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INTRODUCT JON

0.1

OBJECT IVE

The objectives for this research arise from my involvement
with various aspects of management sexvices activity over
the last 20 years. I was an Organisation and Methods
Officer in a local authority initially, and then moved to
the forerunner of Trent Polytechni¢ to develop training
courses in some aspects of management services activity.
My work at the Polytechnic now also encompasses management
studies and provides for frequent student project
counselling with local organisations. I have also a
strong interest in the improvement of administrative

management.

- In the mid 1970's I wanted to undertake an academic

activity that would develop my knowledge and ability and

at the same time I was very interested in the nature of the
changes that appeared to be taking place in the use of
management services by local authorities following local
government re-qrganisation. This research is the result

of seeking to satisfy both of these objectives.



0.2

APPROA

Choice of Review Periods

When seeking to study a changing éctivity it would be

convenient to analyse the situation at the time prior

to the changes and again at a later time when the changes
have taken place. The use of management services by
local suthorities however has been continuously developing
since the 1950's and is still developing in 1979. It was
desirable to choose for comparison purposes suitable points
in time that would make the analysis worthwhile. A major
change in local government was the re-organisation that
took place in 1974 and some of the indicators of change
appeared in the mid 1970's. It appeared reasonable
therefore to compare the use of management services before

and after local government re~organisation.

ature of Review

Theie are two main approaches to a review of an ongoing
activity. One approach would have been to seek to examine
all local authoritles to determine any changes in the use
of management services. Such a treatment would have
limited the detail that could have been studied but might
have produced conclusions that were of relevance to all

authoritiess This can be regarded as a relatively wide
ranging but shallow approach.



The alternative is to restrict the analysis to a small

number of authorities but to examine each in greater
details Conclusions drawn from such a study should be
based on a greater understanding of the factors involved
but would only be directly relevant to the authorities

that had been studled. This limlitation might be partly
off set by the nature of local government, in that the
main types of authorities have predominantly similar powers
and similar functions. This approach can be regarded as a

narrower but deeper basls for study.

One factor that needs to be taken into account when
considering which approach to use 1s the leadership style
of the head of the management services unit. I have
observed many persons in this position in industrial as
well as public authoritles.  Although statisfical
analysis has not been possible there appears to be a
positive relationship between the use, growth and size of
a management services unit and the positive and extrovert
character of its leader. The opposite situation has also
been observed. This experience extends over a period of
more than 10 years and would be based on observations of
at least 25 management services units. Of course, such a
sample without analysis is unsuitable as a basis for

conclusions. The observations are however in line with

what might be expected in any advisory function. In a




wide ranging review, covering the effects of any extreme
leadership style would probably be discounted by the large
number of management services units that would be examined.
In a review based upon only a few authorities this factor

would need to be born=inemind.

The decision as to which approach to take was deferred until

after the review of literature on the subject.



0.3 REVIEW OF LITERATURE

A survey of the literature on the way local authorities use

their management services function was made in order to

ascertain the published level of knowledge.
This was carried out on the following basisi=

1) an examination of books on the subjects of
management services and local authority

administration

2) a survey of local authority and management
services journals and the publications of
organisations with local authority interests
such as the Royal Institute of Public
Administration, Local Authorities Management
Services and Computer Committee (LAMSAC) and
INLOGOV

3) A study of royal commission reports on local
govermment, and a survey of the Department of

the Environment library bulletin

4) A review of miscellanecus publicatlons such

as consultants reports on individual local

authorities and the proceedings of conferences

A bibliography is provided in Appemdix po 163 4



0.2.1

Eooks
The examinatlon of books included those published prior
to 1974. A frequently expressed opinion was that in
order to achieve the necessary improvement in the manage-
ment of local authorities there should be an increase in

the use of management services, Mr. B. J. Ripley in his

book 'Administration in Local Authorities® published in
1970 expresses concern at the continued absence of

management services from a large number of local authorities.

In chapter 1,the Report of the Royal Commission on local
Govermment in England Research Study Nosl 1s examined and .

reveals three factors that are relevant to this point.

Messrs. J» Long and He Noxton of INLOGOV published in 1972
a book entitled 'Setting up the New Local Authorities's
They recommended that the teams of officers who were to be
engaged on the creation of the new local authorities should

have available advice from management services staff.

Mr. Ps G. Richards in his book *'The Reformed Local
Government System' 1974 considers the continued quest for
increased efficlency. He acknowledges the contributions
made by groups of officers working under the auspices of

LAMSAC but polnts out that thelr work receives very little

publicity.




In 1977 Mr. R. S. B. Knowles published his book "Wodern
Management in Local Government®s He reports that in 1969
members of the Management Consultants Assoclation received
£1 million in fees from local authorities. More recent
figures are not available but the two local authorities
studied in this report both used external management
consultants prior to 1974, Since re-=crganisation neither

of these authorlties has used private consultants.

In an attempt to obtain more gpecific information about
the use of management services the book *Local Govermment
Re=Organisation = the first years of Camden'’was reviewed.
Whilst noting that the authority used private consultants
in 1965, but that by 1970 it employed 51 management
services staff, it gives no comprehensive information about

the use of management services by the authority.




0.3.2

0.3.3

local Authority and Management Services Journals

The survey was conducted by the use of indices of abstracts,

primarily Anbar Abstracts. Many articles on the role of
management sexrvices and reports on specific projects were
examined, Again no analysis could be found of the way in
which any authority had used its management services
function. A consideration of several articles from

journals is contained in chapter 2 (2.4.1).

Royal Commission on local Goverhment
These reports provided the most useful single source of
information and a consideration of them has been made in

Chapter 1.

Consultants and Other Reports
Consultant reports on Liverpool, Cldham, Sunderland,

Ashfield and Broxtowe authorities were examined. Only the
Browtowe report provided detalled proposals relating to the
use of management services. Its recommendations were

adopted.and put into effect by the authority. The results

are examined in chapter 4.

In 1976 LAMSAC produced 16 tables of statistical analysis
in a report entitled Management Sexrvices resources in local
government., This report examines the extent, organisation
and control of management services. It recognises that

many different skills are sometimes provided by management

10



services units, but it does not analyse the nature of the

work undertaken.

The Local Government Operaticnal Research Unit is part of
the R.I.P.A. It publishes Information Bulletins on a

regular basis and reports on the spgcific projects it does

for local authorities.

11



0.3.4 Conclusion of Review of lLiterature

This review revealed a problem to be solved and an
unexpecfed gap in the range of topics covered by the

_literature.

The problem arose from the different meanings given by
authors to the term 'management services's Some authors
recognised that they had to define the term and although
there was a common core of agreement that it covered work
study and organisation and methods, the variations beyond
this were considgrable. As this term‘is central to this
study, chapter 2 has been devoted to a consideration of
its definition and to its possible use in an analytical

framework.

Considering the existence of a professional body (the
Institute of Management Sgrvices) and organisations such
as LAMSAC which are directly concerned with the promotion
of the use of management services by local authorities, it
was initially surprising to be unable fo discover any
publication that examlned how an authority made use of its
management services function. There are publications
that describe the naturs of management services and give
detalled examples of specific aspplications. There are
others that'explain how management services can help to

improve the quality of management and the problems that are
involved in their use. LAMSAC have produced reports on

12



the nuﬁber of persons employed in the management services
function and analysed these figures in different wayse The
reports by consultants are for specific authorities and,
with ena exception, do little more than recommend the
organisaticnal position of the management services unit.
kThe exception 1s the report presented to Broxtowe District
Council. There are reports in journals and elséwhere that
describe specific assignments that have been undertaken in
individual authoritiess These are insufficient however to
provide a comprehensive plcture of how any pérticular

authority. = uses its management services unit,

Whilst identifying this gap in published information no
attempt has been made to determine the reasons for this.
It appears however, from observations of the local authority

position that the following factors may be relevanti=

a) the nature of management services recommendations
Is such that invariably they can be uéed to imply a
situation of some degree of inefficiencys. The
democratic nature by which local authority councillors

are elected would mean that any revelations of
ineffliclency could be used to the advantage of some

candidates who are taking part in the elections

b) the code of professional ethics of the Institute of

Management Services, which is the major institution

13



of management services staff, in section 5
prohibits, without pemmission, the disclosure
by its members of the results of their

professional activities. (See Appendix 4)

The review of literature whilst not revealing information
that was directly relevant to this research, did provide

interesting observations on the general subject area.

As a result of this review of the literature it was
decided to examine as far as possible the way in which

local authorities were using their management services

functions. Such a review 1f successful should provide

information that does not appear to be generally avallable,

14



0,4

SUMMARY OF INTRODUCTURY CHAPTER

The purpose in undertaking this research was to develop
my knowledge and esbility. I was fortunate In being able
to do this in a subject area in which I have exberience
and which is related to my strong interest in the

improvement of administrative management.

Because of the major change in local government in 1974 due
to its re-orgénisation and of the indicators of change that
appeared both before and after that date, the review periocd
chosen for this research was 1971=1979. The intention
being to ignore the management services activities that
occurred during the 1974«)1976 period,‘so as to avold
problems associated with the initial operation of the new
authorities. In this way it should be possible to

compare the management services activitles prior to 1974 in
the old local authorities with the management gerxvices
activities in 1976-1979 the new local authorities.
Authorities would be chosen that as far as possible covered

eimilar geographical areas.

The review of literature falled to reveal any detalled
analysis of the way in which local authoritles made use of

their management services function, It was decided there~

fore to study a few authorities in depth in order to establish




thls information. The possibility of undertaking a wide
ranging and general review was discarded, especially as

some work in this area had already been carried out by

LAMSAC.

Cne problem that emerged from the review of literature was
the wide variety of meanings given to the term management
services In different publications. It was decided to

review the question of the definition of 'management

servicestand this has been carried out in chapter 2.

16




CHAPTER 1

REPCRTS ON _THE MANAGEMENT OF LOCAL AUTHORITIES AND THEIR USE
OF MANAGEMENT SERVICES 1967=1974

1.1

INTRODUCT ION

Changes.appear to have taken place in the management
services function of local authorities during the period
197179, Indicators of these changes lie in the
recruitment and training of staff, and in the organisation
of the function, In the period 1967~72 however, there
were numerous reports on aspects of the management of

local authorities that provide the background against which
the changes in the management services function have taken
place. The re-organisation of local authorities in 1974
was the catalyst that provided the opportunity for the

councils of local authorities to re-assess the role of

thelr management services function,.

By choosing a review period that extends for 3/5 years on
either side of the date of the re~organisation of local

authorities, It is assumed that the transient activities

concerned with the re=organisation will not obscure any long

term changes that have taken place.

17



1.2

REPORTS ON LOCAL GOVERNMENT 1967-1968

There were three maln reports in the period 1967-1968 all
of which were falrly critical of the management of local

authorities. Extracts from these reports will show the
significant factors that gave rise to changes in the use

of management services.

1.2.1 Report of the National Board for Prices and
incomes No. 29, 1067

This report (para 56) states that the standard of labour
management in local authorities 1s lows This is

particularly important because the role of local authority

1s such that their activities are labour intensive.

The report goes on to state (para 65) that the knowledge
of modern management techniques, is generally absent in small

authorities and is limited even in large authorities. The

report acknowledges that an Increasing number of management
services units are in existence to remedy the defects of
management, but the rate of growth in the use of management

services 1s too slow to produce the desired impact. The

report calls for a greater use of management services,

18




1.2.2 Report of the Committee on the Management of
local Government _Maud Report) 1967

At the same time as the previous report, the Maud Report
was published. It reviewed in volume 5 the developments
in the use of management services, in the context of the

performance of managers in local government.

In volume 1 of the report, it recognised that local
authorities in this gountry were aﬁead of similar authorities
in other countries in introducing the use of management
sexrvicess Never the less many authorities had not yet

taken this step, and those that were using management
services had frequently restricted their use to the lower

levels in the departmental hierarchies.

The report recommends that local authorities should
develop the use of management services and the rapidly
developing tools of measurement and control in order to

improve the performance of management.

19



102-‘3

Report of the Royal Commission on local Government

in England ~ Research Study No. 1 iocal Government
in_South East England 1968 :

This report in assessing the use of management services

identified three factors that it considered important to

the effective provision of a management services function.

1) Size of local Authority
In paragraph 106 it states that small authorities are

unlikely to have sufficlent financial resources to employ
management services staff. It identifies populations |
of 75,006 to 100,000 as being necessary before a local
authorlty would.be able to malntain Organisation and
Methods/Work Study teams.

Authorities with populations of 200,000 or more would
have sufficlent resources to be able to support a full
range of management services activities including
Operational Research and computers. Such an authority

would then have a vehicle that could develop the use of

the rational and scientific techniques of management.

The structure of local authorities at that time contained
many small authorities, and this was one factor that was

inhibiting the use and development of management services.

{1) Role of the Clerk to the Iocal Authority

The report highlights in para 105 that in order for

20




management services to be fully and effectively used,
they need to be deployed on a basls wider than that of
an individual department. The report states that the
most important single condition for the effective use of
management services 1s that they should be deployed by

a 'strong ¢lerk who was playing a central role's It
considered that unless the clerk was willing to exercise
a poerful influence at the centre of the local authority
and be prepared to initlate organisation reviews, any
elaborate provision of management services would be

meaninglesse.

Prior to 1974 most authorities did not employ a 'strong
clerk' and where a management services function was

employed, the maln emphasis was the use of work study

staff on a departmental basis.

1i1) Integration of Management Services

The report considers (para 104) that there would be
Increased benefits from providing management services

on an Integrated basis rather than on a departmental
basis., It recognises that the structure and functioning
of local authorities at that time (1968) presented

difficulties, particularly for the smaller authorities.

21




1,3

1.3.1

RE-ORGANTSATION OF LOCAL AUTHORITIES 1974

Evidence Submitted to the Working Group on Iocal
Authority Management Structures

The local Govermment Personnel and Management Services Group

with over 500 corporate members and a similar number of

individual members submiitted a memorandum.

In their opinion the Initial limitations on the effectiveness
of management services was the fragmentation of these
serives. The worst effects of this were observed in the
authorities where the work study and or O & M function 1s
separate from computers, which in turn are separated from
establishment. These functions should be grouped together
under one officer with a title such as "Personnel and

Management Services Officar",.

The next limitation on the use of management services was
the limited knowledge of elected representatives and chief
and senior officers of councils., This resulted in
situations where problems are given to the wrong specialists
with inadequate terms of reference. Many chief officers do
not know how to interpret various management control data

that is available.

A further limitation was identified in the restrictions of

the superannuation acts which prevent an employee being

offered an early retirement on suitable terms.

22



The evidence submitted by the Soclety of Tewn Clerks included
a section on the Use and Limitatlon of Management Services.
The definition of menagement sexrvices was admitted to he
wider than the orthodox interpretation and comprlised all the
services which help management to plan, control and improve

the activities of the organisation. The comprehensive list

glven includedy corporate planning, corporate planning
control, intelligence unit, financlal control, manpower
planning and contrel, land and property menagement,

efficiency improvement services and minagement esudit.

The efficlency improvenent services were identified as
work study,organisation and methods, operational rescarch
and computer systems analysis. The principal limitations

on the effectivensss of those services wore stated to bet=

a) the problem of chbtaining the full and willing co=

cperation from the departments vhose services are

subject to scrutiny

b} the problem of obtaining willing acceptance of changes

from those vhose work is affected

¢) the < restrictions imposed by finance and the avallability

of staff

d) the unwillingness or inability of many senlor staff of
departments to seo potential benefits to an authority
as a whole,belng more important than the particular
benefit to thelr own department.



The evidence stated that work study would be likely to
remain the most directly remunerative of the efficiency

services because of the scale of operations that it covered

and the comparative readiness with which financial
benefits could be identified, The achievements of O & M
were real although they could not be readily quantified in
financial terms. The significant limitation of 0 & M was
that it had not seriously entered the field of professional
work (legal, engineering, medical) to question the

objectives, methods and efficiency of professionally

qualified staff. The operational research function
although only in its infancy in local government was
considered likely to become an essential tool of
management particularly in the field of corporate planning.
Computer systems analysis should be closely related to

the O & M function and should therefore ke integrated with
other management services, though it should not be

divorced from computer operations.

The evidence stated that management services staff of good
quality were a scarce commodity and therefore relatively
expensive to recruit and train, It was considered
important that the work done by management services units
in one authority should be avallable to other authorities.
Although LAMSAC made claims to carry out this function
their record was considered to be discouraging and much
depended upon the contacts of practitioners wifh their

counterparts in other authorities.

24



Attentlon was drawn to the following pointsi=

a}

b)

the need for high level sponsorship of management

services preferably by the Chief Executive

the continuing need for training not only for
practitioners of the specialist skills but also
for line staff and management generally in the value

of efficiency techniques.



1.3.2

New Local Authorities Management and Structure Report 1972

In the perlod 1967=1972 there were many other reports, by
Royal Commission on general matters, and by private
consultants for particular local authorities. The
government re~organised the size, structure and functions
of local authorities in 1974 and based many of the changes
on the recommendations in the New Local Authorities
Management and Structure (Bains) Report 1972. 4As a result
the size of the smallest local authority unit has been
raised, so that in most cases it now has the level of
financial resources that would enable it to support at
least an O & M and work study activity. There has also
been created the positions of a Chief Executive and of a
management team which together have many of the
responsibilities of a 'strong clerk' as visualised by the
Research Study of 1968 and others.

