FOREWORD

A critical element in the govemment of any modem democracy is
the working relationship between two groups of people: politicians
and seniot civil servants, The composition of each group, and the
location of the interface between them, vaties belween countries.
But in even the maost politicised, or the mosl corrupt,  distincHon
can be seen, even if only al lhe marging, between those who are
elected and those who are appointed. Getling the relatlonship right
is vital for effective government,

In Britain there are two main reasons for concern about (his
relationship. First, the civil service as a whole Is ity a state of csis
unprecedented in its history. Disoriented and destabilised by =z
decade of almost continuous change, many civil servants are now
uncertain about what the future may hold both for themselves and
for heir profession - if profession, In the strict sense, it be. Fifteen
vears ago the impontance of the civil service would have seemed
self-evident and beyond guestion, Today, one of the main problems
faced by civil servanis is that the government in power does fot
regard them as indispensabie, In making and implementing policies

tovemnment increasingly draws on (he services not of professional !

government servants but of other specialists - lawyers, accountants,
cconomists, policy analysts - operatng in a frec market and :

contracting with government as one among a range of customers. A

ilebatable question {s whether in (uture civil servants will be able to :

bring any unique skills to their relationship with Ministers,

‘I'he second reason [of concern is that there are all (00 many signs
that, in some cases, something is going wrong with (he relationship,
A significant number of senior officials feel that their professional
skills are being ignored or abused, At the same time, a number of
episodes, of which "Matrix-Churchill’ is the latest, most prolonged
and most dramatic, have led outsiders to fear that civil servants have
heen colluding with Mindsters in improper behaviour - in effect, that
they have allowed thelr professional skills to be misused. Civil
servantg, 0o, are understandably anxious both about public
perceptions and about the reality.




Some people welcome the spread of markets and of contracts, wul
the consequent disappearance of professional  government
bureaucracies of any Kind. Others will feel that the British seniur
civil service, in its existing form, has oullived its usefulness. Dut
others yet will want (0 be sure that from such changes we should
not be losing more than we might gain. They will alse wonder
whether these changes would address the real weaknesses of British
governmenl, and whether hey would help or hinder fuwre
administrations of a different party in planning and implementing
nalional policies. Meanwhile, uncertainty about (he roles of civil
servants and about the status of their *‘profession’, and doubts about
their ethical standards, can only weaken the civi) service as an
instrument of govemment today and deter good people from wanling
1o work in it tomocrow,

This brief study focuses on the senior clvil service, lts basic
assumption -which should be stated clearly at the outset - is that a
civil sexvice is an essential element in good government, There is a
limit 10 what cdn be bought in from ouiside, Government is different
[rom business. It needs a solid core of stalf who understand this,
The quality of a civil setvice is therefore critical to the quality of
government. The study reviews recent and currenl changes in lhe
civil service, and others in prospect. It also considers the links
between some of these developments. The links are important and
not fully understood: who senior civil servants are, what skills they
possess, their attitudes and values, ate bound Lo influence he ways
they are regarded and used by ministers. Conversely, how ministers
regard angd vse civil servants will influence the lawter's bohaviour
and attitudes - including their atlitudes towards attempts o change
the civil service,

Nore: throughout this document the term 'Whiteball' is frequenily usexl, lor
convenience, in 118 {ouraslistic sense as an alterative 1o "the civil service’, It
is also a useful way of indicaling a single culture common to mus! senjor
officials. However, though coovenient, it is literlly inaccurate, even when
applied to the senior civil service, & growing number of whose members work
outside London eltogeiher. This common cultire may well become much less
significant, particularly if there is only limited movement between London and
the regions. or between the ‘core’ departments and agencies,
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INTRODUCTION

The senior civil service is taken here to mean the 3000 or o men
and women, mainly university graduates, who occupy the key
advisory and top managerial posts. From thelr ranks are drawn
almost all the few hundred very senior ¢lvil servants who wotk most
closely with Ministers.

