Contribution to efficiency in the future. The day’s
proceedings cons:sted for the most part of short talks followed by group
discussions, '

THE POLITICAL CONTENT

Sumemary of Introductionby F.J. C. Amos (Institute of Local Government

Surdies)

There are a number of influences, both external to local g,overmmnl and
internally, which have cgmiributed to the growing interest during the last
decade in ‘value for money'. Firstly, innovations in such Authortties as
Newcastle, Coventry anui Liverpool aroused interest in new systems of
management and, particutarly, in the concept of corporate manugement
with its emphasis on w¥ectiveness and efficiency’. The period of
experimentation was folldwed by a period of economic restraint when

il;:_"_!ca! Government Studies: October 1978 {81]
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efficicncy became even more important, since pressures to cut expendi-
ture were accompanied by 2 rising demand for services 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 levels of rates but also because of public discontent. rightly

or wrongly, with some local authority activities. As local authoritics have
adopted new roles they have, themselves, discovered increasing needs for
information about the aliocution of resources. Liverpool's [nner Arca
Study, for instance, showed that it was difficult to find out how much
expenditure was being allocated to any particular geographical area.

Moreover, it is not just the financial aspects of management that are -

relevant. Efficiency in non-monetary terms is also important. Indead
some local authorities are looking systematically at their administrative
procedures, possibly under the aceis of tha performunce review commit-
tee and/or through procedures for management audit. There is also the
possibility that maladministration may lead to a case beiny referred to the
Local Ombudsman. Other external pressures on local government
include the Manpower Watch, carried out by LACSAB. and reports by
the District Auditor. A more recent developmert is the emphasis piaced
by central government on vaiue for money and on the need tor an
independent institution to comment on audit matters?,

It must be recognised that it will be nccessary to overcome certain
obstacles if efficiency is to be increased. No doubt with the best of
intentions professional groups usuully want the best service rather than
the most economical service. Some staft press for larger departmenis
Knowing that this will mean more senior posts. Inter-committee and
inter-departmental jealousies result in demands for a "proper” share of
the budget. In spite of these obstacles, management in local sovernment
is likely to be concerned increasingly with cfficiency, effectiveness and
value for money. .

THE IMPACT OF ORGANISATION STRUCTURES AND PROCESSES ON EFFICIENCY

Summary of Introduction by Professor C. R. Hinings (Insiinute of Local
Government Studies)

Management services staff are often involved in minor aspects of organ-
isational change but they should be involved to a greater extent with the
way in which whole departments are organised. Apartfrom anything else,
there is often a ripple effect since, if the work of one particular category of
workers is changed, this frequently impinges on other workers. Manage-
ment is concerned with (i) allocating work, (i) allocating decision-
making capacity, (iii) systems of communications. Local authorities arc
concerned with communications between committees and departments
and with communications inside departments. Management services staff

[82} Workshop Report - Efﬁa’cm ‘Use of Resources
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should examine each of these three organisational features to determine
how far they are contributing to. or detracting from, efficiency and
cffectiveness,

Looking at a whole dep.mmcm ts more difficult than examining par-
ticular occupational groups. The sheer size of most departments presents
problems ta a management services unit. Moreover, a unit has 1o take
account of the Fact that the appropriate organisation for a department
depends on its seale. Another problem is that there is sometimes uncer-
tuinty sbout objectives which means that it ts difticult to specify the exact
. nature of certain work, [deas differ, for example, about the proper

objectives for the staff of old people’s homes. But this does not mean that
“it is necessary to abuandon all ideas of evaluating efficiency. A major

problem is that there is often no single person in a locat authority who has N

responsibility for reviewing efficiency. In Professor Hining's opinion, it
would, therefore. be useful for the Discussion Groups to consider the
problems of looking at whole departments. as distinct from certain sec-
tions or uccup:!tionn] eroups. ‘ -
i

DISCUSSION GROLPS: DH’,\R[\IF\TAL REVIEWS

Management services officers emphasised the savings that could often be
made by taking an overall view of the whole loca! authority. To take a
simple example. @ department in one authaority was having bedding
laundered by a private firm when there was spare capacity a2t the author-

ity’s own laundry. Several units hud been asked 1o carry out reviews of -

whole departments or substantial sections, including certain organisa-
tional reviews following the amalgamation of zuthorities in 1974, One
unit for example. was engaged in a review of a Social Services Depart-
ment which would take two yeurs and involve close study of detailed
aspects of the Department’s work. Management servicesstaff prefertobe
*called in’ 10 a department rather than to be “seni in'. since relationships
with the staff of the depztrlmnnt are then so much easier but, unfortu-
nately, those departments most in necd of help are often the ones least
likely 10 ask for it.