26



1.4

l1e4,1

1l.4.2

DEFINITION AND CRGANISATION OF MANAGEMENT SERVICES

FOLLOWING LOCAL AUTHOR 1TY RE=ORGANISATION (1074}

Definition of Management Services

In its references to management services the Bains report
reveals the difficulties associated with the use of this
phrase.” Many authorities identify onl& Work Study and
Organisation and Methods as being management services.
Other authorities include other gpecialisms as part of
their management services function. This question of
defining management services will be considered in

chapter 2.

Organisation of Management Services = Bains Report
Recommendations

With the management sérvices function being defined in
different ways it follows that the organisation of this
function will also vary in different authorities. The
Bains report quotes some of the differing opinions on

this matter.

Coventry County Borough Council expressed the view that
the concept of a central management services unit was
rather old fashioned and had no real place in a corporate
management structure. The Local Government Personnel
and Management Services group however, considered that an
injtial limitation on the use of management services was
the fragmentation of the various services within an

authority.
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The evidence to the Bains Report suggests that the
management services function is a growing and changing
activity that has been developed in different ways by
various authorities in order to meet their particular
needs. The conclusion to be drawn is that at the time
of the Bains Report there was no single formulae for the
sudcesgful application of management services within all

local authorities.

The Bains report recommendations were that the work

study activify might be based within departments but that
there could also be a small central unit, The
Organisation and Methods specialists should all be

placed 'under the wing of the head offédministration',
but would be used as an aid to the Chief Executlve and
the Management team. Other speclalist techniques may
be located in the finance department or in other sectlons

of the central administration department.




REGRUITMENT AND TRAINING OF MANAGEMENT SERVICES STAFFE
FOLLOWING THE RECRGANISATION OF LOCAL AUTHCRITIES 1974

The calibre of staff required depends upon the organisation
and functions of the management services unit. Each new
local authority in 1974 individually decided on the role
and place of any management services function that it
intended to use. Many authorities, and particularly those
with a limited experience of management services, created

a centrally based organisation whose head reported directly
or indirectly to the Chief Executive. This enhanced
status would permit an increase in thevariety and
significance of the problems presented to the management

services units.

The centralised organisation invariably consisted qf a
hierarchy of positions and this also gave rise to a need
for staff with qualifications greater than was necessary
prior to 1974. Frequently more than one of the separate
techniques of Management Services were to be provided by
aach member of the function, this too required a more

highly qualified person.

In the period 1971=73 the recrultment of work study and
Organisation and Methods staff largely followed the

pattern of earlier years in both the number of persons
recruited and in the qualifications required. Must recruits

were expected to be practitioners or were given training
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to enable them to become practitioners.  Although
professional qualifications existed, most local authorities
did not regard them as essential for their management

services staff,

From 1974 however, the number of persons recruited‘to this
function increased considerably. Recruits were sought
who had professlional qualifications or who were prepared

to study for such qualifications. Major authorities such
as Nottinghamshire and Nexthiritonshire County Councils
required néw recruits to have at least a University
degrees Existing staff in 1974 were frequently re-trained
to obtain extra skills, and many courses were provided by

public and private educaticnal comtyes to meet this need,
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CHOICE OF SELECTED LOGAL AUTHORITIES

Apart from the Greater London Council, local authorities

in England and Wales are classified into two major groups =
metropolitan and non=metropolitan authorities. The
metropolitan authorities are divided into County Councils
and district councils. All metropolitan authorities are
based upon ﬁajor conurbations such as Birmingham and

Manchester,

Non=metropolitan authorities cover the remainder of England
and Wales and are similarly divided into county councils
and district councils (parish councils have been ignored
because their powers and duties are insignificant in
relation to this survey). Non metropolitan county councils
are invariably responsible for the areas contained within
geographical county boundaries. INon=metropolitan
district councils are second tier local authorities based
within geographical counties and for most of the country
are of two main types. The major (by population and
financial resource standards) nonemetropolitan district
councils are based upon cities and frequently had county
borough council status prior to re-organisation in 1974.
The other minor non=metropolitan district counclils sre
based upon towns and consist of combinations of areas
previously covered by one or more of the borough, urban or

rural district councils. These minor non=metropolitan
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district councils usually cover a larger geographical area
than the major councils but serve a smaller population and

have smaller financial resources.
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le6el Feasability Study

Having declided to study the way in which a local
authcrity uses 1ts management services function it was

necessary to decide on the authorities to examine.

Explofatory interviews were planned with two major
authorities andlthree district coﬁncils in order to
establish the nature of the factors to be analysed. As
the information required did not appear to have been
published the feésability study was based on authorities
with whom contects already existeds The major authorities
chosen were Nottingham and Leicester citles. The district
councils were Ashfield, Broxtowe and Erewash District
Councils. A questionnaire (agpamﬁhrfyTb) was used as a
basis for this study. The authorities all gave every

assistance with the study.

Leicester City Council have for many years been regarded
as one of the pioneers in the use of-management services.,
They have an extensive management services function that
includes personnel, training, computer and operational

research activities.

Nottingham City Council has relatively recently developed
its management services function which is based almost
exclusively on Work Study and Organisation and Methods

activities,
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By examining these two authorities it became apparent that
the history, range of skills and scope of activities were
so different from each other that comparisons between them

would have little value,

All three district councils were of a similar slze and had

a similar number and type of staff employed in their
management services units. The history of their use of
management services was broadiy similar. District councils
of this type number 296 out of a total of 521 local
authorities of all types. The changes due to re=organisation
in these authorities were at least as profound as the changes
in any other type of authority. These councils are of the
size of authority that frequently made 1ittle use of
management services prior to re=organisation, but by 1976

over half of them had established managemant services units.

There appeared to be a major change in the use of management
services by district councils so it was decided to base the

research on this type of authority.

The data to be collected would need to reflect the position
both before remorganisation and afterwards, and would
probably cover 3 years work of each authority. The size of
the data collection appeared to be considerable as each unit
may undertake up to 100 projects or more in any one year.

Another problem was beginning to emerge and that was the
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nature of the framework to be used for analysis.

The question of whether to restrict the study to one

authority or to more than ore needed to be determined.

One authority might be exceptional, so more than one
had to be studied. The volume of data for each

authority would demand considerable time to collect,
verify and analyse so it was decided to restrict the

study to two authorlties.

The choice of Ashfield and Broxtowe was based upan their
both being in Nottinghamshire. In such a situation
each district authority could expect to be subject to the
same policy of the Nottinghamshire County Council in
respect of delegated powers in the management services

ardaa.
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-MAP SHOWING
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1.7

SUMMARY

In the period prior to the re=crganisation of local govern=
ment in 1974 there was considerable evidence of concern at

the efficiency of local government.

The reports of the National Board for Prices and Incomes and
the evidence of the Society of Town Clerks to the Bains
Committee both highlighted deficiencies in the management

of local authorities. All of the reports examinéd regarded
an extension in the use of management services as one way

of improving the efficiency of local authorities.

In diagnosing the problems facing local authorities who
wanted to introduce or extend the use of management services
techniques, the factors of, the fragmentation of these
services, the financial strength required by a local
authority and the role of the clerk were identified as being

important.

The re=~organisation of local authorities in 1974 created
financially stronger authorities, gave an impetous to the
use of chief executives and management teams, and provided
the opportunity to re=organise the management services
function. There are indications that the smaller
authorities in particular had used theéir re~morganisation to

inttoduce changes. Centralised and integrated management
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services units were often created and staffed by more
highly'qualified persons. Before examining the changes

in more detall, it is necessary to seek to define what is

] )
meant by the term management services.




CHAPTER 2

DEFINITION OF MANAGEMENT SERVICES

2.1

INTRODUCTION

This report seeks to analyse changes in the use of
management services, and therefore a clear understanding
of the meaning of this term is desirable. This phrase
has been in use for many years. It is generally
accepted as referring to advisory services that can be
called.upon to assist a manager in the performance of
his tasks. VWork study and Organisafion and Methods are
widely recognised as being part of management gservices
but other specialist techniques such as Operatiocnal
Research and Systems Analysis are included as part of

the management services functlon by many organisations.

A strict interpretation of the phrase would include every
type of speclalist advice that a manager may seek to use
to help him carry out his responsibilities. Such an
interpretation could include the personnel and training
functions, and also the services of management accountants
and legal advisors. Certainly the later group of

specialists do not regard themselves as being part of a

management services function.




In practice, along with many other management terms this
phrase although in common usage, does not and has never
had a precise definition that is generally accepted.

This lack of definition of management terms has arisen

in the following manner. The considerable interest in
management in the last 30 years is based upon the
increasing recognition of the importance of management to
socletye The continuous changes in the characteristics
and needs of society and consequently of the problems
that managers are expected to solve, has led to the widee

spread use of speclialist advisors.

As a result of this interest the volume of literature on
the subject of management is considerable. Much of it
originates from practicing managers and consultants, and
only a relatively small amount comes from authors with a
strong academic background. The more academically
inclined management writers define their terms when using
them, and within the context of their writings that
definition is appropriate. Unfortunately for many terms,
authors do not seek to rationalise the definitions they
use, with the definitions of the same terms used by other
authors., As a result there are a large number of manage=
ment terms and phrases that have only a generalised
meaning. Managmment services, despite its continued and
wldespread use, is one of these terms. This aspect has

been discussed in an articlg published by the Building



Societies Journal and written by the author of this

thesis., The article is reproduced as Appendix 2
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ANALYSIS OF MANAGEMENT SIRVICES EARLY 1960°'s

In 1964 Dre. Js L. Faraday was concoerndd that
organisations might place within their management
services units any activity that could not be
conveniently placed in any other part of thelr
organisations However, about the same time

Mr. P. e Randall believed that any spccialist activity
that helpdd a manager improve his performance should be
called a management service. In 19468 Mr. J. G. Reid
sought to establish the specialist techniques that
provide the basis of a management services function by
examining the work of nine authors who had written
extensively on the subject. His findings were that
the techniquses listed below were all mpntioned as belng
part of management services. The number after the
technique denotes how many of the authors whose work
was reviewed, considered the technique to be part of

management serviceses
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TiCHNIQUE : N« CF_AUTHORS
Work Study ' 9
Organisation and Methods 8
Operational Regearch : 7
Data Processing 4
trgonomics 3
Management Information 2
Personnel/Manpower 2
Research and Development 2
feonomlcs Forecasting 2
Value Analysis 2
Cybernetics 1
Market Research 1
TABLE 1

Techniques considerdd by authers to be part of

Management Services early 1960's

This table indicates that although the top 3
techniques had largely established themselves as a
recognised part of a managements services function the
opinions expressed by M/s Faraday and Randall had

considerable relevance.



ANALYSIS OF MANAG:MEINT SIRVICLS 1968=-76

In 1978 the question of a precise definition is still
unresolved.s Mr. No Harrls has been carrylng out a
research project for Leeds University and Newcastle

upon Tyne Pclytechnic in order to establish a definition
of the term 'managemant services's He has examined the
works of 10 well established authorities in this field
who have identified 25 techniques that are regarded as
parts of management services. This compares to the 10
techniques established by Mr. Reid in a survey conducted
10 years earlier, Research and Developmant and
Cybernetics for example have disappeared from the earlier
work, and some of the other techniques from that work can
only be identified in the 1978 report as belng covered by

other terms. The analysis of the work of the authors is

given in the {&&M&q Lty NZR p ¥

The 1978 analysis- again revealed Work Study, Organisation
and Methods, and Operational Research as the most
frequently mentioned management services techniques.

An addition to this category is systems analysis, which is
a reflection of the widéspread growth in the use of
computers. Again there is a significant gap between the
degree of recognition given to the 4 techniques in the
most frequently mentiondd categories and the remainingt2l

techniques.
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Source

Technigue

“BIM Study Group 1363

Whitmore 1968

Gilbert 1968

Hoskyns Group 1969

Aston 1969

Candlin 1959
freeman 1969
Faraday 1971

' Lines and Hetz 1974

Hiltls 1973

Total

Hork Study
Plant Layout J H H
Valus Analysis '
oxH - -
Fermuperation -
Ergonomics

- Operational Research
Projecc Ketwork Analysis
Computers I‘D P
Systems Analysis
System Study / Eybernetics
Organjsation
Information Systems
Training / Management Development
Cost Benefit Analysis
Behavioural Science
Economic Planning
Managemant Auditing
Capital Investment Decisions
Business Administration
Carporate Planning
Cost Accounting
Hanagement Accounting
Production Engineering
Market Pesearch

L -

L T T . B

>

x .

b1 4

]

E oS- A

k3
-
>

se .
>

=

¢

MM DT dC D M

o> M M

10

LU - T I X

A

<

- A P wh ot el A) W WU N e )W WDV D

Totals : ; - .

10

10

10

11

TABLE 2

Technigues considered by authors to be part of Management Services 1963f1974




Mr. Harris uses the techniques identified by his survey

of authors as the basis of an analysis of ten organisations
in order to assess the recognition of these techniques,

as part of a management services function. The table 3
on page 47 shows a significant degree of correlation

with table 2 as far as the most widely quoted techniques

are concerned.
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Source

Technique

ICT 1985

Rolls Royce 19565

Midland Elec. Board
(Foster 1571)

Civil Service
{Archer 1971)

BOC {Wil1{ams 1871)

1573

BICC

LAMSAC 1576

Total

Hospital Service 1976
Northern Gas 1976

NEEB 1976

Work Study
Plant Layout / M H
Value Analysis
08N
Remuneration
Ergonomics

' Operational Research
project Network Techniques
Computers / DP

_ Systems Analysis
System Study J Cybernetics
Organisation
lnformation.Systans
Training /Management Development
Cost Benefit Analysis
Behavioural Science
Statistics / Economic Planning
Management Auditing
Capital Investment Decisions
Business Administration '
Corporate Planning
Cost ﬂccounting
Management Accounting
Production Engineering

- Market Research
Personnal
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13

10

TABLE 3

Techniques considered by organisations to

services function 1965-1876 .
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2.4

2,441

INTIRPR ETATION OF "MANAGIMENT SiRVICIS!

The above analysis reveals that Work S5tudy, Organisation
and Methods, Operational Research and Systems Analysis
techniques are now widely recognised as being a part of
managemant services. It also shows that a further 20
techniques are recognised by some writers or some
organisaticns as appropriate to a management services
function. Some of these 20 techniques, such as personnel
or accounting based techniques, are more wildely used than
appears likely from Table C. This is because many
organisations that use them do rot regard them as part of

a management services function.

Despite the almost universal agreement that four techniques
are part of management services, the lack of agreement on
the remaining 20 techniques undermines the significance that
could be given to an analysis based upon a definition of

management gervices.

Developments in the Concept of Management Services

The variety of management services techniques that have
been identified in table 3 reflect the different concepts
of the role of management services and the differing needs
of organisations. The conceptual role of management
services is continually changing. It is poséible to
identify recurring themes in some journal articles on this

subject.




Mr. R. Gentle, the Controller of Management Services for
the Turner and Newall group of companies in his article
The 3trategic Role of Management Sexvices published in
1973 stresses the need,fo perceive a company as a total
systems The Management Services role is then to
initiate and manage a programme.qf change and improvement
that will enable the organisatio& to profitably adapt lts
systems and sub systems to the ch;nging social and
technological envirconment. The ﬁanagement services
contribution is identified as being the development of
both systems and personnel. This systems approach
assumes a co~ordinated management services activity that

would include the computer and personnel functions.

A similar attitude from a different point of view was
expressed by Sir Stan Yapp the former lcader of Birmingham
Metropolitan District Council, at the LAMSAC regional
conference on the best use of resources in 1978. Vhilst
replying to a paper on project co=ordination he detlared
that the remedy for most problems spanned different
functions of a council and that he was only interested in
solutions to total problems. The author in two articles
for differing professional Institutes sought to examine
the suitability of the usual management services function
to serve the total needs of an organisation (Appandix 2
and J ). The approach used was to consider the
probability of sub optimal solutions arising from uncoe

ordinated management services activities. Consideration
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waé also given to the different staffing requirements

of the advisory and service activities of a management
services function. The articles proposed a cowordination
of all the management services functions as a way of

providing all embracing solutions to total problems.

Mr. A. Fowler Head of Manpower Services for Hampshire
County Council in an article in 1979 entitled Making the
Most of Management Services = Local Government argued
the case for the organisational integration rather than
the separation of the peronnel and management services
activities. He also expressed the view that a more
complete exploitation of the potential of management'
services may best be achieved by a measure of

decentralisation to departmental line managers.

The report of théworkshop on Management Services and the
tfficient Use of Resources held at the Institute of

Local Government Studies in 1978 showed that the work of
management services units is expanding. Increasingly
such units are involved in reviewing the work of complete
departments rather than sections of departments. Such a
development may be regarded as a move in the direction of

a total systems approache. In addition the workshop report

indicated that there was a trend towards the amalgamation

of various units (including management services) which can

assist management deploy resources more effectively.
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A somewhat different approach was considered by Professor
Je De Stewsrt in his article on Personnel Management in
Local Government published in 1972. Having established

a major requirement facing local government is to reeact

to change, he considered that although change occurs in
many areas, the impdet is greatest upon the individuéls who
make up local govermment. It is they who must adjust
their roles. This requires a personnel policy that centres
on the adaptation of personnel to the needs of the
organisation. Such a policy may be concelved and

directed from a central personnel department but
responsibility for personnel management lies with the
manager in the operating department. This appraach
suggestes that the role of a manager in implementing an
organisation development programme could be much greater
than when implementing an incentive scheme or new

method of work. VWhilst this would not make impossible

the amalgamation of a personnel and management services
activity it may require different approaches to any

question of decentralisation.