These are the people who plan and supervise the services cperated
by tens of thousands of their subordinates, or, increasingly, by
contractors in the private sector, Senioc officials - or Ministers
advised by themn - determine their subordinates’ terms amd
condilions of service. The quality of leadership provided by those
al the very top can fundamentalty affect (be character of the civil
service as a profession, its values and its morale. Leadership
embraces not only their ability to communicate, explain, motivale
{ftom the top downwatds (o the lowest levels. It also means their
ability to protect and promote the interests of {he civil service, as
ane among many other groups competing for resources, in relation
to ministers, Pacliament and public.

Some senior civil servanis also advise, of ry to advise, Ministers on
major policy issues, and implement or oversee the implementation
of Ministers’ decisions. The competence of these relalively few
people, and their working relalionships with Minisiers, can greatly
affect the ability of any administration to carry out its electoral
promises and to devise feasible new policies. This will be especially
true of any future administration which believes in public services
and which takes a pasitive view of the role of government.

It is worth stating clearly at the outset that the British sentor civil
service is among the best in the world. 11 is, rightly, an institulion
of interest to overseas visilors. Its characteristics are marketed
abroad through technical assistance programases. (See, for example,
recent publications and memoranda by former senior official Sir
Kenneth Stowe - Stowe, 1992.) It has several features in commen
with other government burcaucracies. As in France, Germany,
Canada, Scandinavia, it is a high-status, lifetime career profession.
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As in Japan, ils members come from a very limited range of
university backgrounds, As in olher Wesiminster-type pacliamentary
systems, the public accountability of civil servanls is primarily
through Ministers to Parliament, the result is that clvil servants are
relatively well-shielded from exicrnal scrutiny. However, as in New
Zealand or Denmark, the parliament has been trying actively to get
behind this shield. As in France, the most basic political and
constitutional retationships between the civil service and other
{nstitutions have changed litde in recent years, In general, the
contemporary British senior civil service has many of the
characteristics of a relatively newly-minled concept, the ‘seénior
execulive service': as identified in the United Stales and vatious
Commonwealth countrles, this has been described as being

"about introducing flexibility, improving management,
increasing the mobility of senior executives and eslablishing
and cultivating the idea of a coherent and clearty identifiable
group of senior execulives for various purposes.” {Halligan,
1990}

But in other respects Lhe British senior civil service is an exceptional
case. Virtvally all the posls which are key to ils operating style and
continuing development are in Lhe hands of well-cducated but
largely untrained ‘generalists'. Appointments and movements within
it are almost uniquely impervious to political influence. It has
preserved for itself the privilege of self-tegulation common to many
professions but unusual in the ficld of democratic govenument;
despite this, the government of the day has almost unlimited power
to change the rules if it wishes,

In the last decade the British civil service has been under great
pressure. First, it has been subject to a sustained series of allempled
thanges on a scele equalled only in New Zealang,

Secondly, it has been centrally involved in the Jongest continuous
petiod of government in Britain by the same party in modem times.
For most of this period, there has been no realistic prospect of
another party taking power and thus requiring the support of the
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civil service, In addition, the leaders of the government party have,
in a way unprecedented in Britain for politiclans in office, made
clear heit disdain for the civil service and its established values;
reducing ils size and influence have been official government'policy.
Floally, civil servants have been party 1o a serles of incidents in
which the behaviour of einisters has been stromgly crilicised on
ethical grourxs,

The senior ctvil service is not the only profession which has come
under attack in Britain. In several countries other than Britain neo-
liberal governmenis bave challenged what they see as (he obstructive
self-interest of the professions - lawyers, doctors, academics and
others. But the cost, the reach and (he competence of govemment
has been central to the neo-liberal agenda everywhbere. The long
tenure of the Conservatives in Britain has therefore meant that the
pressure on the civil service has been unusually susiained,

Social democrats commenting on the sendor ¢ivil service in the early
1990s face one difficulty in particular. They are likely to have two
rather gifferent agendas, On the one hand they recognise and deplore
the damage done lo every part of the public sector by the
indiscriminate onslaughts of the Thatcher and Major governimens,
and by what one official interviewed for this study described as their
"patent hatred of the civil service™