When reviewing a whole dcpartm:.m it is necessary, in the opinion of
one management services officer, to esteblish a framework within which a
. new orgunisational structure can be developed. This framework should
be established firstly by examining the council's policy concerning the
objectives of a department and, if necessary, asking fos clarification.
. Secondly, it is important to have discussions with the chief officer of the
. department about his, or her, philosophy concerning the functions of the

" department.

Some - participants emphasised the difficulties in getting nports

accepted and implemented, but others have devised 4ppr0'\ches which
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they have found to be successful inovercoming opposition. In one author-
ity, for instance, project groups which included representatives of the
department under review were proving very successful in securing an
exchange of ideas, and thus ensuring that final reports are workable and
acceptable to the departments concerned. Each project group usually
consists of the chief officer (or his representative), a line manager and a
management services officer; representatives of the treasurer's depart-
ment and individual officers from the department under review are
co-opted as necessary. Industrial democracy in local government could
mean that project groups would include rank and file workers. noton a
co-opted basis 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 nonsense’ 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 ¢nforced redundancy and that
salaries should bz protected, but emplovees 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 suggesied,
devise its own method of securing trade union acceptance of any propos-
als. The suggestion of one management services officer that the need for
consultation with trade union representatives is a strong argument for
management services units being in the sume department as the person-
nel function did not meet with universal approval!

Considerable attention should be paid, it was pointed out, to the way in
which proposals for reform are presented inttially to management groups
of officers and subsequenily to committees of members. The stutus of the

management services unit within the Authority affects the se tousness:

with which its advice is treated. Management systems, relationships bet-
ween members and officers, and relations between the members them-
selves vary so much that each management services unit must determine
its own approach. Onre officer suggested that it is imiportant to produce
different kinds of reports for different groups. including a detailed report
for the department under review, a briefer report for the management
team and a very short report for the elecied members. One unit achieved
a high degree of success by arranging a “show’ consisting of slides. diag-
rams displayved on posters and talks by project team members,

[84] Workshop Report - Efficient Use of Resources

237




PROBLEMS OF MEASURING EFFICIENCY AND EFFECTIVENESS

Summary of Introduction by S. A. Rogers (Institute of Local Government
Studies)

There are arguments for, and against, the measurement of performance
In support of performance measurement it is usually argued that:

(@)
(i)

the improvement of efficiency depenlds on having effective con-
trol of an organisation;
to control an organisation considerable 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 services on the com'numty should be
measured.

Therefore, itis often assumed that the quest for greater efficiency must

be the quest for more and better measurement. However, it is by no

means certzin that these arguments are correct. There are several prob-
lems connected with the measurement of efficiency and effectiveness:

(i)

(i)

(i)

(iv)

(v)

Sometimes measurements, especially the techniques of measure-
ment, can become ends in themselves and can be so elaborate that
understanding the techniques and the results is restricted to cer-
tain specialists. The measurements produce anillusion of rational-
ity and, therefore, of security since it is assumed that because
something is measured it is under control. Managers sometimes
think that they have dong enovgh when they have measured
performance.

Performance measurcs are often of limited usefulness. Because it
is difficult to find appropriate measures of certain inputs or out-
puts, some measures purport 1o measure aspects of a service that
are not in fact measurable. Certain mathematical procedures are
specious or clearly incorrect. Also it may not be possible 10
implement the results of, for emmpl complex exercises in n2t-
work analysis. -

Measurement tends to drive out the immeasurable. Firstly, an
emphasis on measurement can result in attention being concen-

trated on those local authority activities that can be measured and

a tendency to neglect activities that are immeasurable. Secondly,
this emphasis on measurement focuses attention on the quantities
of inputs and outputs rather than on their quality.

The carrying out of measurements can itself affect the work done
with the result that the measuremenis do not refer to normal work
patterns. The effects of the actual process of measurement may be
expected and desired. expecied and undesired. unexpecied and
desired. or unexpected and undesired!

Does measurement, in practice. produce beneficial changes and -
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better control? It is doubiful how fur measurement does improve
performance. Management texts and research papers describe
numerous cases where the introduction of measurement has not
led 10 any improvements being made. Current practice tends to
make a clear distinction between *the measurers’ and *the 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 opposcd to
external constraints. Measurement would stili be relevant. butasa

- means of assisting self-control rather than as a 100! used by the
controliers.