At the seminar of the Society of Chief Personnel Officers
in Local Government in 1977 Professor Stewart enlarged
upon the possible division of responsibilities in personnel

matters between personnel departments and departmental




managers indicating that even with a restricted role the
personnel department had a major need to exert influence
on the development of personnel management.  He commented
that whilst authority is limited by Jjcb descriptions,

influence knows no such limits.

The possible development of management services in the
future appears likely to include changes both in the
consolidation of advisory services towards providing an
integrated problem solving service, and in the use of this
sexvice not just to amend exidting practices but to be
involved with matters of planning systems and perscnnel
develobment. The question of decentralising some
activities from such a central unit is a matter for
debate, but it could well be that managers may well seek
to operate or be directly responsible for some activities
that at presant are carried ocut by management scrvices

unitse.



ROLE COF MANAGEMENT SiRVICLS

Mr. Harris in the report on his project (section 2.3)
puts forward a tenative definition of the role of

management servicesyas followsi-

"A function containing those specialist skills
appropriate for an organisation at a specific
time, which provide a problem solving advisory
service to management at all levels. Such
advice is aimed at assisting management more
effectively to achieve the objectives of the
organisation, in particular, profitability,
cost effectiveness and productivity.”

The emphasis on problem solving as a function of management
servicesy is also claimed by the authors in table 2 above,
to be a prime attribute of the 4 most frequently quoted

management services techniques.

The significance of problem solving as the prime function
of management services is confirmed by two further
statements. The British Standards Institute is shortly
to publish a new Glossary of Terms in which management

services is defined agie

"Specialist groups/units established within
organisations with the aim of assisting and
advising on improvements in executive
management funections."

Although this definition could be considered to relate
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to the training of managers, within the context of the
development of management services'as quoted in this
chapter, it clearly includes the solving of executive.

(1ine) managers problems,

In 1976 the Management Services Officcr of Nottinghamshire
County Council in a report to that authorities Resources
Cormmittee on the role of his mnit made the following

statement =

"The term 'Management Services' is differently
interpreted in various Local Authorities,
Commercial and Industrial O:ganisations. In
some it relates to establishment control.

In others it is restricted solely to the
application of Work Study or Organisation and
Methods techniques with all the limitations
which the exclusive application of specific
techniques implies, However, within
Nottinghamshire County Council the term
"Management Services" 1s used to cover any
assistance or advice given to managers to help
them in planning, organising, operating or
controlling the activities for which they are
responsible. Consequently, although Manage=
ment Services Staff use specific techniques

where they are appropriaste, the unit offers a
general "problem solving" service and undertakes
numerous investigations which cannot be
classified neatly under the heading of a given
technique.”

It follows therefore, that as the major role of a manage=
ment services function iIs to solve problems, the

techniques to be used by management services staff in any
given organisation will have a relationship to the problems
of that organisation. It may be possible therefore to
assess changes In the use of management services by an

analysis of the problems solved, This possible framework
for analysis will be examined in chapter 3.
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2.0

2+6.1

US: OF MANAG:iMENT SIRVIC:S TiCHNIQUES AS A FRAMEWORK
FCR_ANALYSIS

The problems that arise when seeking to use management

services techniques as a framework for analysis ares=

a) the capability of a management services practitioner
to use a varlety of skills in the context of solving

a problem

b) the possibility that problems are solved by the use
of managemant services techniques by line managers
or other staff not employed within a management

services function,

Skills of Management Services Staff

The most widely held professional qualification is the
Diploma of the Institute of Management Services. This
qualification provides comprehensive training in Work
Study and Organisation and Methods, a lesser level of
knowledge in Operational Research, Systems Analysis and
an understanding of the nature of Cost Accounting, Value
Analysis, Ergonomics, Network Analysis and Personnel,

The qualification Diploma in Administrative Management
(Organisation and Methods) also provides for knowledge 6f

a variety of techniques but does not include Work Study

or Frgonomics.



Some practitioners do not hold either of these
qualifications and have obtained their technical knowledge
from attending a number of the wide'range of nonwexamination

courses in specific techniques.

These skills are used to solve problems and in this context,
the practitioner is rarely able to identify the extent and
range of the techniques that he has used. Such a situation
makes any analysis based solely upon the usage of specific

gkills of doubtful value.

2.642 Problems Solved by NoneManagement Services Staff

Many people in organisations, who are not based in the
management services function, solve problems. In
paragraphs 2.1_and 2.4 above it was indicated that some
staff and some organisations do not identify as management
services techniques, those problem solving activities that
elsewhere would be found to be exercised by management

services staff.

It is not unusual for a line manager to take a short
course in a specific management services technique and
then proceed to the solution of a problem without seeking
advice. To make a survey of all problems solved by
using management services techniques by anyone in an
organisation would require the extensive use of resources

beyond those available in the present survey.
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2.6.3 Management Services Techniques as a Framework for Analysis

When up to 25 management services skills may be appliedi=
a) from a variety of positions within an organisation
b) in any combination by one or more persons

¢) in the cverall context of solving a problem rather
than the requiremant to apply a specific skills
the complexities are too great to enable a
sufficiently rigorous analysis of the changing
situation from 19?1-79 to be made primarily on the
basis of the nature and extent of the managemant

services specialisms that have been used.

An analysis of any changes in the nature and extent of
the use of managemant services techniques by a management
services department would however, be a useful secondary
indicator<to some other from of assessment of the use of

management services.
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2.7

SUMMARY

A precise definition of management services would be very
uséful although the term is now more widely used the quest

for a definition started back in 1964,

Mr, Reid in 1968 analysed the writings of authors on this
topic and revealed that a total of 12 techniques had been
identified as being part of management sexvices. Mot all
authors however considered every technique as appropriate.
In fact three techniques Work Study, COrganisation and
Methods and Operaticnal Research weré mentioned by most
authors as being part of managemant services. Mr. Harris
in 1978 as part of his research project to discover a
definition of management services published an analysis of
the writings of 10 authors who between them mentioneéd 25
techniquese This time four techniques were by far the
most popular. Three of these were the ones identified

in 1968 and they were joined by Systems Analysis. A
further analysis of the practice of 10 major organisations
gave some support to 20 of the techniques bisk the four
techniques identified by the authors received overwhelming

support.

Many of the less popular techniques are in use but are not
regarded as part of management services by either the

practitioners or thfir employers. In addition it is not
unusual for managers to apply some techniques to a limited

extent,
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In the course of their work management services practitioners

solving a problem. Such vagueness in definition and
multiplicity of practice render virtually impossible a
framework of analysis based upon the appllcation of manage=-
ment services skilis.

)
Current attempts to define the role of a management
services unit identify problem solving as its major

may use one or more techniques with the overall objective of
contribution,
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CHAPT:R 3

POSSIBL: FRAMIWORK FCR ANALYSINS THE USE CF MANMGLMﬁNT SERVICES

3.1

INTRCDUCTION

In the searcﬁ for a more detailed bases upon which to
analyse the changes in the role of the management services
function, one can either go for a detailed approach and
examine all the problems solved within a local authority

or examineiw

the objectives and structure of the management services

function as determined by the local authority @R
the skills used by management services staff @

the work carried out by the management services

units (R even
the extent to which the authorities sought to apply an

organisational development approach to changing the

performance of théir staff.
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3.2

ANALYSIS OF ALL FROBLIMS SOLViD WITHIN A LOCAL AUTHCRITY

In chapter 2 the role of a management services function was
defined as broviding a problem solving service. It is not,
and never has been the only source of problem solving
activities within a local aﬁthority- In the previous
chapter it was shown that some 'management services' type
skills, are frequently not located within management
services units. Line managers also solve some of their
own problems, or seek the assistance of external

consultants.

This variety of sources of problem solving expertise could
form the basis of assessing changes in the contribution
made by one of the sources i.e. the management services
function. It if were possible to measure the quantity of
prcbhlems solved by a local aufhority over given periods of
time, then the relatlve proportions of problems solved by
the management services function would be a measure of
changes in its uses. Unfortunately the variety of problems
and their solution by large numbers of staff, sometimes as
part of their daily work makes it impossible to quantify

all the problems that have been solved,
So assessing the proportion of problems solved by a

management services function 1s though a desirable criteria,

not a feasible proposition. Changes in the size of the
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size of the management services unit and in the use of
external management consultants would provide a broad
measure of changes in the volume of work undertaken.

Such a measure may be appropriate to & national review of
management services activities, but a more detailed basis

for analysis is needed for a survey of just two authorities.



OBJICTIVES AND STRUCTURE COF THE MANAG.MLNT SIRVICLS
FUNCTION '

As was shown in Chapter 1.2.3 (1) the size of the population
within the area of an authority has a major influence on
its financial capability to support a management services
function. A population of 75,000 being considered the
minimum necessary to support a work study and organisaticn
and methods activity. VWhere such functions exists (and
out of a total of 296 Inglish shire districts, 226 have one
such function) the objectives set for it will to some
extent determine the number of staff and or consultants
employed. The position of the function in the structure
of the local authority may vary as : indicated in chapter

1.4.2.

Although the objectives and structure of functions are
changed infrequently, a comparison of the situation before
and after such a catalystic activity as the reworganisatlon
of local authorities could have some value. Changes
revealed by such an analysis may well reflect the intention

to change the role of management services.

Local authorities make considerable use of incentive schemes
in the payment of many of thelr weekly paid employees, and
these schemes are usually designed and maintained by

managemant services staff. Changes in the number of weekly
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paid employees could have some influence upon the size of

the management services units,

An analysis based upon the factors discussed in this
section may well supportzconclusions that could be drawn
from a more detailed analysis ofamanagement services

1

activities.
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3.4

SKILLS US:D BY THE MANAGIMINT SIRVIC.S FUNCTION

Chapter l.1 indicated that there appcarcd to be changes in
the skills being recruited into management services sectionse
Since re~organisation it will probably be impossible to
obtain information about the skills of consultants that were
employed prior to re-orgahisatioﬁ, Eut an analysis of the
qualifications . ,¢ managemént services employees ¢hould be
possible. Whilst the possession of u professional
QUalification will be an easily recognised situation, the
value to be given to varying periods of experience and

other types of training is likely to be a highly subjective

assessment.

An analysis based upon qualifications of management services
employees may reveal information that would support
conclusions drawn from the analysis described in chapter

3ede
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THE WORK CARRI/D OUT BY THi MANAGEMINT SiRVICHS UNITS

An analysis of the work carricd out by a Management Services
Unit over the period covered by this survey should reveal
any changes in the nature of that work. The analysis could
be based on the amount of work carricd ocut for the various
departments of the authority. This however would only
reveal the extent to which certain depzrtments were able to
obtain the services of the Management Scrvices Unit in

helping to solve their problems.

It would be more pertinent to this survey to consider the
type of problem solved by the Management Services Units.
Such an analysis should reveal if the Units had undertaken
different categories of work. Such an analysis when
supplemented by a survey of any changes in the cbjectives,
structure and staffing of the units should expose the
major changes that may have taken place over the pericd

under review.

The type of problems referred to Management Services Units
by chief officers relate to the management of their
departments. It should be possible therefore to determine
to which of the functions of management the problems

relate.
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3.5.1

Manaoement Functions

Although there is no general agreement anqgﬁt authors on

a preclse definition of management there is a widespread
acceptance of the concept that managemont activities can
be calssified into:= planning, organising, controlling
and motivating. This analysis is based upon the purpose
of management activities and could be usced as a framework
to analyse problems. COccasionally some problems may
reiate to more than one category of management functions
but this is not expected to present any major difficulties.
As such it should not materially affect the use of this

framework.

Of more importance is the fact that an analysis based upon
the four management activities would not reveal the
significance of any particular problem. Planning for
instance, may well be part of the dutics of a working
chargehand or a clerk, or of a chilef officer or a member
of the councils Similarly the activitics of organising,
controlling or motivating may be undertaken at widely

different levels within the hierarchy of a local authority.

In order to analyse the situation furthor it would be
desirable to not only identify the type of management
activitily to which a problem relates, but also categorise
the significance of the problems The writings of R. N.

Anthony and his colleagues of the Harvard Business School
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define a framework of analysis that can be of value,

Use of R. Ne Anthony's Framework

The framework described in Anthony's bcok Managcement
Planning and Control Systems which was initlally published
in 1965 has not been changed in any fundamental way in

the more recent editions. This framcwork classifies the
activities and decisions of managers and has been used
extensively by researchers into management.  The framework

consists of three categories which arci=

Strategic Planniﬁg

Strategic planning is the process of deciding on
objectives of the organisation, on changes in these
objectives, on the resources used to attain these
¢bjectives, and on the policies that are to govern the
acquisiticn, use and disposition of these resources.

In local government terms, these activities will be
undertaken by the members with the assistance of the
chief executive and the management team. The activities
will be the setting of objectives, determining council
sfrategies for the achievement of objectives and the

reviewing of performance,

Management Control

Management control is the process by which managers
assure that resources are obtained and used effectively and
efficiently in the accomplishment of the organisations

objectiveé.

68




In local government terms these activities are undertaken
by chief officers and their assistants in the controlling
of their departments. The agtivities will ke the
preparation of.and implementation of the annual plans and
budgets, the internal structure ¢f and control over, their

departments activities,

Operational Control

Operational control is the process of assuring that

specific tasks are carried out effectively and efficiently.

In local government erms, these activities are undertaken
by foremen and section leaders, The activitics will
consist of planning and controlling the activities of

the employees for whom they are responéible in order to

carry out the work of the local authority.

Re Ne Anthony's framework is based upcn activities and
decisions, but it is equally applicable to problems since

the solving of problems involves decision making.

The use of an analysis of the work of management services
units based upon the four management functions and
Anthony's framework for analysing decisions, would be
expected to reveal changes in the nat..re¢ and significance

of management services activities.
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3.6

ORGANISATIONAL DEVILOPMENT APPROACH

This approach is based upon the concept of stimulating
managers to seek to match their performance to the needs
of the organisations. Such an approach may be intrcduced
and guided by either personnel managers or consultants,
and requires managers themselves to play the major part in

introducing change.

The term organisational development whilst having as cne
of its major aims a review of the factcrs relating to

the *people’ aspeqts of an organisaticn, is also intended
to take into account a wide range of cther considerations.
Such considerations could include such items as diverse as
work flow, organiasation structure, information processing

methods, and team bulding,

A case history of the use by East Lindsey District Council

of an organisational development programme has been

prepared by Mr. G. C. Battye of Leicester Polytechnic and
published by the Local Government Training Board. This
authority used joint working groups of members and

officers with the active assistance of the research team

from Leicester Polytechnic. On a comprchensive scale the

use of a specialist to help with the programme would be essential,
but within a department it would be fr~asible for an

enthusiastic manager to use this technlque.
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This approach to improving the performance of an organisation

is markedly different to that of manzgement services.

Instead of managers secking tc creato improvements in their

own departmant, the management serviccs approach is to study

a problem or a department. The management services staff
carry out their review and submit their proposals as advice
to management. Whilst the organisational development
approach, developes the staff in order that they can adjust
to meet changing needs, the management serviges approach

is primarily concerned with correcting a situation that is

unsatisfactory.

To identify the existence'and extent of an organisational

development approach within an crganisation would rgquire a

“different approach from that used to stuay the work of a

management services unit. Mo attempt has been made

therefore to detect the use of organisational development

techniques by the authorities studied in this report,

Tl



3.7

CHOS :N FRAMIVICRKS FCR ANALYSIS

The framework that is expected to revoal any changes that
may have taken place in the nature or significance of the
prchblems that have been reviewed by management services
units will be that described in 3.5 above. This framework
ig of most importance and as such will be referrcd %o as

the *prime framewcrk®'.

The second framework to be used will seck to identify
changes in the étructure and objectives of management
services units. This framework will be based upon

section 3.3 above and whilst it may only indicate the
intention of the local authority it could reveal information
that may support conclusions that cculd be drawn from

the use of the prime framework. This framework will be

referred to as the 'structure analysis'.

The final framework to be used will be based upon section
3.4 above. The analysis of the skills of managcment
services staff may reveal that changes have taken place,
and if this occurs it may be useful in supporting any
conclusions that may be drawn from the use of the prime
framework. This framework will be rcferred to as the

'skills analysis'.



3.8

SUNMARY

With the role of management services being defined as
seeking solutions to the problems of management, the
possibility of using this as a basis for the framcwork for
analysis was examined. Problems arc solved by all levels
of management as well as being solved by their staff
advisors. Any attempt to determine zll the probloms
solved by a local authority in order %o caluglate the
proportion solved by the management scrvices unit would,
even if feasible, be beyend the rescurces available for

this research.

In seeking to identify changes in the use of management
services, an analysis of the nature of the problems that
were solved for managers may prove to be of value, By using
the four functions of meanagement (plamning, organising,
controlling and motivating) as a basis for analysis a

change in the nature of probleﬁs solved should be revealed.
As these functions are earried out at various levels in the
hlerarchy of a local authority, the analysis could be further
refined if not only the nature of the problem, but algo an
indication of its importance could bc considered. To
include this further element in the framework for analysis,
use will be made of Rs N. Anthony's (ivision of management
decisions into strategic planning, management contfol and

operational control,
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There may therefore be scope for constructing a framework
by which to analyse the problems solved by a management

services unit. The're-organisation of local government
in 1974 provided opportunities for the¢ reworganisation of

the management services units.