On the other haad, the socfal democrat should nelther ignore nor
reject all the changes of the past decade. If many of them were
politically motivated, others (sometimes the same ones) made good
managerial and political sense. The "New Public Managemen" has
addressed real weaknesses in many parls of the pablic sector. Too
many services, for oo long, were run in the interests of the
providers, individual and organised. The NPM raised basic questions
which needed asking: why should government be performing this
actlvity? If it s pecessary at all, could it not be done beter
elsewhere? If it must be done by government, could it be done more
efficiently? (Whether it could be done more effectively is a much
more complex question, the answer to which could well mean
devoting more, not less resources to it For these reasons it has
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attracied far less altention,} The civil service has undeniably made
progress in the pasl decade both in modernising itself and, more
recenty, in becoming more ‘customer-friendly’. Anyone dealing
regularly with Whitehall ¢an notice the difference,

But tesisting indiscriminate attacks should not mean uncritically
defending the status quo. In many crucial respects the senior clvil
service has changed litele, if at all, since 1945. As Peter Hennessy
constantly reminds us, one of the main changes since then has been
retrograde - the slow disappearance, without replacement, of he
gifted outsiders brought in during the war. (Hennessy, 1989). Senior
career patierns have changed hardly at all in the lasL 45 years. Most
senfor officials know little of the world outside Whilehall, The
Central Policy Review Staff was set up by Edward Heath in 1970
to supply the Cabinet with non-departmental, relatively long-term
advice, It was abolished by Mrs Thaicher because it did not fit with
her own idiosyncratic style of government; but the need for it
remains as great as ever. The number of external special advisers 10
Ministers has never risen above low double figures. The practices
and culwres of different departments are stili disturbingly varied, A
well-informed and basically sympathetic critic can still describe
senior administrators, in generai, as non-numerate. More broadly,
less sympathetic critics might observe at these levels a mindsel
blending self-interest, conservatism and cynicism - hardly he most
comstructive posture in which to confront our perilous future.

Many objections to the current changes may well be unjusdficd, But
if civil servants, wrongly or rightly, believe that their profession is
being dismantied it will be harder 1o persuade the nexe pencration
1o join it, Officials visiting universities as IECruiting agen(s may clo
more barm than good. Throughout the 1980s the civil seevice failed
to fill its quotas for graduate recruits. It is iikely 10 face major
problems as soon as the graduate job markel staris [0 pick up. As a
private employer volunteered to the House of Commons ‘Freasury
and Civil Service Commitiee (hereafter 'TCSC). how existing
employees are treated is "far more influeniial over the cancer choices
of slightly younger people™ than brochures, prescitilions and cifrivs
in career publications (TCSC, 1993). Al the sanw Hme, food people
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in the service still young enough to move will leave premawrely, as
hundreds did during the 1980s. One of the major questions of loday
is whether the ctvil service will still be an effective instrurmeat for
a future non-Consarvative government.

Another equally importanl question concems the constituional
position of the bureaucracy, in the sense of jts role and power in
relation to other political institutions and lo citizens. In Biitain,
issues of this kind are uvsually weated as academic, literaly and
figuratively. This is pattly because we are not very comforlable with
this kind of discoutse, partly because in alering the procedurss of
government the adminisiration of the day normally has almest lotal
discretion, Govemnmenis have deen able (o tinker with the stucture
and working of the civil service with little outside interveation,
Today, however, public interest in constitutional issues has resched
levels unknown for many years. There is a widespread discontent
not only with the performance bul alse with the style and ethis of
government. Developments such as Charter 88, and the publication
of a draft constitutton for the UK by IPPR, have alerled citizens to
the need to take less on trust in the exercise of govermmental power.
To put it simply, and as surveys show, (hey no longer trust either
politicians ot civil servanis, (Bevins, 1993)
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5. CONCLUSION