DISCUSSION GROUPS: THE MEASUREMENT OF EFFICIENCY AND EFFECTIVENESS
Many 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 about them
because change would create problems. In such circumstances meastre-
" ment can be a means of drawing attention to inefficiencies and persuading
the linc managers to take action. (The need for project teams consisting
of both staff from the department concerned and of management services
ofticers, plus any other necessary staff, was again emphasised.) Further-
more, certain management services officers claimed that the greatest
inefficiencies tend to be in those departments where output cannot be
measured. Difficulties have been experienced in the use of statistics.
because of the tendency of some senior officers to emphasise those
figures that supported the policy of the Authority and toignore thosc that
might be seen to reflect poorly on the Authority’s performance. Severul
manage ment scrvices officers quoted examples of performance mensures
which they regarded as satisfactory, but they again emphasised the dif-
ficulties of introducing the changes which their studies have shown would
increase cfficiency, even when it was clear thuat there wasa gross wiste of
TESOUrces. :

Measurement techniques should be seen in perspective since certain
cbvious sources of inefficiency can be revealed by straightforwurd obser-
vation. For example, management services units should collect informa-
tion at an carly stage about expenditure programmes so that thev are able
to forestall the duplication of equipment. If accounts are insufficienily

- detailed they should ask - departments about the vehicles and other
equipment that they intend to buy. Otherwise excess equipment is some-
times bought, followed by trade union pressures to *man” the surplus
equipment. so heaping one type of wasted expenditure on 2nother, Other
sources of inefficiency are. several officers believed, the highly hicrarchi-
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delegation,

.
THE IMPLEMENTATION OF A RATIONAL APFROACH
Summary of Introduction by D. A. E. Lawrence, Assistant Town Clerk,
London Borough of Ealing -
Since people are a-rational the implementation of management services
reviews often meets with cither active or passive opposition. As
Machiavelli wrote *There is nothing more difficult to take in hand. more
perilous to conduct, or more uncertain in its success than to take the lead
in the introduction of a new order of things, because the innovator has for
enemies all those who have done well under the old conditions, and
lukewarm defenders in those who may do well under the new’.

In the search for improved efficicncy and effectiveness several solu-
tions to problems should be examined: it may not be possible to select the
ideal solutions because of likely obstacles to their implementation.
Moreover. it may be wisest to opt for a policy of incrementalism rather
than radical solutions that are III\CI} to meet strong onposmon It is
preferable to intraduce gradual improvements rather than no improve-

ents at all. especizlly since implementation is psychologically important
to the future work of management services officers. The foHo\\ms are
important stages in the process of implementation:

(i) It is necessary to prepare individual clients at all levels for the
recommendations in a report by, for example, suitable ‘leaks

(ii) Each report should be “argued through® with the recipients so that
any misunderstandings can be avoided.

(it} In presenting a report to Committee the management services, or
other appropriate officer should set out with the idea of securing
acceptance of the report. (As mentioned above, a report should
already have been designed so as to make success possible.)

(iv} Managements services units should co-operate with the chief
officer of the department concerned in implemeating the report.

. Otherwise line managers may discard ideas if difficulties arise
although the latter could, with some effort, be overcome. Alsoitis
useful experience for muanagement services staff to see at first
hand the difficulticos thatarise in implementing recommendations.

(v) At six monthly intervals any departments or sections where

: changes have been introduced should be monitored o see
whether there has been any *drift from the recommendations and.,
if 50, the reasons for this,

(vi} There should be feedback to Committee conce rning the progress
made with 1mp!emenmnon
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DISCUSSION GROUPS: THE IMPLEMENTATION OF A RATIONAI AFFROACH

A common view was that a purely rational approach by management
services units is inappropriate. In most Authorities, even the most care-
fully prepared review will not necessarily be accepted by clected mem-
bers and senior management purct_v on the basis of the report’s sclf-
evident rationality, Key issues in deciding whether a report is accepted
are responsibility for the management services unit, the managerial style
of the chief executive, town clerk or other senjor officer, and his working
relationship with the head of the management services unil. Moreover, as
different groups of staff and individuals have different objectives,
recommendations which may be wholly rational from the point of view of
the management services unit may not be accepted as such by the staff
concerned. Therefore, management services officers must be prepared to
allow for political, professional and personnel constraints upona 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-
cerned, or their representatives, when preparing reports. There was
considerable discussion of the importance of consulting with the trade
unions whilst a report is being prepared and of floating ideas possibly 18
months before a report is published, as this gives the unions time (o get
used to an idea. It was emphasised that consultation should be an inter-
change of views and nota matter of telling a trade union or aproup of staf
about future plans. S