An examination of changes in the skills of the management
services staff employed by an authoriiy, and the organisation
of the management serbices unit would previde secondary

frameworks for analyses.
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CHAPTER 4

METHOD OF ANALYSIS

4,1

INTRODUCTION
The prime framework is expected to reveal changes in the
.use of management services between the period prior to
re~organisation and the years up to 1979. The structure
analysis will examine the organisation structure of
management services units, their place within the local
authority at the relevant times, and the objectives set
for these units. The skills analysis will be used to
examine the experience and qualifications of the staff

over the period under review.

The purpose of this study is to identify changes in the

‘use of the management services function over the rew

organisation period __anﬂ‘;,the use of the prime framework
will be the major activity. However it is proposed to
initfally to consider the use of the structure analysis
and the skllls analysis. This is because the setting of
objectives for a function and the allocation of resources
to that function in order that the objectives can be
achieved, sets the role of that function within the
organisation. If there are major changes in efther the
structure, objectives or skills the identification of such
changes could be of value when considering the results of

using the prime framework.
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4.2

SWRVEY INSTRUMENT

Information was collected from the two authorities in the
following manner. The officer responsible for the
management services function was interviewed using the
following questionnaire in order to provide a structure.
This required 2 or more separate interviews and led to
the preparation by this officer of further information.
Further interviews were carried out with selected staff:
of the management services units to provide more detailed

information particularly about the pre 1974 situation.

76



QUESTIONNAIRE
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LOCAL AUTHORITY

1)
2)
3)
4)
5)

Name
Population
Rateable Value

No. of Staff Employed
Area (size)
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MANAGEMENT SERVICES SURVEY

1

HEAD OF MANAGEMENT SERVICES

(a) Is there a position statement
- giving the objectives to be
achieved? (copy)
If not « what are the objectives?
= who approved objectives?

(b) Generally = are objectives being
‘ realised?
If not = what are main reasons?

(c) Do the objectives aim at:=

i) Achieving cost reductions
ii) Improving service from

existing budgets
iii) Other

What proportion of Management
Services effort 1s devoted tos=

1) Strategic Activities
(forward plans and options at

corporate level)

11) Tactical Activities
(Chief Officers Management of
Department = Organisation &

Control)
111) Qperational Activities

a) Methods of work incentive
payments schemes

b) Are data from incentive
schemes built into systems for
planning and scheduling work

(a) Are the reviews carried out by
Management Services dexrived froms=

i)  Corporat plans

ii) Formal methods of

performance review
(M.B.O.Management Audit)

i1} Regular reviews of all
activities

T6¢

Pre
1974

1974

1977

Post
1977




(b}

(¢)

iv) Problem solving

v) Introduction of new techniques
(Job evaluation,computers,

MeB,0O)
vi} Introduction of Incentive schemes
vii) Other

Who requests the reviewst=-

i) A committee
ii) Chief Executive

iii) Management Team

iv) User department
v)  Management Services Unit

vi) Other

Does the unit submit its reports

to any person other than the
person requesting the review?

Does the unit have any special
relationship witht=~

1)

Project Co=ordination

(Tnnovation,Monitoring of
Performance

i1) Personnel and Training

(staff Levels = Performance)

11i) compyter Services

{Systems Analysis)

iv) Treasurer's Department
{Performance Reports)

v)

Management Team
(New Requirements,

Performance Reports)
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5 Which of the following skills have
been used by Authority:=

Organisation &

Methods

Viork Study

O-erational Research
" Personnel & Training

Project Co~ordination

Job Evaluation

Computing

Management Accounting

Cther

Pre
1974

1677

1977

Provided By

Uwil Stalt

Consultants

6 (a) Use of Consultants

Type of ConsulConsidered i

Review |tant [Sicc Matg Fail Year
ess | inall ure
(b) What is policy regarding use of

consultants?

7 (a) Qrganisation of Management Services

Staff 1977

Organisation &
Methods

Work Study
Operational Research
Personnel

Training

Project Co=ordination
Job Evaluation
Computing Serive

Computing Systems .« .iu/7y:

Analysis
Management Accounting
Other

*Show if combined

76e
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Post ‘

'Central
ized

| Central
ised &
Combined

De<Central i De«Central

ised &
Combined

ised

*In
Depts.




(b)

Organisation of 7(a) inte

i) Pre 1974
i1) 1974
111} The future

8 that is the establishment of the
Management Services functiont=~

Management Sexvices
Organisatlon & Methods
Work Study

Operaticnal Research
Other

9 Are Management Services Staff organised:~

(a)
i)

1

(b)

To service speclfic depariments

To serve specific projects
Staff In user departments as

a) Operating units
b) Advisors

Do you keep records of man hours

used on various projects or types
of activity?

Is an abstract available?

10 Level - of skill of Management Services
Staff

i)

i1)

111}

Management Services
Organisation & Methode

Work Study
Operational Research

QOther

Nos.Professionally Qualified
ag Management Services

b) Organisation & Methods

c) Work Study

d; Cperational Research

e} Management

£) Other Qualification

What was average number of years
of Management Services experience
of Staff?

What experiénce is considered

desirable in new recruits to
Management Services?

Pre
1974

1574

1977

Post
1977

Age {Academic | Work
Qualifica | Exper
tions ience
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11

12

13

iv) What training opportunities
are provided for Staff?

v) Vhat is normal career path for
Management Services Staff?

vi) What factors determine the size
of the Management Services unit?

Performance Review

Is there any function outside Service
Departments that carries out continuous
reviews of performance (other than

audit)}?
If YES

Are Management Services used to determines=

1) Measures of effectiveness (output
standards)

11) Measures of efficiency (input
standards)

1ii} Any other standards

iv) Design of information systems

v) Other

i) 1Is the performance of Management
Services unit regularly reviewed?

i) What form does the review take?
How do you bring to the attention of
potential users the services

available from the Management Services
unit?
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4.3

ANALYSIS DOCUMENTS
The collection of information about the work of the
management services units produced such a variety of facts
that the initial analysis had to be based on a more

detailed classification than had been originally envisaged.
The following forms that were used for this initlal analysis
were based upon the concepts underlying the prime framework.
The use of these forms for the initial énalysis enabled the
work of the management services units to be classified with

greater accuracy. Subsequently it was possible to summarise

‘the information of these working documents so that it could

be presented in the form of the prime framework.

The information that was collected to form the basis of the
structure analysls and the skills analysis did not require
extensive processing before it could be presented. The
collection of this information will be described in chapter
4.4 and 4.6 and the presentation of the information will

be made in chapters 5.2 and 5.3 and 6.2 and 6.3.
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Planning . o ) ~ Organising ‘ - . il Controlling

" Create {Design of ‘Evaluation | Evaluation |Identification Co-ordination | Analysis of ‘Estéblishmenf of

Plans |Reporting |lof Plans of of Equipment . |of Inter- | Operational Equipment - -
| System Equipment [Replacement Departmental | Activities i} Replacement
. = . |Needs jActivities | . - |t Criteria-.: -




Management Contrel

~ Planning Organising
QOrganisation Structure Design of Operating Design of Reward Evaluation| Negotiating | Human
Systems . Systems ‘ o
_ } : , _ — : of with Resource
“Design of 'Design of |Staffing |Operation " |Clerical |Management -Payment by |Excluding | N e o S
Structure ;Jobs Levels Programmes |Systems Reporting !Results . {Payment Equipment | Trade Unions | Development
: 4 ' ' ' : Systems ' by Results i ' : o S - -
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ggerationél Control

Organising Controliling

Scheduling || Assessing {Calculation | Calculation Analysis

Work Work of Wages of Performance | of
Levels and Exceptional
Reporting to Activity
Management
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4.4 STRUCTIRE ANALYSIS

This analysls will be made under three main categoriest=

a) An assessment of the financlal strength of
the local authorities to consider how this
factor may permit or inhibit the use of a

‘management services function,

'b)  An assessment of the objectives set by the
local authorities for their management services

functions,

¢) A review of the reporting position of the
management services units within the authorities

and the internal structure of these units.

4+4.1 Financlial strength of authorities
In chapter 1.2.3(1) 1t was observed that the Royal

Commission on Local Government in England had reported that
the population of a local authority area, which is the
basls of the financial strength of the authority, was a
factor that could restrict the use of a management services

function.
Authoritles with populations of less than 75,000 were

considered to be unlikely to be able to afford the cost

of a full time management services unit. Where the
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population was between 75,000 and 200,000 the authority
was considered to have sufficlent flnancial resourceg to-
support Work Study and Organisation and Methods teams.
When a local authority had a populaticn in its area of
over 200,00C it was considered to be financially capable
of supporting a full range of management services
activities. |

Information was collected from the 1971 census about the
population of the towns ana parishes in the areas served
by the local authorities before and after re-organisation.
Information about the product of a penny rate for these

areas was obtained from reports by the local authorities.

Objectives of the Management Services Function

Interviews were held with employees of the local
authorities who had been in post prior to 1974 in oider
to determine the objectives that had been set for the

management services functions at that time.

The use of the questionnaire (4.2) provided information

about the objectives set for these units after 1974.

Structure and Reporting Position of the Management Services
Eunction

In chapter 1.3.1 it was observed that the Local Government

Personnel and Management Services Group in their evidence

79




to the Bains committee considered that the fragmentation
of a management services function was one of the factors
that limited its effectiveness. The evidence submitted
by the Society of Town Clerks to the Bains committee
included the opinion that in order to be effective
manégement services units needed a high level of sponsore

ship which should preferably be by the Chief Executive.

The management services function prior to 1974 was
provided by both consultants and council employees.
Information about this situation was collected from
council employees who were in post at the reievant time.
The information about the position after 1974 was

collected by using the questionalre (4.2),

80



45

SKILLS ANALYSTS

The purpose of this analysis is to identify changes that
may have occurred in the skills of the persons used by

the local authorities to provide the management services
function. In section 3.7 it was observed that an

analysis would be made to establish if the local authorities
had extended their objectives for this function or had
changed its organisational position. An attempt will aiso
be made to determine 1f the work cazried out by the new
management services units was in some ways different in

the late 1970's from what it had been prior to local
government re-organisation in 1974, If these changes have
taken place it would appear likely that the people now
providing the management services activity may have
different skills, as the abilities of the staff could be
expected to relate to the objectives of the function.
Another relevent factor would be the decisfion of both

local authorities to not use management serxvices consultants

after 1974,

The analysis of skills has presented two problemsi=

1}  the impossibility of tracing the individual
consultants who worked for the local suthorities
prior to 1974 (with the exception of those employed
at Beeston and Stapleford UDC) and therefore

identifying their personal skills.
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2)  the difficulty of identifying management services

skills, as considered in chapter 2.6.

Although most of the consultants used cannot be traced the
skills of those employed by the local authorities can be
considerede The ldentification of management services
skills can in broad terms be related to the training
received, The professional training in this area 1s
cbtained through studying for the examinations of the
Institute of Management Services or Institute of
Administrative Management which pfovides for examinations
in organisation and methods but not In work study.
Professional training In the use of computers is

available from the British Conputer Soclety. Individual
qualifications in such specialised topics as operational
research, ergonomics can be obtained from Universities,
and from colleges through the schemes for National
Certificates and Diplomas. To supplement this range

of quallfications there are available a large number of
short coursestaking from a few days to a few weeks that
will provide knowledge of a specific skill., The
professional training provides knﬁwiedge of a range of
relevant subjects and is easy to identify. Training by
short courses 1s very varlable and ﬁould be supplemented
to a greater degree than other tralning by guided experience
from senlor colleagues in the working envirornment. It is
most unlikely that any person would be zble to make a

useful contribution without any training at all.
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The analysis will be based upon the extent of the
professional or academic training received by the staff
and no attempt will be made to evaluate other less
comprehensive forms of training although it is recognised
that such training in one form or another will probably

have been received.

83



4.6

PRIME_FRAMEWORK = INTRODUCTION

The basis of the analysis is to consider all of the work

of the management services units of each authority

viewing this work as a problem solving activity. = The
recommendations on the solutions of the problems will

have heen submltted to the appropriate managers within the

local authority who will then decide the action that is to
be taken. The nature and importance of the decision will

be used to analyse the work of the management services

units.

The analysls will be based upon the decisions for the last

year before local government re~organisation 1973/4, and
for the years 1976-1979, The intervening years have been

ignored in order to avoid the unusual activities that may -

have resulted from the re=organisation of the authorities.

No account has been taken of whether or not the management
decision is in accordance with the recomméndation of the
management services unit. As these units have continued
under the same leadership for most of the period 1974/80
and have contained the same number of staff it is presumed

that their work has been of an acceptable standard.

If the analysis reveals major differences in the pattern

- of work between 1977/8 and 1978/9 a further study to seek

the reasons for such a difference will be undertaken.



4l6.1

Minor differences may be due to the nature of the
problems that arise, the relative competence of the
manager or the management services unit to solve a
specific problem or the availability of the necessary .
time for the manager or the unit to devote to the
problem.  Minor differences between 1977/8 and 1978/9

will then be ignored.

Prime Framework = Analysis by Management Functions
The purpose of this analysis is to classify the

decisions according to the nature of the management
functions to which they relate. The management
functions that will be used are planning, organising,

controlling and motivating, and are defined as followss =

Planning

The planning function refers. to the setting of objectives
and the forecasting of requirements to meet these objectives.
The definition of the planning activity is intended to
include the creation or amendment of the structure of an
organisatlon, and the detemmination of methods of working.
The - - mafn  feature of these two aspects are that the

decisions taken have a long term significance, certainly

over a number of years.,

At the strategic planning level the decisions taken will

relate to the formulation of policles, the creation of

long tem plans, major aspects of organisation structure,




the design of systems for co-ordinating the work of

varicus departments and the systems by which reports are

presented to the council and its conmittees.

At the management control level the planning function will
relate to changes within departments in the organisation
structure, the design of methods of working, changes in

reward systems and the design of reporting systems.

By attributing to planning the characteristics of annual
or long'term changes in the organisation structure, methods
of operation or the determination of what the authority
should seek to achlieve, it does not appear likely that
activities of this type will take place at the operational
control level. Tﬁe scheduling of personnel, equipment

and materlals on a weekly or monthly basis to carry out
the work of the local authority cduld be regarded as
planning but for the purpose of analysis in this survey

these activities will be classified as organising.

Organising
The organising function is defined as the carrying out of

the work of the authority in the current situation, but

will exclude control activities.

At the strategic planning level this function can be
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identified asy the evaluation and approval of plans, and
deciclions on current major activities taken at member
level within the local authority. At the management
control level, these activities will take place within the
depariments and will include the implementation of plans
the selection and training of staff, negotiations with
trade unions, assessment of equipment requirements and
determining priorities in exceptional situations. At the
operational control level this function will be the carrying
out of work by employees, the calculation of wages, the
orderinglof supplies of materials and other activities

relating to the carrying out of the work of the authority.

Controlling

This function is concerned with the feedback of information
to pexmit the checking of performance against plans and

the identification of reasons for unexpected results. At
the strategic planning level some authorities have formed

a Performance Review Committee to carry out this function,
whilst others rely on departmental and general purpose
committees for this same purpose. In this situation control
will be an assessment of the achlevement of objectives and

will be at less frequent intervals than at other levels.
At the management control level, control will be exercised

within departments and will be concerned with the spending

of budgets and the performance of sections of the department.
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4.6.2

At the operational control level the control features
will be the routine calculation of performance levels
and the analysis of exceptional results based on a short

time scale.

iotivation

This is a personal management function and refers to
actions designed to secure a willing performance from
employees. These actions are concerned with the
exercise of leadership and problems in this area are more
likely to be referred to a personnel unit than a managew
ment services unit. Both of the authorities cowered by

this survey have appointed personnel officers.

The use of an incentive based reward system has a
motivating element. The introduction of such systems has
been included in planning because of the relative long temm
aspect of such schemes. The activity of continually
creating new values in order that incentive schemes can be
related to new work has been included in the organising
activity because it can be regarded as a maintenance

function.

Prime Framework = Analysis by Importance of Decisions

Re No Anthony's framework for classifying the decisions
and activities of managers will be used in order to

identify any changes that may have taken place in the
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importance'of‘the work of the management services units.
Degrees of importance being designated according to the
hierarchical level in an organisation at which the
categories of decision are normally taken. Vhilst
recognising that all decisions are Important and that in
any specific situationa declslon at any level might be
vitally important, a traditional approach ﬁas been used,
This approach ranks as most important strategic planhing
decislons, followed by management control and then
operational controls These types of declsions will
normally be taken In local authorities by councillors
and the management team, departmental chief offlcers and
thelr assistants, and foremen and superintendants. There
is therefore a general relationship between the type of

decislon and the hierarchical levels within an organisation.

Strategic Planning

This category is concerned with the determination of
policies and objectives and the acquisition and use of
resources for the organisation as a whole. Also to be
included will be those decisions that relate to more than
gne department. Major cuestions on the organisation
structure will also be included under fhis heading, but
organisation changes that relate to only one department
and are not major changes will be placed under management

control. These decisions will normally relate to the




period 1-5 years shead and will be taken at member level

with help from the Chief Executive and management team.

