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INTRODUCTION

1. It has "been said that an army marches on its stomach. Certainly,

it is true that the effectiveness of a local authority largely depends on

the calibre of its officers. And just as a charming exterior may conceal

inner decay, so the results of poor recruitment and "bad morale may secretly

undermine the whole structure of efficient service without the deterioration

being perceived until it has reached an advanced stage, when even the most

drastic remedies may do little to improve the immediate situation.

2. Do you think that is an over-statement? Or do- you realise that the

success of all progressive policies and schemes will be endangered if the

local authorities do not ensure an adequate supply of well-equipped and

trained officers. In your country, as in the United Kingdom or, indeed, any

country in the world, the local authorities will only "fulfil their important

functions as instruments for accelerating development and improving commu

nity services by training and employing the requisite professional, technical

and administrative staff such as engineers, public health officers, teachers,

and finance officers.

3. Moreover, as the tasks to be placed on an organisation - be it a local

authority or any other enterprise - increase in complexity, it becomes more

apparent that the right use of human resources is of paramount importance.

In the United Kingdom, for example, through long experience, we have come

to realise the importance of permanent arrangements —

(a) to select good staff?

(b) to train them properly§

(c) to ensure that they can perform their duties honestly and

efficiently, without fear or favour, and

(tj) to sustain their, morale at all times by the beet possible

leadership undpr the right conditions of work.

4. My own experience of the work of local authorities in tne United

Kingdom has brought out very clearly that councils must have expert

guidance and support at all levels in the complex tasks of developing and

managing the essential public services. There must be a professional
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permanent corps of men, highly trained, courageous and loyal, whose

standards and competence ensure that they deserve high prestige in their

communities. For all these reasons the importance of adopting sound and

progressive personnel policies cannot be over-stressed.

THE MAIN REQUISITES

5. The following are the main requisites for a sound personnel system

which will enable Local Government to tackle competently its manifold

enterprises.

T*ise Recruitment

6. If Local Government is to secure its proper share of competent quali

fied persons, it must offer terms and conditions of service which are adequate

by comparison with other available posts both in the central government and

in othe-r employment. There may, of course, be local attractions which can

be taken into account 5 but the sum total of the working conditions - in

cluding the pay, the pension entitlement, the place in the community - should

be such that good candidates will not be deterred from entry.

7. Re',. aitment must be by competitive merit on the basis of specific

qualifications with prescribed standards of entry' and/or through competitive

examination5 and for this reason, no requirements of local residence for

applicants should be laid down. Recruitment requirements should be assessed

well in advanoe of need.

8. It should be emphasised that, whilst taking full account of the quali

fications of candidates, their character, integrity and zeal must be regarded

as of paramount importance. The whole objective should be to develop orderly

techniques of selection which will ensure the best appointments being made

without fear or favour.

Fair conditions of service

9. Candidates must be able to perceive that Local Government provides a

career service with fair and unbiased prospects for promotion on merit and

with seniority being taken into account, other things being equal. Working

hours and leave periods should be fair compared with other employments care
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should be given in sickness through adequate pay arrangements. There

should be facilities for the free discussion of matters affecting pay and

conditions of service between the management and the representatives of the

employees. Pay levels should be objectively assessed and generally stan

dardised so as to achieve the fair rate or scale for each post in relation

to the levels enjoyed both within the local authorities and the community

for comparable skills and responsibilities. Changes in pay levels should

be made from time to time to meet changes in the cost of living and to

ensure at least an adequate minimum wage. There should also be a standard

pension scheme for the permanent officers. There should be security of

tenure with full protection against arbitrary dismissal or demotion,

coupled with tho uniform application of codes of official conduct, and

discipline. By such arrangements elected representatives are freed from

the embarrassment and damage to the public service that would be involved

in their appearing to dispense personal favours or penalties.

Mobility

10. In the Local Government service there is a particular need to widen

experience and to provide wider career prospects by fostering mobility -

pension rights and other service benefits should be transferable. In my

experience, assistance in household removal expenses and the provision of

housing has been found of value. It would also sometimes be in the inte

rests of the authorities to make certain officers, at the more senior levels,

subject to transfer. Thus the needs of individual local authorities,

including those in remote or less attractive areas, might be best met? and

the officers would become the better equipped for higher responsibilities

in more important posts.

Adequate training

11. Officers should be afforded opportunities for in-service training to

develop their capabilities for effective service. In addition to the

vocational and professional training, which should be developed or encou-
the

raged by the local authorities to extent necessary to secure adequate

recruitment, it is important to ensure that officers are helped to equip
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themselves from the outset to serve theii* authority' well, and. that they

are encouraged to have a proper enthusiasm for the public service. Thus, t

there should be induction training, 'bench' training, and training in

supervision. Induction training involves teaching new entrants something

of the rudiments and functions of the local authority5 its organisation,

and! the importance of mutual co-operation, public accountability, and good

public relations.

12. 'Bench' training involves the attachment of every junior officer to a

more senior officer for day-to-day guidance, and whose specific duties

include the responsibility for ensuring that the .junior is fully trained

in his job at 'the bench1. This training should cover not only the immediate

work tasks but should provide a wider understanding of the total activities

with which the working group is concerned.

13* On many occasions it has been said that in every organisation there is

no substitute for competent supervision. If supervision is poor, there can

be no adequate standards of efficiency, incompetence will be tolerated, and

the level of morale will be low. Undoubtedly, many people find the art of

supervision difficult to exercise effectively! and many supervisory offi

cers would benefit if given the time and the opportunity to study its

practice. It is therefore valuable to arrange courses at which supervisors,

released from the burden of their day-to-day work, may discuss their mutual

problemsj and may find out, under guidance, how to improve their standards

of supervision. Training of this kind may become practicable only "by pooling

the resources of all or most local authorities and by viewing training as an

integral part of a nationwide career service.

The development of loyalty, integrity and enthusiasm

14. There must be such training and leadership throughout the enterprise as

will ensure loyalty and generate an atmosphere in which officers know they

ban give honest advice without fear of any repercussions on their security

of tenure or in any way on their own positions, Each officer has an obliga

tion to carry out his lawful duties, and to make his views au a professional

officer known on matters which he thinks may be deterimental to the people's

interests or is illegal,



15. Integrity in the performance of his work is of first importance for

the Local Government officer? the lazy or negligent officer should be

corrected. There should be regular progress reports for this purpose

and to provide the objective basis for promotion on merit as vacancies

occur. Standards of official conduct should be prescribed to ensure that

officers devote their whole time to official business and do not engage

in any activity which might affect their efficiency or loyalty.

The Human Aspects

16. ill the items to which I have briefly referred are important in their

contribution to morale - the outstanding task is to deal with people as

human beings in such a way that they will willingly give of their best.

They need to feel that their contribution matters, that their work is of

importance, that their efforts are appreciated and that they will not be

subjected to any improper pressures. Personnel Management involves the

process of paying the n-ost meticulous attention to all the aspects I have

listed, and, indeed, to many others; and of welding the total policy into

a work situation in which hard work is encouraged, slackers are dealt with,

and good workers at all levels become proud to belong to the organisation

and to serve its purposes.