The sccondment of management services officers to individual
departments for work on the implementation of reports was discussed 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 high!y involved, even obsessed, with the problems of one
department. However, this capacity to get involved in departments has
also proved useful on occasions when management szyvices officers 'ha\'e
stepped in temporarily to run very successfully such places 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 management services
officers who are now gaining broad experience present problems. Local
authorities would benefit if some of these officers coul! move into more
responsible positions. ‘
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AN EXAMINATION OF THE MANAGEMENT SERVICES FUNCTION
Summary of Professor John Stewart's talk fInstitute of Loml Government
Stuccdies)
There are a number of questions \\thh should be discussed in the near
future. What is a management services officer? His role is not to be
primarily a defender of the rational approach. The most difficult task in
an organisation is to think of new alicrnatives from which to select the
preferred methods of reaching desired objectives. These new alternatives
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 databut also soft data such as the attitudes of
individual employvees and of trade unions to proposed changes. Their

- training should reflect- these-two aspects of their responsibilities.

Moreover, new potential 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 avditor and a corporate planner have been appointed as chief
executives, People are proceeding by leups rather than by steady promo-
tion up the professional ladder. The training of management services
officers should take into account these new career opportunities.

How should the management services function be organised? Many

local authorities have three units, or sections, that provide services to |

management including. apart from management services praper, such
functions as research and intelligence. internal audit, and information
units et¢. The GLC has 29 such units. Is it desirable that the management
services function should be as fragmented as it is m many local
authorities?

What is the role of management services in rcl.trmn to the munmlior"

-Many councillors are looking for a weapon which will enable them to
challenge the oificers. But it is significant that the title is munagement
seivices and not members' services,

During the next eigit years or so local government \\:II be facing new
issues, many being external to local government, which will affect the
manugement of local authoritics and hence the work of management
scrvices officers. Population projzctions suggest that Britain's total popu-

lation is likely to be stable or declining. that the number of school children

in muny age groups is certain to decline over this period. and that the
number of old people is certain to increase, This will affect the work of
munagement services units since it witl mean that the redeployvment of
teachers, social werkers and other employees will be under discussion.
In their work management services officers will also have to tzke into
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- procedures should be designed in such a way that there is no racial
discrimination, and sometimes special arrangements which respect the
customs of racial minorities are necessary, For example, it is not always

“helpful to ask whether a person is married. -

Unemployment amongst young people is likely to be an rmportant
factor during the next ewht yearsorso, The populanon available for work
will increase by about 2V2 millions. Potentially this could help to solve the
problem of the growing numbu of old people who have to bz supported
by the community, but it is doubtful whether there will be work available
for all these extra people. The lack of jobs is being tackled at present by a
*mishmash’ of job creation schemes and ecarly 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 me!c:) a
significant proportion of the population.

Otherinfluences on the future managementof local government can be
cited. Pressure for public involvement in decision-making is likely to
affect management structures and the process 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 needs of the inner citics will affect
the allocation of resources, For example, local authorities may consider
that there is a uniform provision of services throughout their area but, on
investigation. it may be found that the inner cities are making proportion-
ately fewer demands on available resources. New and recent legislation,
such as the Health and Salety Act. can be expected to affect both the w ay
in which jobs are carried out and the b.llanc of power within a local
authority, '

|
account the three- million people in cthnic minorities. Administrative o ‘

. OUTCOME OF THE WORKSHOP
TFhe workshop was intended to explore the present and future role ot ‘
management services units in relation 1o the efficiency and effectiveness ‘
of local authoritics. It showed that the work of management services units ‘
is expanding. They are becoming invobved increasingly with the review of . ' |
whole departments instead of simply with reviews of certain sections or ' |
occupations; they are working with chief officers and other stafi, at all |
levels, in project teams: they are concerned increasingly with the human
problems of change: and they are often involved directly in the actual
implementation of new management systems. Apart from these already.
discernible developments there may be a trend towards theramaleamation
of the virrious units, including management services, which can assist both
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members and officers to deploy resources more effectively and effi-
ciently. . . : ‘ '
Management services officers need more than « rational approach and
a knowledge of statistical and other techniques. They require intuition if
they are to be able to devise alternative methods of reaching objectives,
and powers of judgement if they are to be able to evaluate the immeasur-
able factors in a problem, They also need the ability to work with staff at
all levels and to appreciate the point of view of elected members, Man-
agement services will be able to assist both elected members and senior
officers in the struggle for greater efficiency that is likely to be a preoccu-
pation of local government during the next decade. INLOGOV intends
to explore in a series of seminars, further aspects of the drive towards
greater efficiency and effectiveness. '
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Personnel Management in Loeal Government