Any of these decisions in this area may result from the
reference of a problem to a management services unit for
advice. It is expected however that within the context
of local government at district council level in the perlod
under review, the contribution of a management services

unit will be mainly concerned with the use of resources,

and the provision of an svaluatlon service.

Management Centrol

This category relates to the acquisition and use'of
resources at departmental level. It will include the
submigsion of annual budgets to achieve deparimental
objectives and will include the appointment of staff and
purchasing of equipment. Also Included will be the
design and operation of systems that will provide

information to control the operation of a department.

The declsions will normally relate to a time span of

between one month and 1% yearsy and will be taken by the

chief officer of a department and his senior assistants.

Operational Control
This category relates to the carrying out of the work of

the local authority. It will include the scheduling of
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persennel, equipment and the purchasing of materials.

The monitoring of the performance achieved will be

included in this category.
The decislons will normally relate to immediate actions
and plans up to one month shead. The decisions will be

taken by supervissrsy foremen or superintendants,

Allocation of Time

An initlal problem in using the prime framework was the

identification of an activity as a single unit regardless
of the amount of time spent upon it,  Because problems
may take any time from 1 man day to several man years or
morey further information was required. Two columns
have been added to the prime framework and these show the
man days and percentage of management sexvices time

devoted to each 1ével of declsion.
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PRIVE ERAVEUORK -

 ANTHOIY'S e PAUAGEMENT FUNCTIONS URECTYRET Services
. LEVELS OF DECISIONS PLANNIIG ORBANISIIG CCONTROLLING 1 TEOTIVATING ™ HAN DAYS 7 RAGE™

1 i |

SO A

=19

| STRATEGIC | 5 |
¢ PLANNING | !
| Time span-mostly more
i than 1 year

¢ Inter-deparimental

! Decisions at Chief

| Executive or member !
| level

| MANAGEVENT CONTROL

' Time span - monthly/znmial/ \ ' |
. 1 years - |

| Departmental , | i

: Deeisions at Chief
. Cfficer Level

i OPEBATICNAL CONTROL

| Tine span - daily/weekly/

| monthly

| Sections within Departments

Decisfons at Supervisor
i Level i

TABLE 4
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SULSARY

The financial strength aspect of the structure analysis
will be based upon information extracted from censusg
figures to show the population served by the authorities,
and on information from the local authorities showing the
product of a penny rate. The information needed to
assess the objectives of the management services units,
their structure and reporting position will be obtained
from the staff of the local authorities. Its compilation

is not expected to involve any detalled analysis.

The skills analysis will be based upon the extent of
professional or academic training received by the staff.
An assessment of theextont and quality of special training
courses and in service training is not expected to be
sufficiently precise and non~subjective to be included in
this analysis. The information will be collected from

the staff of the local authorities.

The main method of analysis will be based upon information
gcollected from the management services staff of the
present local authorities. The main heads of analysis

of the prime framework have been defineds A six page

questionnaire will be used in order to structure the
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interviews. The volume and variety of information to
be collected is much that an initial analysis will be
necessary before the information can be adequately
related to the prime framework. The forms used for this

analysis are contained within this chepter.



CHAPTER 5

BROXTOWE DISTRICT COUNCIL

Dl INTRODUCTION

Broxtowe District Council was created in 1974 on the
re=organisation of local authorities, It can be seen
from the maps of Nottinghamshire District Councils pre
and post 1974 in chapter 1.6.2 that Broxtowe adjoins

the borders of Nottinghamshire to the west of the county

town,.

Its main centre of pdﬁulation ls based upon the urban
areas of Beeston and Stapleford which are part of the
industrial area which stretches westward from Nottingham
towards Derby. Seventy five per cent of the geographical
area of Broxtowe District Council lies to the north of
Beeston and Stapleford. This area is largely rural in
character and contains only 30% of the population of the
districts This rural area is surrounded on the western,

northern and to some extent on the eastern side by small

industrial towns.
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5.2

STRUCTURE ANALYSIS - FINANCIAL STRENGTH

Broxtowe District Council consists of an area previously

contained in 3 smaller local authoritiest=

Beeston and Stapleford Urban District Council

Eastwood Urban Disztrict Council and

8 parishes of Basford Rural District Council

The following table compares the populations and products

of a penny rate of the Broxtowe District Council with the

local authorities who were responsible for the same

geographical area hefore local government re-organisation

in 1974,

BROXTOWE DISTRICT AREA

PRODUCT OF A .

LOCAL AUTHORITY POPULATION
PENNY RATE
PRE-RE=CRGANISATION 1973/4
£
Beeston and Stapleford
U.D,C. 63,517 71,998
Basford R.D.C.
(8 parishes only) 23,876 2,469
Fastwood U.D.C. 10,350 9,956 |
| 974743 £ 107,423 |
|
g POST=RE=ORGANISATION 1976/7 |
| |
5 Broxtowe District Council 102,600 £ 107,600
b :

The Financial strength of the councils In Broxtowe
District Area

TABLE 5
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The table shows that none of the local authorities in

the Broxitowe District area prior to 1974 had a population
of 75,000 or more, and would not therefore be expected to
have had the financial strength to support a full time
management services unit. After re-organisation the

new Broxtowe Distric¢t Council had a population of over
100,000 and would be financially strong enough to support

a Vierk Study and Organisation and Methods team.

5.2.1 Structure Analysis = Cbiectives of Management Services
Functions

The following table shows the objectives that were set

for the management services functions in the Broxtowe
area both prior to, and after, local authorlty re-

organisation.

BROXTOWE DISTRICT AREA
MANAGEMENT SERVICES FUNCTION = OBJECTIVES

PRICR TO RE=CRGANISATION AETER RE=CRGANISATION

1) To design implement and 1) To design, implement and
maintain incentive based maintain incentive based
payment schemes for payment schemes for
weekly paid staff where weekly paid staff where
appropriate appropriate

2) To calculate weekly 2} To calculate weekly
earnings and bonus earnings and
determine values for new determine values for new
work work

3) To produce control information

4) To carry out work study and
organisation and methods
assignments

5) To undertake special projects

The management sexrvices function objectives for councils

in the Broxtowe District area

TABLE 6
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The above table shows that the objectives prior to re=
organisation were retained after re¥organisation and
were enlérged. The objectives prior io rew~prganisation
were directed towards securing an improvement in
productivity in 1ine with the Report of the National
Board for Prices and Incomes No.29. 1967 (chapter 1.2.1).
The enlarged objectives after remorganisation would be
commensurate with the employment of a full time work

study and organiéation and methods team.

Strdcture Analysis « Structure and reporting position
of the management services function

The Increased financial strength of Broxtowe District
Council after 1974 had made possible the more extensive
objectives that had been set for the management services
function after that date., The following table compares
the structure and reporting position of the management

services function before and after re=organisation.
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EROXTOWE DISTRICT AREA

MANAGEMENT SERVICES FUNCTION

PRIOR TO RE=CRGANISATION .  AFTER RE=CRGANISATION

_Responsibility for the

REPCRTING POSITION

Responslibility for the
function was vested in function was vested in a
departmental chief officers.; Management Services Officer

Consultants were appointed '@  who reported to the Chief -
to design and implement = | Executive and the Management
incentive schemes., . Team.

INTERNAL STRUCTURE

Staff were employed, within Staff were employed to form

departments to calculate a management services unit.
weekly bonus earnings and Departmental staff who had
to determine values for new | been predominantly engaged
work. _ i on the calculation of weekly

bonus earnings and the
determination of values for
new work were transferred to
the management services unit.

Beeston and Stapleford WDC Broxtowe District Council
Consultants plus 6 staff in 11 staff in a central

departments » management services unit
Basford RDC
Consultants only Consultants not employed

Eastwood LDC

No management services
function

The reporting position and internal structure of the
management services function in the Broxtowe District

area

TABLE 7
The above table shows that after reeorganisation the

Broxtowe District Council employed its own staff to
provide a management services function throughout the

authority, and no longer employed consultants. It




transferred its management services staff from the
responsibility of departmental chief officers to a
central unit whose management services officer reported

directly to the chief executive.
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SKILLS ANALYSIS

The analysis of skills im based solély.oﬁ professional
or academic qualifications, although it is recognised
that training in the form of specialised chort courses
and on the job training does take place. The variable
nature and quality of short couises and the subjectivé
nature of any assessment of in service training provide
an 111 defined basis that would be unsuitable for

analysis.

The 1973/74 figures in the teble below only shows local

authority employees and does not include consultants.

QUALIFICATIONS OF MANAGEMENT SERVICES STAFF = BROXTOWE

. DISTRICT /REA

QUALIF ICATEION FRICR TO RE= AFTIR RE=
ORGANISATION CRGANISATION
{(1973/74) (1978)

Diploma in Management - 1

studies

Diploma in Admine - -

istrative Management

Diploma in Management - 3

Sexvices

HNC Bus.Studies - 1

HNC Computer Studies - -

Studylng for Diploma - 1

Management Services

Staff without profe 6 5

essional quals.

Total 6 11

Qualification of Management Services Staff = Broxtowe

TABIE 8
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The 2 consultants employed at Béeston and Stapleford
WOC were part of the Trentside Management Services team.
They did not have any professional or academic
qualifications but had been trained on intensive short
courses ard had a considerable amount of experience in
intreducing incentive based payment systems. Ihgy have
not been included in the above table.

The staff employed prior to re-organisation were engaged
on the calculatlon of bonus earnings that were based upon
incentive schemes and related matters, These employees
were generally older persons who did not have any
professional qualifications and had no desire to start
studying for such qualifications. After reeorganisation
the new members of staff were elther qualified when
appointed or were prepared to accept the opportunities
that were provided to undertake courses of study in oxder

to obtain an appropriate qualification.



5.4

PRIME FRAMEWORK = BROXTOWE DISTRICT /REA = FRE 1074

The management services staff of the new authority
includes previous employees of the two urban district
councils but does not include any of the employees of
Basford RDC,

Detalled records of the management services activities in
the 3 authorities prior to 1974 wre no longer available.
Information about these activities has been obtained

from the objectives set for the function at that time,
details of how far these objectives had been met by the
date of reeorganisation and the memory of the present
management services staff who had been employed by the

previous local authorities.

The objectives for the function prior to 1974 are set
out in section 5.2.1 above. The table below shows how
far the first objective of introducing incentive based
payment schemes had been achieved by the 2 urban district
councils at the time of reeorganisation. Basford RDC
has been excluded from this table because non of 1its

employees were transferred to Broxtowe District Council.
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Weekly Pald Staff Beeston and | Eastwood | Total
Stapleford e
nc
Employees pald on an 187 33 220
incentive scheme basis
Incentive based payment - ' 23 23
scheme being introduced
at time of ree
organisation
Employees not paid on an 74 27 1101
incentive scheme basis
Total Mumber of Employees . 261 83 344

Analysis of employees whose pay was based upon incentive
schemes at lnauguration of Broxtowe Dlstrict Council

April 1974

TABLE 9

At the time of re-organisation a report by P.-A. Management
Consultants prepared for Broxtowe District Council
indicated that 50 employees weee engaged on work for which
payment by incentive schemes would be appropriate. The
remaining 51 jJobs were not suitable to being paid on an

incentive scheme basis,

Planning and control systems are sometimes designed when
incentive based payment schemes are introduced. Such
systems relate to short cycle, routine repetitive activities
and are used to produce work schedules or operation

programmes and may include the reporting of achleved




performance levels as management control Information,
The table below shows the number of employees for whose

activities such planning systems had been introduced.

ACTIVITY BEESTON AND- | EASTWOCD | TOTAL

: STAPLEFCRD g '
Refuse collecting 41 28 69
Hand sweeping -' 9 - 9
Mechanical sweeping 4 T - 4
Gulley Emptying 2 - 2
Total number of 56 28 84
Employees

Analysis of employees whose activities were based upon
operation programmes designed by management services

staff, at the inauguration of Broxtowe District Council
April 1974 ' :

TABLE 10

The second objective for the management services function
prior to 1974 of calculating bonus earnings and

determining time/money values for new work, was carried

out by staff 1océted within the departments whose employees
were pald by this systems For these staff the achievement
of this objective was their major task and would occupy

most of their time. Due to the changes in clrcumstances it
has not been possible to ascertain what other duties: if
any,they performed . so all their time has been allocated

to this major task.
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The table overleaf shows the use of the prime framework
to analyse the management sexvices activity in what is

now the Broxtowe area, prior to the re~organisation of \ ‘

local govermment in 1974,




901

MANAGEMENT SERVICES ACTIVITY

BROXTOWE AREA PRE 1974

TYPE OF MANAGEMENT ACTIVITY

ANTHONY'S

MS.Us_TIME 1973/74
LEVEIS CF DECISIWS PLANNING ORGANISING CONTROLLING MOTIVATING MAN DAYS %AGE
STRATEGIC PLANNING
Time span=more than
2 years
Inter~departmental
Decisions at Chlef
Executive or member
level
MANAGEMENT CONTROL Design of
e " Operating Sys~
'Iifne span - yearly - Yens
D Operation
epartmental pPorogranmes 4
Decisions at Chief Design of 440 2
Officer Level Reward Systems
Payment by Negotiate with
results 11 Trade Unions 11
QPERATIONAL CCNTRCL
Time span =« weekly Assessing work=-
Sections within weekly
Departments Calculation of 1320 75
Decisions at Supervisor bonus earnings=
Level weekly |




Comments on_Hanagement Services in the Broxtowe Ares
rior to 1474

The analysis of work on the prime framework is a summary
of the activities of the managenent services function from
1ts introduction up to the date of local government ree
organisations The analysis of time relates only to the
last year before re-prganisation. The framework has
distinguished between the activities that are concerned
with the creation of systems of work and payment that
have a life of several years and the calculation of bonus
earnings that is cezrried out on a weekly basis. The
activity of assesslng work relates to the provision of
time and money values to work that has not previously
been measureds  Although this is an activiiy concerned
with the extension of the incentive schemes and as such
could he classified under management control it has been
graded as operational control because it is a continuously
ocenrring activity and has been regarded as a form of
maintenances The activity 'negotiate with trade unions!'
takes places almost continuously in relation to current
problems concerned with the operation of the i{ncentive

schemesy but in addition is a major activity in securing
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acceptance of new incentive based payment systems. It

has been analysed as a *management control' activity because
of fhe longer term aspect of the system design work and as
'organising' because of the continucus need to maintain

satlsfactory relationships with the trade unions.

The analysls of management services time relates to
1973/74 only and includes the 2 fulletime consultants

employed by Trentside Management Services Unit.

Although management services activities at this time were
restricted to creating and operating incentive schemes the
framework does appear to separate the development work from

the maintaining activities without many problems of

analysis.




5.4.1 Prime Framework = Broxtowe District Council 1976

Thigs authority has maintained its records of management
services actlivity by calendar years and this basis had |
been used in this survey. The prime framework that

follows has been provided wlth subeheadings in order to

give more information.

The allocation of time to the 3 levels of decision is
baged upon the broad allocation of duties within the
management services unit. The unit has 3 main sections
ged for most activities staff carry out duties within
their section. One sectlon is concerned with the
operational control activities. Staff here have mestly
been transferred from departments {n the authorities
prior to reworganisation and tend to ke older and not
peofessionally qualified. A second sectlion which is
largely concerned with organisation and methods, method
study and jJob design type activities consist of career
orientated persons who have or are in the process of
studying for prefessional qualifications. Their work is
largely that appearing under management control. The
senior members of thls section together with the chief
management services officer undertake the work classified

under strategic planning,
Although this allocation of time is not based upon short

interval time records, 1t is sufficlently accurate for the

purposes of thls survey.
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MANAGEMENT SERVICES ACTIVITY

BROXTOWE DISTRICT COUNCIL 1976

ANTHONY 'S LEVELS

TYPE OF MANAGEMENT ACTIVITY

_TIME OF MaS.Ua

OF DECISIONS PLANNING CRGANISING CONTROLLING MOTIVATING MAN DAYS FAGE
STRATEGIC
PIANNING Create Plans 2 Evaluation of Establishing
Plans or equipment
Time span-more equipment 6 Replacement
than 2 years Design Reporting Criteria 1 360 15
System 1 Co=-ordination
Inter-departmental of inter-
decision at Chief departmental
Executive level or - activities 1
member level Analysis of
operational
activities 2
" MANAGEMENT Organisation
CONTROL Structure
B Design of Evaluation of
Structure 2 equipment 1
Design of Human Resource
. Jobs 4 Development 4
Time span yearly Staffing
: Level 9
Design of
Operating
Systems
Departmental Operation
Progrrmmes 8
Clerical
Systens 5
Pecisions at Management
Chief Officer. Reporting
level

Systems 2

contdess
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ANTHOMNY 'S LEVELS TYPE OF MANAGEMENT ACTIVITY TIME OF MeS.Ue.
OF DECISIONS PLANNING CRGANISTING CONTROLLING MOTIVATING MAN DAYS $AGE
MANAGEMENT
CONTROL Design of
. Reward
Systems 970 40
Payment by
Results 21 Negotiate with
trade unions 20
W Scheduling Work 1 | Calculation of
Assessing Work Performance
Time span=- Weekly levels =~ weekly
weekly Calculation of
Sections within bonus eamxf.'ggi; 1490 45
Departments Y
Decisions at
Supervisor level

TABLE 12




Cormments on Management Services in Eroxtowe District
Council = 1976

An interval of 1% years has @lapsed between local .
government reeorganisation and the start of this years
survey. The prime analysis shows many activities in

different categories.