Professor J. D. STEWART, Associate Dircetor, INLOGOL, iremingiun
University, ' '

I have spoken to this section in previous years on nunazenient techmiques
and on programme budgeting. It is pleasant and stinmulating to be speakinyg on
a new subjece — the peesonned function. ' :

It is not a scparate subjece. New maeagement technigues will not be usad
to their full or progeamine buducting developed unless local covermment
o8 o ] [ o -

shows a new appreciation of the pessonte] function,

For in the full perspective of management in local govermnent there s no
function so under-rated and so under-recogaised as the persornel funceion,
This is symbolised by the role and staus given in many authorities to the
nearest equivalent to the persounel manazer — to the evtablishment otficer.
I stress symbolised, because the personnel Function cannot be careicd ot
by any centeal department — call it an establishiment departmens o o
personnel department. Persounel management &5 the respomsibility of the
manager. A personnel departinent provides a foces of autenzion and expertise.
It cannot, itsclf, be responsible for personinet wanapeivent. Nevertelse the
symbal Is there. The recognition given to persoanel nrmsgenient in the
organisation reflects the need felt for such 2 focus of Tateontion and
expertise. -

That recognition is absent in local government, In too many authorisies the
function of the establishment otficer is restricted — in some t mere vecond
keeping. The status as measured by the hard rest of grading reflecrs thar
restoiciion on Function, :

Managzewent in ocal government has seen no need to yive recognition o the
personnel function. '

Perhaps this Ias been because local government has not scen its 1k as
government of an arca responding to the changing needs and problems
of that area, requiring continuing personnel development. The persotncl
function is not recugnised and persommel management assumed not to be
required. :

Profussionalism is asstwed to replace the need for any recognition of the’

personnel  function,  For professionalisty — and prefossionalism in a2
relatively statie form — is o often seen as removing the recesity for ai
active personnel policy. Professionalisin places relianee on the professiona
loyaltics and  professional standards which can nbscure real personne]
probleins, '
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Professionalism tends to be static. Traditionally professionalism lays a base
but it is a base thatis faid ac the starr of a career, It makes no allowance for the
changes that will take place throughout the career a5 a man gains seniorisy.
It makes no allowance for the changes that will nke place as times change.
It is ridiculous that we rely so heavily vpon a base-training which in some
professions is likely to be outdated 10 years after qualification. Some

- professions for which we are now training should perhaps disappear if the selt=

sustaining force of the professional assoctation would allow them.
Professionalism has contributed much to local government and will

coniribute more if it s recognised that there ate other and wider bascs

for a personnel policy. The professional can no moze rely on professionalism

“alone than the non-professional.

For underlying the need for a nes approach to personnel policies is change.
Change not within the local authonity — for that is secondary — but
change outside the authority. Change within must be scen as a response
to change without. ' ‘ : : '

The problems facing a local authority change. The activities do noc
necessarily change at the same rate. The local aushoricy exists to provide cerrain
activitics and those activitics can casily become objectives in themselves.
But in the final resore those activities are undertaken because of problems
in the environment. Problems and needs charge. Transport problems; health
problems; lsisure and recreation needs; social problems. None of these are the
same today as twenry years ago. None of these are the same today as they
will be in even 10 years time. Problems changs and the organisation ifit is to be
effective must change too. .

But it is not merely problems that change. Our xnowledgs of how to handle

problems changes too, Technology develops; skills change. Yet down our over- -

professionalised channels of communication we learn only what we are
professionally trained to learn. The professional channels of communication
can too easily merely serve to reinforce themselves.

Problems change and knowledge changes. The local authoricy faces
an environment of change. But it draws from that cnvirenment resources —
aien, material and money — and of these perhaps the critical resource is men,

Men — the manpower that the local authority professionalises — and”

socialises in an attempt to transform in into its own model is in effect an

ever-changing resource. The young recruit to the Treasurer’s Department:

is not the same 2s the recruit of yesteryear — as 2 multitude of chief officers
will comphin. The world outside is changing. We have educated; we
have changed; we have transformed and we must live with the results of
our actions, The static structures that we have built to d=al with seanc
problems will be transformed by those we recruit to the organisation if we
ourselves do not sanction the transformation.

Change is required within, as well as without the organisation because
problems change, knowledge changes and the new recruit changes. A local

. authority cannor remain static in a changing world.
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Change must be mediated through the personnel within an organisation,
b L - - ..
- The impact of change is greatest upon the individuals who make up the

organisation. It is they who must adjust their roles. In an era of change the .

personael function must mediace change. ‘

Our concepe of organisation is a static one. Indeed the very word in:plies

rigidity. Our concepr of organisation derives from certainties imprinted on our
mind, To reach new concepts the organisation must be transformad from,

within by ths personnal within it.

Our personnel policy must be concemed to. create a- situation where
the personnel within the organisation are aware of the need for change not
in abstract terms but in specific change. They must bz’ open to changes in
problems and in knowledge. They must be responsive.

They must not merely be aware of the need for change. They most
accept it. There must be an attitude in which change is accepted.

But to be responsive and to accept change is not enough, Staff must be
assisted co pain the skills and the knowledge that enables them 2o respond to
change,

Change ouside the organisation requires change within ir. Change
within the organisation implies change for the personnel within it. Change
- —towards responsiveness '
—af anituds
—in skills and krowledge.
This implies a personnel policy, but a pessonnel policy that centres
on the zdaptation of the organisation. Perhaps at the core of such a

personnel policy will not be restrictive manpower controls bae the developnent.

- of the manpower resources within the organisation.

The contract between conttol and developmenz is, I suspect, at the
heart of the dilemma surrounding our personnel policies. We emphasise the
negative side of our personnel policies rather than the positive side.

_ Perhaps sume general indizations of the limitaticns of the personns! f3action
in local government will illustrate this. :

One must first lock at the recognition given to the parsonnel function
within the local authorities organisation because that symbolises the extent
to which the function is recognised. No central department in the organisation
can itself earry out the functions of persornsl management or should
atrempt to do so but its existence and the status given to it mirror the extent
of the recognition given to it.

Local authorities have establishment sections or departments. Normally -

they are not treated as major departments in their own right, Rarely is the

Establishment Oficer treatsd as fulfiling a2 funerion 25 critical as the

Treasurer's in dealing with the resources of the authority. .
In some cases it has already been pointed out they are litdz more
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than record-keeping scctions and if they are more than that the cmphasis

is often put upou establishmen: conerol — perhaps the most negative side of
the personnel furction and indeed the one that may Jeast require separate
recognicion within the organisation. The requirerient thac a proposal
requires scparats establishmene approval and separate Financial approval
scerns unnecessary. Procedures should be incegeazed. -

But looking beyond the cstablishment section o the personne
function what weaknosses ean be identified? The foilowing is a mere lise,
buc it is a list chae clusters around the need for personnel developmene. An
organisation sclects, trains, develops its personne! in order to develop the
organisation. Change in the organisation and change in personnel cannor
be separated. T '

1. Ower-rcliznce on professional training
Trus, occasional individuals are now senr on ten week managenent
courses, A few more individuals are sent on three week courses,

It one conzrases this investment with the investment in professicnal -

training, the extent of such managemene training can be seen to
represent merely a gasture, : :

2. The fendency to regard & training conrse as an isolated exercize
An officer zoes on a coiirse. He returns to the authoriey, It has Leen 2
assing interlude which is not expected to have any real impact in the
& F I3 :
authority. :

3. The tendency to regard trzining as sepercie from the organisatin:

This is really a general statement of che lase proposition, but therc is
another side to it. Because increditly organisation needs are
scparated off from taaining. The nced for training as 2 viral
element in bringing about organisational change has becn too often
ignored, :

4. The lack of ary underlying concept of managenient or indeed st

development o
Training n.ust remain isolated without Luch concepts.

5. The lack of manpower data and the analysis of manpower data
Manpower is not recognised as a resource which muse be
~understood, o ‘ o

6. The failure to see manpower planning as an instrument of management in
Ioeal government ' - - :
Manpower phnning should be seen in positive terms. Manpower
should only exceptionally be 2 constraint upon the authoritics plans.
Problems identified should be planned to be overcome by training, by .
development, by recruitment, by reorganisation, But such plans
require time. : '
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7. Recruitment is uol recognised as @ problem pequivin analysis .
Recruioment is recognised as a problem, bur as a problen
not to be resolved but regreceed. Analysis of fields of recruitiment —
of response races is too racely undertaken, o
8. Selection &5 an event Ieft more 12 chavce than 1o syseem
The local government otficer who is 50 ready to eriticise council and
commictee in their selection procedure has razely begun o refin
those procedures he can himself induence.
9. The need for positve indusirial yelations is 100 often negiccred
At a tme of changing and active industrial relations, ¢
local government officer 1s cften illequipped to deal with
problems arising. - :

;o
[}
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One could go on listing such problems, but in a sense enough has
been said to indicate that there is a lack of a positive ‘personnel policy. A
focus of attention is required to sccure that such policies develop. ©

Tle case for a major personael department in local government is
just that — to provide a focus of atention to ensure developing peesonnel
policizs. I want to indicate some of the characteristics thar such a deparinen
must have.