The strategic planning activities are closely related to
the work of committees of members of the authority or to
activities concerned with more than one depaptment. Job
appraisals are included as a strategic planning activity
because they relate to the replacement of staff in first

and second tler positions.

Some asslgnments were originated directly by committees,
whilst other“activities have been considered by the
management team before being passed to the management
services unit, Examples of work in this category is
the review of vehicles submitted for replacement. lWork
of thls slgnificance 1s new to the mznagement sexvices
unit and 1s one of major responsibilities of the head of

the unit.

The management control section reflects additional work
that can be broadly classified as 'organisation and

methodst.

The ‘organisation structure' section relates mainly to the
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changes that have become necessary as a result of the
experience of operating the new organisation that was
created in 1974,  The simplification of clerical methods
and design of systems to provide managers with control
information is a new activity. The high number of
activities classified as 'payment by results' gystems
relates to a large number of small adjustments to bring
about a more uniform incentive payment schemes throughout

the authority.

There has been no significant change in the *operational
control® activitiess The change in the number of man
days required by thls section 1s largely due to economies
resulting from the centralisation of the work in the

management services unit.

Very little work has been carried out by the management
services unit that relates diredtly to the actual planning
or carrylng out of the work of the authority. Most of
the activities in the management control and strategic
planning sections are concerned with the design of systems
of work, payment or reporting, and this work takes up
slightly more than half of the time of the Management

Services Unit.

The use of the framework in analysing this years activitles

only presented difficultles in deciding between management
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control and strategic planning. The problems arose when

a committee referred a problem to the management team and
then part of it was then referred to the management services wnit
with the ultimate report being to the chief officer of the
Department. Consideration of requests for a vehicle
washing plant and power winch were examples of this. In
cases of doubt the interpretation of the management services
officer on the extent of the interést of members of the

| authority was taken as the ultimate c¢riteria. Apart from
this the framework, with the addition of the sub headings,
appears to provide a useful analysis of the management

services activity.
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5.4.2 Prime Fremework Broxtowe District Council 1978

The conditions that applied to the 1976 analysis also

apply to the year 1978,



1t

MANAGENENT SERVICES ACTIVITY

BROXTOKE DISTRICT COUNCIL 1978

ANTHOIY 'S

LEVELS OF DECISIONS

STRATEGIC
BPLANNING

Time span=nore
than 2 years

Inter-departmental

Decisions at Chief

Executive or member
level

Time span = yearly

Departmental

Decisions at Chief

Officer Lovel

OPERATIONAL CONTROL

Time span-weekly

Sections within
Departnents

Decisions ot

Supervisor level S

TABLE 13

PLANNING _

Create Plans
1

TYPE OF MANAGEMENT ACTIVITY

.- HeSWUe TIME

Design of
nexr 1)
§zstems

COperatoy
progrommes 11

Clerical
Systeoms 7
Yansgement
Reporting
Systens 3

Design of

rovard stems
Paymen§§§§

o Fesults 9

_ORGANISING _ CONIROLLING _ FCTIVATING _ _ _ WANDAYS _ FAGE..

. ; i

. Cowordination  Establishment 5 :

of intexr dept. - of equipment ; f i

. activities 1 - replacement 120 -3 f

Analysis of criterla 3 ; |

Operational : §

Activity 1 ; ;

. Evaluation of f %

. equipment b1
1210 50

. Negotlate with ! : é

. trade unions 9 j ; §

- Assesslng Verk :
- Weekly

" Calculation of
i Wages=tleekly

% Calculation of
¢ Performance
- levels - weekly

1050 : 45



Comments on Management Services in Broxtowe District
Council = 197

The prime analysis for 1978 reveals in some respects a

different situation to that in the 1976 analysis. In
1978 the work classified as strategic planning was mainly
concerned with the inter departmental activities of
vehicle pooling, the combined duplicating needs of the
authority and the possible developments of a2 piece of
land. The previous work on evaluation and analysis at
this level was not repeated. In the management control
section there were no activities related to the structure
of the organisation. Although the number of projects
classified as the design of payments by results systems
is lower than in 1976, the work involved was of a different
natures In 1976 effort was concentrated on securing
unifonf ty of incentive payment schemes, throughout the
authori y, whilst in 1978 the main objective was to re=

design the schemes because the accuracy of the values had

deteriorated.

The work classifled under operational control was almost

identical with that in the same category in 1976,
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540 SUMMARY

All of the frameworks that have been used to analyse the
| management services function in the Broxtowe area in the
period 1971«1979 have shown that the function after local
government re-organisation was different from the function

before reeorganisation.
The structure analysis showsi=

1) ‘that the financial strength of the new Broxtowe
authority was much graater than that of the previous
authorities in the same area, and was sufficient to
support a Work Study and Organisation and Methods

tean.

2) that the objectives set for the management services
functlon after re~organisation had been extended amd
were commensurate with the use of a work study and

organisation and methods team.

3) that the authority employed its own staff to carry
out this function and did not use consultants after
1974, It also concentrated its staff into a
central unit that reported directly to the chief
exécutive rather than deploy these persons within

the departmental structures.
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The skills anaiysis shows that the number of persons
employed in this functional area almost doubled after
re=organisatlons Prior to reeorganisatlon none of the
staff possessed relevant academic or professional
qualificatlions, but by 1978 over half the management
services staff had obtained or were studying for such

qualiflcations.

The prime framework for the years prior to 1974, and the
years 1976 and 1978 show that the work carried out by this
function after local government re-organisation was of a
greater variety and included reviews of some of the dutles
of chief officers and the clerical staff, whereas prior to
1974 1t was almost exclusively concernad with the
1ntroduction and operation of Incentive based payment

schemes for operating staff.
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CHAPTER 6

ASHF IEID DISTRICT COUNCIL

6.1 INTRCDUCTION

Ashfield District Council was created in 1974 on the
re=organisation of local government. It can be seen
from the maps of Nottinghamshire District Counclls pre
and post 1974 in chapter 1.6.2 that Ashfleld adjoins
the borders of Nottinghamshire immediately to the noxth

of Broxtowe District Council.

Its maln centres of population are the adjacent
industrial towns of SuttoneineaAshfield and Kirby~ine
Ashfield. These towns are part of the industrial area
which spreads westward from Mansfield in Nottinghamshire
to Alfreton in Derbyshire. Ashfield district extends
south east from these towns to take in a rural area

and the town of Hucknall.
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6.2

STRUCTIRE ANALYSIS = FINANCIAL STRENGTH

Ashfleld District Council consists of an area previously

contalned in 4 smaller local authoritiesi=

SuttoneineAshfield Urban District Council
Kirkby=in=Ashfield Urban District Council
Hucknall Urban District Council and

3 parishes of Basford Rural District Council

The following table compares the populations and
products of a penny rate of the Ashfield District Council
with the local authorities who were responsible for the
same geographicél area before local government re=

organisation in 1974,

ASHFIELD DISTRICT COUNCIL AREA

LOCAL AUTHCRITY POPULATION PRODUCT OF A
PENNY RATE
PRE=R E~(RGABISATION 1973/74
. 3 £
Suttonmin=Ashfield 40,716 | 34,064
bC
Hucknall tDC 26,374 21,228
Basford RDC Not known Not known
(3 parishes only) _ S
Kirkby=in=aAshfield WDC 23,628 173618
90,718 72,910
POST=RE=(RGANISATION 1976/77
Ashfield District Council 103,000 £90,505

The financial strength of the councils in the Ashfield
District Area

AB 4
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6.2.1

The table shows that none of the local authorities in
the Ashfield District area prior o re-organisation had

a population of 75,000 or more, and would not therefore
be expected to have had the financial strength to support
a full time management services unit. After ree
organisation the new Ashfield District Council had a
population of just over 100,000 and-would be financially
strong enough to support a Work Study and Organisation

and Methods team,

Structure Analysis « Objectives of Management Services
functions

The followling table shows the objectives that were set
for the management services functions in the Ashfield
arca both prior to, and after, local authority re=-

organisation.

ASHFIEID DISTRICT AREA
MANAGEMENT SERVICES FUNCTION = OBJECTIVES

FRIGR TO RE=CRGANISATION AFTER RE~ORGANISATION

1) To design implement and 1) To design implement and
maintain incentive based maintain incentive based
payment schemes for payment schemes for
weekly pald staff where weekly paild staff where
apprepriate appropriate

2) To calculate weekly bonus| 2) To calculate weekly bonus
earnings and determine earnings and determine
values for new work values for new work

3) To produce control information

4) To carry out work study and
organisation and methods
assignments

5) To undertake speclial projects

The management services function objectives for

councils in the Ashfield District area

AB 5
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The above table shows that,as also happened in

Broxtowe District area,the objectives of the Ashfield
District area local authorities prior to ree~organisation
were retained after reworganisation and were enlarged..
The objectives prior to re~organisation were directed
towards securing an improvement in productivity in

line with the Report of the National Board fér Prices

and Incomes No.29. 1967 (chapter 1.2.1).

The enlarged objectives after reeorganisation would be
commensurate with the employment of a full time work study

and organisation and methods team.

6.2.2 Structure Analysis - Structure and reporting position
of the management services function

The increased financial strength of Ashfield District
Council after 1974 had made possible the enhanced
objectives that had been set for the management services
function after that date. The following table compares
the structure and reporting position of the management

services function before and after reworganisation.
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ASHFIELD DISTRICT AREA
MANAGEMENT SERVICES FUNCTION

PRICR TO RE-CRGANISATION

AFTER RE-CRGANISATION

REPORTING POSITION

Responsibility for the
function was vested in
departmental Chief Officers.
Consultants were appointed
to design and implement
incentive schemes

Responslibility for the
function was vested in a
Management Services Officer
who reported to the Chief -
Executlve and the
Management Team

INTERNAL

Staff were employed within
the departments to calculate
weekly bonus earnings and to
determine values for new
work

Sutton=in=Ashfleld IDC

Consultants + 7 staff in
departments

Kirkby=in=Ashfield LDC

Consultants + 2 staff in
departments

Hucknall WBC

No management services
function

Basford RDC

Consultants only

STRUCTIRE

Staff were employed to form
a management services unit.
Departmental staff who had
been predominantely engaged
in the calculation of weekly
bonus earnings and the
determination of values for
new work were transferred to
the management services unit

Ashfield District Council

12 staff in a central
management services unit,
Consultants not employed.

The reporting position and internal structure of the

management services function in the Ashfield District

area

TABLE 16
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The above table shows that after re~organisation the
Ashfield District Council employed its own staff to
provide a management services function throughout the
authority, and no longer employed consultants. It
transferred its management services staff from the
responsibility of departmental chief officers to a
central unit whose management services officer reported
directly to the chief executive. The actlons taken
by the Ashfield District Council were very similar to

those taken by the Broxtowe District Council.
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SKILLS ANALYSIS

The analysis of skills is based solely on professional or

academic qualifications, although it is recognised that

training in the form of short courses and on the Job training
does take place. The varlable nature and quality of short
courses and the subjective nature of any assessment of in

service training provide an i1l defined basis that would be

unsuitable for analysis.

The 1973/74 figures in the table below only shows local

authority employees and does not include consultants.

QUALIFICATION

FRICR TO RE=
ORGANISATION
(1973/74)

AFTER RE=
ORGANISATION
(1978)

Diploma in Management
Studies

Diploma in Administrative

. Management

Diploma in Management
Services

HNC Bus.Studies
HNC Computer Studies

Studying for Diploma
Management Services

Staff without professw
ional qualifications

Total

12

a
e

—

TABLE 17
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It is not possible to make a direct comparison between

the quallfications of the staff employed on management
services work before and after re~organisation because it
is not now possible to determine the qualifications of all
the consultants used prior to 1974. Nearly half the staff
of the present management services units have a relevant
qualification and the policy at the moment is only to
appoint staff who have or are prepared to study to obtain

an appropriate professional qualification.
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6.4

PRIME FRAMEWCRK = ASHEIELD DISTRICT AREA = PRE 1974

The management services staff of the new authority
includes previous employees of the 3 urban district councils
and of Nottinghamshire County Council but does not include

any employees of Basford RDC.

As with the Broxtowe area, detailed records of the
management services activities in the 3 urban district
counclls prior to 1974 are no longer available.
Information about these activities has been obtained from
the objectives set for the function, detalls of how far
these objectives had been met by the date of local
government re-organisation, and the memory of the present
management services staff who had been employed by the

previous local authorities.

The objectives for the function prior to 1974 are set out
in section 6.2.1 above. The table overleaf shows how
far the first objective of introducing incentive based
payment schemes had been achlieved by the 3 urban district
counclils at the time of re-organisation. This table
includes the employees of Nottinghamshire County Council

Highways department who were transferred to Ashfield

District Council when it was created in 1974.




ticckly pald  Sutton Kirkby Hucknall Basford Notts Total

staff upc upg upc RDC County
(3 par= Council

iches)

Employees paid : 5
on an incentlve © 246 50 = 50 : - 40 388 .
scheme basis _ z

Employees not

paid on an § ; T 5 .
incentive schemej 24 ; 12 3 ; 10 49

basis

Total Number : : : 1
Cf Employees L 22 62~ 33 ¢ 10 40 437

Schemes at the Inauquratlon of Achfield District Council
Apxril 1974 '

TABLE 18

The design of planning and control systems that is sometimes
undertaken when incentlive based payment schemes ave
Introduced, only took place to a very limited extent if at
all, Ho rellable information could be obtained on this
pointe  The solutlon of other types of problens was not

undertaken.

The second objective for the management services function
prior to 1974 of caluclating bonus earnings and detemmining
time/money valuzs for new work was carried out by staff
located within the depattments® whose employees were paid
by this systems The position is similar to that at

Broxtows where 1t is no longer possible to discover if thesze
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staff had any other duties. All their time has therefore
been allocated to what would in any case have been their

major task.
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821

MANAGEMENT SERVICES ACTIVITY

ASHFIELD AREA PRE 1974

ANTHONY 'S LEVELS

TYPE OF MANAGEMENT ACTIVITY

M.S,Ue TIME

OF DECISION PLANNING ORGANISING CONTROLLING MOTIVATION MAN DAYS ZAGE
STRATEGIC PLANNING
Time spane-moie than
2 years
Inter-departmental
Decisions at Chief
Executive or member
level
MANAGEMENT CONTROL
Time span=-yearly
Departmental
Decisions at Chief 440 15
Officer Level Design of

Reward

Systems

Payment by Negotiate with

results 13 trade unions 13
OPERATICNAL CONTROL
Time=-span-weekly Assessing work

weekly
Section within
Departments
Calculation of

Decisions at Bonus Earnings 2440 85

Supervisor level

Weekly

TABLE 19




Comments on Management Services = Ashfield Area Prior to
1974

The previous table shows the use of the prime framework

the Ashfield area, prior to the organisation of local

govermment in 1974,

As with the Broxtowe analysis for this period the work
analysed is a summary of the activities of the management
services function from its Introduction up to the time of
local govermment re-organlsation. The anslysis of time

relates only to the year before re-organisation.

to analyse the management services actlvity in what is now

The framewoxk again distinguishes between the system design
activities and the system maintenance activities. The

only difficulty with this analysis relates to the allocation

of tim With a management services function being

provideu by 3 small authorities and by part of one
department of the County Council all of which have been

disbanded oxr replaced several years ago it 1s difficult
to obtain precise information. The figures used have

been collated from several sources and reviewed to

produce an agreed estimate., Most of the work in

designing Iincentive based payment systems had been

completed. The time of consultants has not been

included in the analysis of time.
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6.4.1

Prime Framework = Ashfield District Council 1977/78

This authority has maintalned its records of ménagement
services activity by financlal years, and this basls has
been used in the survey. Due.to a change in the leader
of the management services unit the desirable background
information about the inveolvement of councillors and the
mRtsginent team in the work of the management services
unit wés“not available for most of 1976. The periods
chosen for review are the financlal years 1977/78 and
1978/79. Variations due to the difference in timing
between these periods and the calendar years 1976 and
1978 chosen for the review of Broxtowe District Council

management services activities are expected to be minor.
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MANAGEMENT SERVICES ACTIVITY

ASHFIELD DISTRICT COUNCIL 1977/78

ANTHONY 'S IEVELS

TYPE OF MANAGEMENT ACTIVITY

Excluding Payment

| by results 6

OF DECISIONS i PLANNING j ORGANISING | CONTROLLING MOTIVATING MAN DAYS { BAGE
STRATEGIC PLAMNING Create plans 3 tanagement team/ | Analysis of
: Public Relations activity 1
2

Time spane~more than Design of
2 years reporting

system 1 720 30
Inter depammental
Decisions at Chief
Executive or member
level
MANAGEMENT CONTROL Organisation Evaluation of

Structure aquipment 1
Time span~yearly Design of

Strucuire 4 Human Rasource
Departmental Design of Development 1

Jobs 3 1200 50
Decisions at Chief Staffing Negotiating with
Officer Level Level 7 Trade Unions 4

Design of

Cperational

stems

Operation

Programmes 10

Clerical

Systems 6

Management

Reporting

Systens 3

Desior of Reward

Systems

Payment by

Results 3

conttessee
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" ANTHONY 'S IEVELS

OF DECISIONS

i

MeSUe TIME

PLANNING

CRGANISING

CONTROLLING

MOTIVATING

MAN DAYS SAGE

OPERAT IONAL CONTROL

Time span-weekly

Sectiong within
departments

Decisions at Supervisor
level

Assessing work
- weekly

Calculation of
Bonus earnings
~ weekly

Calculation of

Performance
Ievels = weekly

480 20

- JABLE 20



Comments on  Management Services ;971/78

The allocation of time to the 3 levels of decision in the
first year after re-organisation that has been analysed

follows the same pattern as in Broxtowe District Councile

The fremewocrk has revealed a wide distribution of activities
2ud Vs ..wde The 'strategic' planning activities related
to the feasability of a new weekly market and the planning
associated with the joint use with the County Council of a
community schoel complex. This later project included
some elements of management control activity such as the
design of a departmental organisation structure. The
contrelling activity was 2 review of the authorities
energy usage and tarrif charges. The management control/
planning activity reveals considerable corganisation and
methods sork and a significant number of reviewé of

departm tal organisation.