1. It must operatc through other departments. It wiil only be
successful when other depattmenes show an awameness of the
" need for developed personnel policics. In one sense thismeans thar the
personnel departruent staets with a training task of creating that
awareness. :
2, Tuining or in a much wider sense management or scaft development
is perhaps the most important clement in the Peesonnel Deparument.
. It is the core of the Department seen as a means of developinent.

3. The personnel depactment must look eueward as well as inward.
It must have its own contacts with universities and colleges.
It must understand how personnel policies are developing in other
organisations. _ o -

4. The personnel department must be able to deploy the fult range of
personnel techaiques — job evaluation, job analysis, systematic
sclection, etc, — as an aid to management. : '

5. The personnel deparement will ineroduce procedures for assessing
training need, for management development, for manpower
planning, linked whenever possible to otlier procedures, It will
ensure personnel a focus of attenzion, '

New developed persoanel departments could be established in the new local
authoritics, Failure to establish such deparements will kinder the ability of these
authoritics to adapt and change to mect changing needs and problems. A
personnel deparement can be a focus of attention for personncl policies

. designed to mediate change in the organisation. S
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on {2st weeld's seminar of

the Sociely of Chief Personnel
Oificers in Local Gevernment

Much constructive thought on the role
of the personne! officer in local govern-
ment was expressed last week at a
seminac orzanised by the Socicty of

Chicf Personnel’ Officers in Local -

Governmient.  The general conelusi
was that hiv rals nhnnh? ha nrln
advisory rather than executive ‘and that
his influznce should flow from his pro-
fessional expertise, supported by per-
- sonality. _
The theme of relative status was

mevitably mentioned from timwe to time /|

but the seminar was refreshingly free
from overmuch consideration of this
-~ guestion. Varictics of organisational
structure also played relatively little

part in the discussions, The main |

theme was the personnel fanction itself
and speakers kept to this point.

- Stimulaling

The seminar was well-supported by
local authoritics. There were 110 dele-
gates, drawn from 23 countics, 25
- districts, five metropolitan  countizs,

ninc metropolitan districts and scven -

London ~ boroughs. Some authorities
were represented by members as well
as officers.

The discussions bogan with a charac-
teristically  stimuliting  introduction
from JYohn Stewart. director of IN-

.LOGOY, in which he analysed the‘g'

changing state of local government and
poscd the question whether personnel
management can mect the challenge
- of change. It was inevitable that local
government should have to adapt to

change in a world which was itself -

continuously changing. Local govern-
ment, however, has mowved {rom an
cra of growth to restraint nd retrench-
ment.

The irony was that when most
required, the personnel department may

be Icast wanted and that even when -
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anted may be least equipped for the
hallenge it has to face. The harsh
nparatives of cut-back and control
ade personnel departments seem an
nnecessary luxury left over from a
2riod of growth.

Some might think that if personnel
partments were to be used at all,

ieir function should be to enforce -

gchter control through procedures
hich lsssen the opportunity for
1ange. That way lies stagnation. It
ould be realised, however, that cven
. a pariod of resource restraint the
m can be growth in achievement.
fluence .
Professor Stewart pointed out that
rrsonnel policies must run through
2 whole organisation of the autherity.
hey involve management of all de-
artments and affect all the parts. The
le of the limited part of the auvthority
hich is the personnel department
ust be subtle. It cannot itself be
sponsible for implementing all per-
nrel policies. It canrot even be
sponsible for all the new initiatives
personnel policies. Personne! policies
ust in a rcal sense be part of the
anagement of the whole authority.
The personnel department is thus to
large extent one whose key role is
influence rather than be an exceutive
thority. Jt should gain its strength
bm jts capacity to influence attitudes
personnel pelicies rather than from
power to instruct. Its influence, there-
re. will in part depend on the extent
its expertise and understanding, its
pacity to assist with concrete prob-
ms. and the quality of s initiative.
[There may be some exccutive func-
ns. such as in the fields of training
reeruitment, - but, on the whole,
ivity is onlv valuable in so far as
leads to influence, Its eficctive use
{ lead the personnel manager bevond
re atthority. Tn an apt aphorism he
d “authority is Imited to the job
beription. Influence Knows no such
hits.” : :
A 10-point analysis of the personnel
ation as it stood today was made
Harry Rosers, president of the
titute of Personnel Managoment
I Dircctor of Personnel for the
sscy Company, Firstly, there was
ticipation, There was much specula-
talk about this, but no one could
rd 1o ignore the pressure lfor par-
oation.  He  did not think  the
lock report offered the most offee.
b solution. Politicians talked about
ticipation  frum  the itop down.
ons wanted to extend their power.
e fel, however, that they should
ps their atention on the individual,
M o involve people at all levels.