A number of minor activities were not easy to allocate
within this framework. One of these was an examination
of the Implications of the Health and Safety at Work Act
in conjunction with the Safety Officer which, because it
was baslcally concerned with the changing of unsafe working
practices was allecated to management control = operation

programmes.  Another activity was described as contributing
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to management team discussions. Here the allocation was
to strategic planning = organising, although the nature of
the items discussed is not known. A final example was

the major review of the stores of the technical services
department. This has been allocated to management control
although in the future this stores may function on an

1rtz~ ‘mental basis. Theee activitles whose
allocation within the framework was not easy, represented
only a small fractlon of the 55 separate assignments

carried out during the year.

- 132a




6ede2

Prime Framework « Ashfield District Council 1978(79

One difficulty arising from analysing the work over a
continuous 2 year perlod is the identification and
treatment of those projects whose work has spanned the
end of the first year. Regardless of the yeas in
which time was spent on a project, if it has been
znalysed under 1977/78 it was not also identified as
an activity in 1978/79. The time spent has been
recorded in the year in which it happened. Out of

a total of 85 assignments only 15 were identifled as
having spanned the end of 1977/78.
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MANAGEMENT SERVICES ACTIVITY ASHFIELD DISTRICT COUICIL 1678/79

" ANTHONY'S LEVELS OF o ... TYPE. CF MAMAGEUENT ACTIVITY. e MMSWMTINE
DECISICNS . o PLANNNG . ORGANISING CONTROLLING  MOTIVATING . VAN DAYS  JZACE

STRATEGIC PLANNING Create Plans 3  Evaluation of Plans
: - and Equipment 2 .
Time spanemore than : - Co=oxdination of : . 480 28}
- 2 years | . Inter~departmontal : : -
! : S activity L ;

- Inter-departmental ;
: Decisiong at Chief ; ' : hnalysis of L

| Executive or member ! operational 1 ‘ ’ z: ;

. level - cactivities T 2% . et e

i BANGEMENT CONTROL . Crganisation 5 : 5 "
: R | Structurs g % : i

© . Teslgn of . Evaluatlon of : " ?
- i Structure 1 | equipment 2, :

¢ Tine span-yearly Staffing :

; : levels B8 ; j

. Departmental ' Dasign of :

erati % ; ; : 1
? Systems | thaman Resource :
! Decisions at Chief ;.  Cperation ! Development 5 L1460 .60
| QFficer Level ! Programmes 33 | ? ;
! Clerical ; : ; . ; i
| Systems 4 | : i
itanagement z
| Reporting j 5
i Systems 4 . ; i
Dosion of : § :
ligward bystems . Negotiating with |
Payment by - ' Rade Unions 1] | !
| § results 3 | , B i
: . Excluding .f \ f ? ;
\

vet

. payment by
: results 1
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AUTHONY 'S IEVELS

ORGANISIIG COTROLLIIG

(OF DECISIONS PLANHING

| QPERATIONAL CONTROL
Tinme span=weekly

 Sections within
& departments

t

: Decisions at

; Supervisoer level

IABLE 21

Assessing worke Calculation of
weekly performance
Calculation of levelgwwaekly
Bonus earnings = ' ' _
weelkly

480

Lo MeE . TIFE

FAGE

e i A v g et 7



Comments on Management Services = Ashfield District
Council 1878/79

From this analysis the work and time used in operational

control activities is unchanged from the previous year.
There is very little difference in the usage of time by

each of the other two categories.

The strategic planning = planning section includes
feasability studies for a new tipping site, and the
possible provision of free transport to a sports centre.

The tipping site project was allocated to strategic planning
because 1t involved more than one department. The other
feasdbility studies were given the same allocation because

they related to policy matters.

The increased emphasis on operation programmes was in

part due to a backlog of work. The review of working
actfvities was due to changes in equipment, volume of work,
nature of work and new requirements. The volume of
organisation and methods work was much reduced from the
previous year although the number of prajects only changed

from 6 to 4.
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6.5  SUMMARY

As with the Broxtowe analysis, all the frameworks that

have been used to analyse the management services function
in the Ashfield area in the period 1971/79 have shown that

the function after local government re=-organisation was

different from the function before re-organisation.
The structure analysls shows:=

1)  that the financial strength of the new Ashfield

authority was sufficient to support a work study

and organisation and methods team, but that was not
the situation with the district councils prior to

re=organisation,

2) that the objectives set for the management services

function after re-organisation were appropriate to
the employment of a work study and organisation and

methods team and were much more comprehensive than
prior to re=-organisation.
I
|

3) that consultants were not employed after 1974, and

after that date the local authority management

services staff were centralised in one unit that
reported to the chief executive rather than being

based in departments and being responsible to

departmental chief officers.
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The skills analysis shows that the number of persons
employed in this functional area increased over the
period under review from 9 to 12. Prior to 1974 none
of the 9 employees possessed a relevant academic or
professional qualification, but by 1978 half of the
mahagement services staff had obtained, or were studying

for, such a qualification.

The analysis by the prime framework shows considerable
differences in the period 1977/79 compared to the years
before 1974, In the early period the management
services function.was eoncerned almost exclusively with
the introduction and operation of incentive based
payment cystems for cperating staff. In the later
periods additional work was carried out on the
organisational structure of the authority and some of

the work of 1ts chief officerzand clerical staff.
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CHAPTER 7

COMMENTS AND CONCLUSIONS

7.1 INTRODUCT TON

This section will consist of three parts. Initially
consideration will be given to the usefulness of the
prime framework that was developed in order to analyse
the work of the management services function. More
detailed attention will be given to this framework
because 1t was specially developed for this survey.
Its strengths and weaknesses will be examilned, and

other possible uses will be considered,

Then the results of all the anaiyses undertaken in this
survey will be revieweds The context in which local

government was operating at the time of the survey will
be taken into account and an assessment will be made of
the changes in the use of management services by the two

local authorities.

Finally thls assessment will be considered as part of

the long recognised need (as revealed in the reports in
chapter 1)} for local govermment to achieve improvements

in its working practices.
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7.2 EXPERTENCE OF USING THE PRIME FRAMEWORK

The purpose of the prime framework was to separate

the varlous types of work undertaken by management
services units into disiinctive categories in order to
ascertain if there had been major changes over the period

1971=1979.

The use of the categories of importance clearly separated
projects into three main groups. The nature of the work
in each group is distinctively different. As with any
system of analysis of management activitles there are

some activities that do not fall clearly into cne category.
Such activities have appeared within this framework but

the proportion of them to the total number of activities
analysed 1s small, and the importance of this problem of

analysis is not great,

Five examples where the use of the categories in the

framework presented some difficulty will now be examined:-

1) Liaison with trade unions

As mentioned in section 5.4 this relationship covexrs both
day to day problems and major negotiations over incentive
schemes. Neither authority could make any worthwhile.

estimate of the proportion of time spent on each activity

s0 they have been combined in the framework as a manage-

ment control=organising activity.
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2)  Assessing the time values for new work

These values represent an extension of an existing
incentive scheme. As such they could be analysed into

the same category as the design of incentive schemesa

Because this activity is continuous it has been
considered as a form of maintenance and allocated to

operational control~organising.

3) Source of assignments

Cccasicnally 1t was not casy to separate activities
between management control and strategic planning where
both members, the management team and individual chief
officers were closely involved. Allocations within
the framework were made on the merits of each activity.
The source of assignments was used in conjunction with
the nature of the assignment as an indicator of its

importance.

4) Time taken by Projects

The information available did not show an allocation of
management services time to each project. The framework
gives the numbers of projects of each type but does not

distinguish between major and minor projects. This
weakness has been partly relieved by the allocation of

management services time by category of decisions. This
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allocation of time was made possible because in both

local authorities, the individual members of the management
sexrvices units concentrated on certain types of activities.
For instance some members were sclely concerned with the
work relating to the payments due under the incentive
schemes.  Other members carried out method study or
organlsation and methods assignments. Only team leaders
and the menagement services officer were concerned with
the work for chief officers and more senlor persons in the

local governmeat hierarchy.

%) General Activities

There was only one activity that could not be reasonably
allo~~ted within the framework. This was the review at
Ashfield of the changes required as a result of the Health
and Safety at Work Acts. Most reviews carried out by the
management services units were of specific activities and
this made the allocation relatively easys There were

two general reviews of broad areas of work and these were
the types of activities that could be expected to cover
several categorles of the prime framework. The review at
Ashfield of the stores of the technical services department
could well have led to changes in management control of the
department, but also to changes in the policy of the council
in relation to the provision of stores facilities through-

out the autherity. The policy optioné may well be

identified by the management services unit and would be
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v Te24l

considered by the departmental chief officer, the chief
executive, the management team and the chairman of

council committees before being formulated for presentation
to the council. In the framework the activity has been
shown as management control because insufficient informetien
is avallable to justify any other allocation. in the
allocation of the time of the management services leadery an
attempt has been made to reflect the work on policy matters
by the allocation given to the category strategic planning.
A similar situation arose at Broxtowe with the review of

the usage of all the authorities vehicles. This was

treated in a similar manner.

Posc?hle Uses for the Prime Framework

As a broad indicater of change the framework has been of
value. VWith more information relating to the usage of
time by the function under review it would be possible

to provide a more detailed analysis. It appears probable
that an analysic of any advisory functien that served a
whole organisation could be made by using this framework.
For example activities of a personnel/training function
could be studied and compared with either itself ovei a
period of time or with other personnel/training functions
in other organisations. The framework should be able to

separate work such as manpower planning, annual pay

- negotiations with trade unions and recruiting and training

staff, into different categories.
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Where an advisory function provides a specific service
such as legal advice, or where it serves one level in
the organisation hierarchy, such as corporate planning
the framework in its present form would have cnly a

limited value.

It may well be poszible to create further sub-heads of
analysis within the existing prime framework in order to
enable it to be used for the analysis of aévisory functions
that have a mors restricted area of application.  Another
possible use of the framework is where a new advisory
service is to be introduced into an organisation. An
analysis of the anticipated work of the unit needs to be

made as a pre=requisite to the recrultment of staff.
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7.3

743.1

REVIEW OF THE ANALYSIS OF THE MANAGEMENT SERVICES
FUICTICHS

In view of the similarities between the management

services function in the Broxtowe and Ashfield areas the
assessments of the analysis will cover both authorities.
Consideration will first be giﬁen to the interpretation of
the siructure and skills analysls. In this way the £5]1iowe
ing factors that. affect the use of a management cervices

function can be reviewediw

v

1) the financial resources necessary to support a
management sexrvices function

2}  the objectives set for the function

3) ihe organisation of the function

4) the skills that have been used to provide the

function

The actual work of the function will then be reviewed in
order to appreciate any changes that may have taken place

during the 1971-1979 period. Finally an assessment will

be made as to where the hypothesis can be supported.

Structure and Skills Analysis

1) FEinapcial Resources

Both of the analysis in chapter 5.2 (Broxtowe) and 6.2

(Ashfield) reveal a very similar situation. Prior to

local government re-organisation none of the authorities
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in the areas had sufficient population to support a work
study and organisation and methods team, if the
population and financial standards suggested in the Report
of the Royal Commission on Local Government in England =
Research Study Ho.l {chapter 1.2.3) are accepted. The
largest local authority was Beeston and Stapleford Urban
District Council with a population of 63,517, which was
16% below the minimum level considered necessary fo
support the c;eation of an internal management services
unit. This authority contracted with the Trentside
Management Services Unit for consultancy services on an

annuzl basis.

The rther district councils, apart from the two smallest,
also used consultants to provide a management services
function. These small authorities were Hucknall Urban
District Council with a population of 26,374 and Eastwood
Urban District Council with a populaticn of 10,350, neither

of whom used any specialist management services skills.

After 1974 the new authoritiés of Broxtows District Council
and Ashfield District Council both had populations of over
100,000 and by the standards quoted above would have the
financiai strength to support an internal management
services unit. This situation whilst not in itself

confiming that a change in the use of a management
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services by the local authorities in the pericd 1971-1979

had taken place, was a necessary condition before an

enlargement of the function could take place.

2) (bhiectives set for the Management Services Function

All of the authorities covered by this review who have used

a management services function have set the same objectives.

Ag can be seen from chapters 5.2.1 and 6.2.1 the objectives

set after 1974 were more comprehensive than those set before

1974,  The additional objec?iveu weres-

1)  to carry out work study and organisation and methods
assignments

2)  to produce control information

3)  to carry out special projects

These enlarged objectives are a clear indication that both
Broxtowe and Ashfleld District Councils after their creation
in 1974 intended to extend the scope of their management

services functions.

3) Organisation of the Management Services Function

here a management services function was used prior to
1974 the authorities placed responsibility for it with

departmental chief officers. The usual procedure as can

be seen from chapters 5.2.2 and 6,2.2 was for consultants
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to be used to design and implement incentive based
payment schemes and for the counclls to employ staff to

maintain the schemes andewaluate. bonus earnings.

After 1974 both the local authorities made no further
use of consultants and employed their own staff to
provide a management services function., Responsibility
for this function was transferred from departmental

chief officers and vested in the chief executive. The
staff who were to carry out the function were transferred
to a central unit which reported directly to the chief

executive.

This creation of a central unit has made feasible the
employment of persons with special skills and the creation
of project teams who can concentrate on specific problems,
sometimes of an inter departmental nature under the direct
guidance of the chief executive and the management team.
These organisational changes are another indicator, which
when considered with the changed objectives in section 2
above, point towards the intention by both district
councils that the management services function should be
capable of a wider range of activities than could be

undertaken prior to 1974.
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4) skills employed in the Management Services Function

The analysis of the skills of the persons employed by
both authorities in their management services function

was shown in chapters 5.2 and 6.2.

The present emphasis on the possession of a range of
academic and/or pocfessional qualifications by the
management services staff is a requirement that did not
exist prior to 1974, The creation of central units
enabled a career structure of salary grades to be created
and this enabled more highly qualified staff to be
employed, The employment of the enhanced range of skills
now to be found in both of the management services has
been dependent upon the preceeding 3 factors considered in

this section.

These factors taken together indicate the intention of
both Broxtowe and Ashfield District Councils not only to
create a more highly skilled management services unit than
existed Before 1974, but that this unit should undexrtake

a wider range of work and be more responsive to the needs
of the authority as seen by the chief executive and the

management team.
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Review of the Analysis of the work of the Management

Services Units

i) Analysis of Time
The preceeding section 7,3.1 indicated the intention of

both lecal authorities that the management services
function post 1974 should be different from the function
pre 1974, The following summary of the énalysis of the
work of the units is an attempt to assess if this change
has taken place. The figures in the tables below have
been taken from the tables in chapters 5.4 (Broxtowe) and
6.4 (Ashfield)f

BROXTOWE AREA i

PRIOR TO RE~ ! AFTER

_ ORGANISATICN || RE=ORGANISATION
1973/74 1976 1978
Man %age || Man %age Man  %age
mDays Days Days

Strategic Planning - - 360 15 120 5
Management Control 440 25 970 40 1210 50
Operational Contrel | 1320 75 §i 10%0 45 1090 45
Total Man Days 1760 - | 2420 - 2420 -
Summary of Analysis of Time = Broxiowe District Area
TABLE 22
ASHFIELD AREA

PRIOR TO RE=-| AFTER

CRGANISATION || RE=ORGANISATION

1973,74 1977/78 1978/79

Man Fage||Man Page Man  fage

Days Days Days
Strategic Planning - - 720 30 480 20
Management Control 440 154 1200 50 1460 60
Operational Control | 2440 8| 480 20 480 20
Total Man Days 2880 - |1 2400 - 2420 -

Summary of Analysis of Time = Ashfield District Area

TABLE 23
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The distribution of man days between the three levels
of importance varies from year to year within each
authority. Since re=-organisation both authorities
continue to employ a similar number of persons in their
management services units but do not deploy these people
in the same way as before, The figures in both of the
tables do show a mzrked difference between the usage of
time prior to re-organisation and after re-organisation.

The histograms that follow show the position pictorially.

Even when due allownce is made for the absence of the
time of the consultants from the 1973/74 figures, the
tables for those years still show an absence of zny
strategic planning activity. The use of time by the
staff of the management services units is different after
local government re-organisation compared to the pre 1974
situation and reflects the changes in the objectives of

the units as indicated in section 7.3.1 above.

A statistical analysis of the use of time is included as
appendix 1. It reveals a statistically significant
difference In the use of time between all the periods
revieweds DBetween the post re-organisation periods there
has been no significant changes in the proportion of time

devoted to operational control activities.
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CHART OF ANALYSIS OF TIME
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ii) 4nalysis of Activities

The tables in section 5.4 and 6.4 that show the manage=

ment services activities, indicate a considerable

difference between the nature of the activities carried

out pre 1974 and post 1974,

The following table shows

the activities of both Broxtowe and Ashfield management

services functions comparing the pre 1974 position with

the post 1974 position.

STRATEGIC PLANNING

PRE 1974 4 POST 1974
NONE Create Plans

Design Reporting System

Evaluation of Plans or Equipment
Co=ordination of inter departmental
activities

Analysis of operational activitics
Establishing equipment replacement
criteria

Management team/public relations

MANAGEMENT CONTROL

Design of Operation
Programmes

Design of Reward
Systems

Negotiate with Trade
‘Uniens

Design of Operation Programmes
Design of Reward Systems

Hegotiate with Trade Unions

Design of Organisation Structure
Design of jobs

Determining staffing levels
Design of clerical systems
Design of management reporting
systems

Evaluation of equipment

Human resource development

OPERATIONAL CONTROL

Assessing work
Calculation of bonus
earnings

Assessing work
Calculation of bonus earnings

Analysis of Activities of the Management Services Functions

TABLE 24




The above table shows the wide range of additional

activities that have been undertaken by the management .
services units of both of these two local authorities in
.the post 1974 period compared to the pre 1974 period.
These additional activities appear to be the consequence
of the factors considered in 7.3.1 above and correspond
with the change in the use of time identified in the

previous section.

The changes between 1971 and 1579 in the activities of
Broxtowe District Council and Ashfield District Council
management services units are very similar and were
therefore combined in order to simplify the above table.
Ther~ have been of course some differences in the
detailed approach of the two autheorities and these will

now be examined.

Develooment of Management Services Function = Broxtowe

Prior to local government re~organisation in 1974 the
only management services function by the 3 local
authorities covering the Broxtowe area was to introduce
and operate incentive based payment schemes in oxder to
increase the productivity of weekly paid staff. The
design of the schemes was «arried out by consultants

and the-payments toc be made were determined by staff based

in the employing department.
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Cn the creation of Broxtowe District Council the
initlal requirement was to introduce, as far as national
pay policies would allow, standard working and payment

schemes throughout the new authority.

In the 197%/77 period the authority placeé emphasis upon

a review of some aspects of the administrative organisation
and systems. In 1976 in particular emphasis was placed
upon the need to nmake reductions in the nurber of staff
employed and committee members requested specific reviews
for this purpose. Another major activity was the review
of requests for new vehicles and this work has now led to

a system of pooling vehicles throughout the authority.

In more recent years emphasis has been placed on the need

to provide the senior managers with information that would

enable them to be more effective. From 1978 the naticnal
pay policy has allowed wages to be based on productivity

schemes and the reestructuring of the present incentive

payment schemes is to be given priority.

Throughout the period under review the requirement to
maintain the incentive payment schemes aznd to calculate

bonus payments has remaine: unchanged.
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Dovaelopment of Management Services Function ~ Ashfiesld

Upon re~organisation Ashfield amalgamated the work from
four smaller authorities and from the County Council
which compares to initially only 1 large and 2 small
authorities at Broxtowe. The requirement to standardise
incentive schemes was the same. During the period 1974-
76 work on inceniive schemes was minimised and emphasis
was placed on administrative activities, organisation
structure and staffing. In this later matter all
vacancies require thé approval of the management services

officer before they can be filled.

During the pericd 1977/79 the bonus earnings as a result
of the incentive payment schemes have been getting out of
control, due to changes in methods, equipment and types
of work,  Now that productivity bargaining is permitted
by the government pay policy emphasis 1s being placed on
the re~designing of incentive schemes. Control
systems are also being developed, initially by providing
Chief Officers with performance levels calculated from
bonus earnings, but in the future it is planned to include
other cost information and budget figures. Ultimately
if this approach is continued it will require the budgets
to be based upon more detailed appraisals of probable

costse



Conclusicon

The prime analysis reveals and the seconday analyses
support, the clear conclusion that was obtainéd from the
several interviews with the staff of the units. This
conclusion is that since 1974 the units regard themselves,
and are regarded by councillors, their chief officers, and
the management teams, as a means by which improvements are
being made in the working of the local authorities. This
is a markedly different situation to pre 1974 when
external consultant$ were used only to introduqe incentive

payment schemes.,

A consideration of the observations and cénclusions drawn
frew. all the analyses carried out in this suxvey, supports

the original hypothesis that changes have taken place in

the management services functidn in the areas of Broxtowe
District Council and Ashfield District Council over the

period 1971 to 1979.
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T4

THE FUTURE OF MANAGENENT SERVICES FUNCTION

The nature of management services activity is to analyse

an existing situation and propose an improvement. .The
disadvantage of this approach is that line managers are

not stimulated to create effective working situations in
the first place. Such stimulation is now described by

the general term ‘organisational devélopment'. To bring
about changes and improvements though organisational
development involves the use of personnel officers or
persons with expertise in the application of ideas based
upon studies of human behaviour in organisations.  Such
changes may be taking place but as this research has been
restricted to the management services function it has not
been revealed. The management services functlons in these
two authorities are largely based upon work study and
organisation and methods technigues. Further research
into the work of the Personnel Officers of these authorities
could be made by using a development of the prime framework

that was used for this reséarch.

The management services units reviewed have moved into the
area of evaluating ideas that could be.formed into plans,
but have not been concerned to any significant extent with
other agspects of corporate planning, research or
intelligence functions. In small authorities these
functions are carried out by members and the management

team.

157




The lack of activity in this area may be due tos-

a)

b)

¢}

shortage of time of the management services units.
They each have a considerable number of problems

awaiting to he solved,

lack of abiliiiy amongst the senior members of. the
management services team or evidence of special
skills., The reduction in the time spent on

strategic planning in the final years under review
appears to be colely due to the result of the
priority given to seeking improvements in productivity

through revised incentive schemes.

lack of an appreciation by members and the management
team of the contribution that could be made by the
management services function. Since re-~organisation
many new and significant problems have been given to
the management sexvices units to solve, and there is
no evidence to show that the solutions did not meet
with the normal level of acceptability. In fact the
continued reference of this type of problem to
management services units indicates that performance
in this area is accep*able. Both units are now
working in new areas, Ashfleld are sesking to

develop a more comprehensive performance reporting
system that can be linked to budgets, while Broxtowe
are carrying out a feasibility study on methods of

motivating staff other than incentive schemes.
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The future for any management advisory activity within

| an crganisation depends partly upon the nedd for its

particular skills, but to an overwvhelming extent upon

the perscnal ability of the leader of that activity to

‘ establish its value in the opinibns of senior management. |
The nature of management services as a problem solving |
activity 1s so general that it should find a continuing
need in an ever changing soclety. The skills required
by such a unit will need to change to meet the needs of
the organisation it serves. Since re~organisation
there have been major changes of skill, and a possible

need to become involved in organisational development

activities or carporate planning can be envisaged.




Managenent Services activitles arising from the imnlementation

The work of the planning departments of district councils has
increased 25 & result of the above Acte At Ashfleld District
Council the policy of reduc®ing the appointment of extra staff
resulted in the methods of work of the planning department being
reviowed by the management services department. It was declded
that the introduction of word processing equipment would assist

with tho additional work.

At Mansfleld District Council a simllar situation is being

resolved by the use of a mini computer;

The pyovisions of the sbove Act relating to the accountability of
direct labour organisations have resulted in a problem being
referred to the management services unit of Ashfield District
Councile The organisation of the Housing department maintenance
personnel ls belng examined with s view to 1t being restructured
into a formal direct labour department, ‘then this question has
beon resolved the impact of this declsion on the Technical Services
department who plan and control the maintenance of highways will be

examined.

At Charnwood Dlstrict Council ths same provisions of this Act have

resylted in the appointment of 3 extra management services officers

for a 6 months period, to investigate the nethods of emrk in the
direct labour department.
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These developments support the contention that by providing a
problem solving sexvice, management scrvices staff will have
a continuing role to play by being directed towaxds those problems in

local goverment that rosult from changes in socliety.
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7.5

SUMMARY OF CONCLUSIONS

Possible Uses for the Prime Framework (7.2.1)

As a broad Indicator of change the framework has been of
value. With more information relating to the usage of

time by the function under review it would be possible

- to provide a more detailed analysis. It appears probable

that any analysis of any advisory function that served a
whole organisation could be made by using this framework.
For example activities of a personnel/training function
could be studied and compared with either itself over a
period of time or with other personnel/training functions
in other organisations. The framework should be able to
separate work such as manpower planning, annual pay
negotiations with trade unions and recruiting and training

staff, Into different categories.

Where an advisory function provides a spécif%c service
such as legal advice, or where it serves one level in
the organisation hierarchy, such as corporate planning
the framework in its present form would have only a

limited value.

It may well be possible tc create further sub~heads of
analysis within the existing prime framework in order to
enable it to be used for the analysls of advisory functions

that have a more restricted area of application. Another
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A

possible use of the framework is khere a new advisory

"service is to be introduced into an organisation. An
analysis of the anticipated work of the unit needs to be

made as a pre-requisite to the recrultment of staff.

Financial Rescurces Necessary to Supnort a Manaqemeht

Services Function (7.3.1[

After 1974 the new authorities of Broxtowe Distrist Counecil

and Ashfield District Council both had populations of over
100,000 and by the standards quoted . would hove the .
financial strengih to support an internal management
services unit.* This situation whilst not in itself
confirming that a change in the use of a management
services by the local authorities in the pericd 1971=1979

had taken place, was a necessary condition before an

enlargement of the function could take place.

*Rheport of the Royal Commlssion on Local Government in

England ~ Research Study No.l.

Ohjectives Set for the Management Services Function g7.3.11
‘Al1-of the authorities covered by this review who have used
a management services fhnction have set the same objectives,
As can be seen from chapters 5.2.1 and 6.2.1 the objectives
set after 1974 were more comprehensive than those set before

1974. The additicnal objectives wereg-

161




"1} to carry out work study and organisation and methods
assignements
2) to produce control information

3)  to carry out special projects

These enlarged objectives are a clear indication that both
Broxtowe and Ashfield District Councils after their creation
in 1974 intended to extend the scope of their management

services functions.

Organisation of the Management Services Function (7.3.1)

After 1974 both the local authorities made no further

use of consultants and employed thelir own staff to
provide a management services fungtion. Responsibility
for this function was transferred from departmental
chief officers and vested in the chief executive. The
staff who were to carry out the function were transferred
to a central unit which reported directly to the chilef

executive,

e

Skills used to provide the Management Services Function
7.3.1 ,
The present emphaslis on the possession of 3 range of
academic and/or professional qualifications by the managee
ment sexvices staff is a requirement that did not exist

prior to 1974.
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Work of the Management Services Units (7.3.2)

The use of time by the staff of the management services
units is different after local government re-organisation
compared to the usage before re~grganisation, and reflects

the changes in the objectives of the units.

There is a considerable difference between the nature of
most of the activities carried out by the units after
1974 compared to the nature of most of the activities prior

to 1974.

The Future of the Management Services Function (7.4}

The future for any management advisory activity within
an organisation depends partly upon the need for its
particular skills, but to an overwhelﬁing extent upon
the personal ability of the leader of that actlvity to
establish its value in the opinions of senlor management.,
The nature of management services as a problem solving
activity 1s so general that it should find a continuing
need in an ever changing society. The skills required
by such a unit will need to chénge to meet the needs of
the organisation it serves. Since re=organisation
there have been major changes of skill, and a possible
need to become invelved in organisational development

activities or cprporate planning can be envisaged.
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APPENDIX 1

SIATISTICAL ANALYSIS

Tests will be made of the significance of the changes in the
analysis of the vsege of time (man days figures are from the
table 1n 7¢3o2) []

1  Broxtowe District Council

Eaeh of the 3 periods for which an analysis of man days has
been made will be compared with the other periods.

Null Hypothesis = The proportion of man days is
independent of time

Alternative Hypothesis = There is an association between the
year and how people spent their time

a) 1973/74 compared to 1976

Man Days
Classification 1973/14 1976
0 E 0 E
Strategic Planning 0 151 360 209
Management Control 440 594 970 816
Operational Control 1320 1015 1090 13%
Total 1760 1760 2420 2420

ch12 = {0 =~ 151_)2 + (360 = 209)2 + {440 = 594)2 + (970 = 816)2 +

51 200 504 816
(1320 = 1015)% + (1090 = 1395)2
1015 1395

chi2=151 + 109 + 40 + 29 + 92 + &7
chi? = 488
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MAN—DAYS
Classification 1973/74 1978
0 E 0 E
Strategic Planning 0 50 120 70
Management Cbntfol 440 695 1210 955
Operational Control 1320 1015 1090 1395
Total 1760 | 1760 | 2420 | 2420

chi? = {0 = 5012 + (120 = 70)% + (440 = 695)2 + (1210 = 955)2 +
50 70 695 955

(1320 = 1015) + (1090 = 1395)°

1015 1395

chiZ=50 + 38 + 94 + 68 + 92 + 67

chi2 = 409

c) 1976 compared to 1978

7 . :
i _ !

b)  1973/74 compared to 1978

MAN-DAYS

- 1976 | 1976—
Classification o E 0 | E
Strategic Planning 360 240 120 240
Management Control 970 1090 1210 1090
Cperational Control 1090 1090 1090 1090
Total - 2420 2420 2420 2420
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chi? = (360 = 240)% + (120 = 240)% + (970 = 1090)° + (1210 = 1000)° +
240 240 1090 1090

2
1090 - 1090)° x (1090 = 1090)% \

1090 1090

chi2 =60 + 60 + 13 4+ 13 + 0 + O

chi? = 146

Alpha = 0,01 ' |

Referring to the table of the chi2 distribution at (m = 1) (n = 1)
there are 2 dggrees of freedom

The cittlcal value at a 0.01 level of confidence is found to be

The calculated values of chi2 for Broxtowe District Council are
488, 409 and 146

The null hypothesis is therefore rejected

Conclusion
The classification of man days into Strateglc Planning,

Management Control and Operaticnal Control in Broxtowe District
Council is not independent of the split to 1973/74, 1976 and 1978,

2 Ashfield District Councll

Each of the 3 perlods for which an analysls of man days has been
made will be compared with the other periods.

M1l hypothesis = The proportion of man days is ‘
independent of time

Alternative hypothesis = There is an association between |
the year and the way people spend
their time
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a) 1973/74 compared to 1977/78

MAN DAXS
Classification 1973/74 | 1977/78
0 E | 6 | E
Strategic Planning 0 393 T20 327
Management Control 440 8%4 1200 746
Operational Control 2440 1593 | 480 1327
Ibtal ‘ 2880 2880 2400 2400

ch5.2 = {0 = 393 22 + (720 = 327 )2 + (440 = 89412 + (1200 = 746)2 +
393 327 894 746

(2440 = 1593)2 + (480 = 1327)2
1593 1327

chi2 =393 + 472 + 231 + 276 + 400 + 54l

chi? = 2363

b)  1973/74 comnared to 1978/79

MAN DAYS
1973/74 1978/79
Classificatlion 0 £ o C
Strategic Planning 0 261 480 219
Management Control 440 1032 1460 £68
Operational Control 2440 1587 480 1333
Total 2880 2880 2420 2420
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chi? = (0 - 26112 + (480 = 219)2 + (440 = 10:3212 + {1460 = 868)2 +
261 219 1032 868

(2440 = 158‘7)2 + (480 = 1333)2
1587 1333

ch12 = 261 + 311 + 339 + 404 + 458 + 546

chi? = 2319

¢) 1977/78 compared to 1978/79

f MAN DAYS
1977/78 | 1978/79
Classification 5 —E 5 z
Strategic Planning 720 598 480 602
Management Control 1200 1324 1460 1336
Operational Control 480 478 - 480 482
Total ‘ 2400 2400 2420 2420

chi? = (720 - 503)% + (490 = 602)% + (3200 = 1324)% + (1460 = 1336)° +
598 502 1554 1336

(480 = 47812 + {480 = 48212

478 482
ChiZ=25+25+12+12+0+0
ch12 =74
Alpha = 0.01

Referring to the table of the chi’ distribution at (m - 1) {p= 1)
there gpe 2 degreegof freedom

The critical value at a 0,01 level of confidence is found to be
9.21
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The calculated value of chi2 for Ashfield District Council are
2363, 2319 and 74

The null hypothesis 1s theréfore rejected

Conclusion

The classification of man days into Strategic Planning,
Management Control and Operational Control in Ashfield District
Council is not independent of the split into 1973/74, 1977/78
and 1978/79.

Post Local Government Re-organisation

In tables lc and 2¢ above the classification into man days for
the two periods after remorganisation have been compared. It
is noticeable that for both Broxtowe District Coungil and
Ashfield District Council the contributions to chi“ valuss from
the operational control classification are all zero.

The significant changes in the use of peoples time in both

authorlties for the periods under review have only occurred in
the Strategic Planning and Management Control classifications.
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