T N S T S e
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People wanted to be conselted about
their work, about the kind of machines
they may be called upon to operate.
Personnel managers must uss  their
influence in this arca; otherwise poli-
ticians will get it wrong. They must
emphasise that there should be manage-
ment by consent-——"The authority to
manage is based on the consent of the
employees.” :
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Professor John Slewart

Again, there was scope for the so-
called behavioural scientists in the
personnel function. They could help
I measuring attitudes to work and
training. They had a function in pro-
moting higher levels of employce
satisiaction. He saw them as part of
the personnel management team,

He stressed that managers as well
as workers should keep up with
changing knowledge and changing
standards. Learning is a continuous
process. He also dealt with manpower

planning and pointed out that the -

private scctor had greater experience
of dealing with redundancies than the

public scctor. If initial planning had

been more effective on a long-term
basis many manpower problems could

have been avoided. They should also

have career planning in mind when

_recruiting manpower.,

Hurry Rogers was- not impressed

“with all incentive payment systems.

There were many overpaid guaranteed
incentive  schemes and many  were
phoney. Indeed, some were based on
the notion of “'sclling restrictive prac-
tices™, He was also critical of many
different caste systemis. Some were
crazy. The 1ypist might be able to cat

in the same room s the directors but

her worker-father could not. ‘

There should be greater harmonisa-
tion of working practices throughout
the organisation and there should be
an appropriate valuation of each per-
son’s work contribution,

Communications rated high in the

promution of good industrial relations.

tere were many varicties of systems.
but what really mattered was the “face
to face™ basis. Managers shontd ha

53
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good communicators and should talk
to people at all levels. The orzanisation
of an undertaking can have a significant
contribution to good relations and
authoritarian attitudes were no longer
tenable. There should also be staff
devzlopment plans which should them-
selves be the subject of consultation.

“The finad session of “The Personnel
Function in Local Government—a
National Viewpoint” was introduced
by Brian Rusbridge, secretary” of
LACSAB. o ,

On the need to be positive, the view
of LACSAB at the national level was

“to ask after cach annual settlement two

questions. “First. where did we go
wrong—a fair assumption since we are
likely 'to please everybody?
Second, what should we be working
towards 12 months ahead?” Plans can .
then be laid for a constructive ap-
proach to ths next pay round. A posi-
tive auitude involved ‘taking risks. If,
however, local governnient is not to be
feft behind in the race, risks must bs
taken and there needs to be open dis-
cussion of even the most controversial
issues. o o

Bidding for key stail

On the need for flexibility, Mr Rus-
bridge made two points. In manpower
terms local gsovernment does not réact
quickly cnough to external changes.
Second, the national framework of pay
and conditions is too rigid to allow’
authorities to adapt to local con-

“ditions and to experiment.- llfustrating

these points, he said that it was not
many months since some authoritics
were pleading that vital functions were
being ncglected because of shortages
of staff. Firms in the private sector and
professional organisutions werc able to
outbid local government for key staff, .
Some local “authorities joined  the
band wazon and offered artificially in-
flated salary Ievels for certain posts.
A reversal of the situation has seen 2
rapid reduction of salarics on offer in
the private sector with few jobs avail-
able. When there is an abundance of
staff on the muarket it - §s oubtful
whether loczl  authorities can adjust
quickly enough to new conditions. The

'same slowness of reaction applies in

relating the labour force to the task
to b: done. Tronically, the very people
who helpad to create the external pres-
sures on local government in the up-
ward swing are the first to criticise .
when local government is,caught in the.
downward swing,

Regular overtime used simply to
provide an carnings enhancement has
a habit of sticking there long after the
nzed has cvaporated. “Is it right to
use overtime as a pay safety valve?”
he asked. Perhaps it is, but as per-
sonnzl people they should be asking
themselves  the  question.  Similarly,
they should be addressing their minds
 the future patterns of productivity
schemes and bonus incentive pay-
maats, ) . :
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