An informed public debate has yet to begin about the clvii service
in general. At present there are few signs thal any of the apposition
parties have any views, let alone any policies, relaling to the civil
service. A recent major study of the changing attitudes of the
Labour party to the ¢ivil service concluded that

"the Labour party, as il enters the 1990s, does nol possess a
detailed and coherent plan for Whitehali reform.., Rather than
bringing forward well-thought-out proposals of its own,
Labour, when il has paid any attention at all, has in many
respects simply been reacting 10 the initiatlves and actions of
the Conservative government..." (Theaksion, 1992)

Remarkably, the Labour party has so far had nothing 1o say to the
Treasury and Civil Service Committee {although Mr Kinnock's
former adviser Charles Clatke offered some commenis on a personal
basis). The Liberal Democrats hed a section called "Reforming
Westminster and Whitehall" in their autumn policy document Here
We Stand: Proposals for Modernising Britain’s Demtiocracy, but this
fell far shott of a worked-out programme either for changing or
sustaining the civil service.

The lack of effeclive critiques by opposition parties may pethaps
relate to one of the main points made by Mc Clarke in his evidence;
that Her Majesty’s Opposition has no access to or knowledge of
developments in governmeni superior to those of ordinary citizens.
This matters all the more as the number diminishes, culside the
government party, of people wilh earlier first-hand experience of
Whitehall, Such people are likely to have a much fuller
undecstanding of tre kind of issues discussed in this study, They
will have an important role in both helping to articulate objeclions
to destructive changes and rmaintaining outside pressure for
constructive ones, The issues are too imporlant, not only for those
who are governed, but also for those who hope (6 govem them, to
be neglected.
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The primary (ssue is the importance of preserving a professional
civil service. Thig does not mean a ‘permaaent’ civil service, not
one in which people are expected to spend a working lifetime. It
does mean an inslitution whose valves and standards are appropriate
to the tasks it has to perform, are clearly articulated and are
subscribed 10 by those who work in or with it, even if only
temporarily, The skilis required in government often do not differ
from those required in business, The main differences lie in the
ways thoge skills are used and the values that undertie them.

A professional civil service needs the expertse and the self-
confidence 1o give Ministers the advice they require (even if they do
not always welcome such advice). 1t has to accepl that the final
authority {8 with Ministers. But although ils duties are to the
government of the day, it should not ignote the longer term - by
when that governmemt may be out of office - nor its own
professicnal standerds,

Reciprocally, an effective clvil service in a democracy needs
knowledge and understanding both of other organisations and of the
people whom it is helping 10 govern. It must not be a monastic
order,

In the past decade the British civil service has been subject to rmany
changes, The immediate point is not whether any of them are
welcome or not, It is that, taken together, they put enormous
pressure, extemal and intermal, on the senior civil service. They
affect the environment in which sendor civil servants ply their trade,
the nature of that trade, the pattern and indeed the concept of careers
in it.

Some developments are certainly undesirable. Chief among (hese are
the attitudes struck and language used from ihe fisst days of the
Thatcher administration, which have soured relations, and damaged
the working relationships, between Ministers and civil servants, In
the climate thus created, it is not surprising if many officials are less
than enthusiastic in their responses to govemment inltiatives,
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Some developmenis are at best questionable, The fragmentation of
the civil service, and a growing tendency to think of government as
no more than & bundle of loosely linked contract-based services,
could dissipate the capacily to think in terms of the public interest
broadly conceived.

There has been a loss of mutual confidence and respect between
Conservative ministers and many officials. This has gone so far that
it is hard to see how an effeclive working relationship can be rebuilt
without a change of govemment. A new, non-Conservative
government ought very early on to decide and to make explicit its
poticy lowards the senior civil service which it inherits. For a start,
it should make clear that there has been a radical change in the
climate, and the assumptions, underlying policy 1owards the civil
service, The climale should be suppordve, the assumptions positive,
Sir Robin Butler, and any future head of the civil service, should
maintain the high public profile which he has rightly set. But nol
only he should make speeches about the merits of a civil service
career, the worth of lhe civil service profession or the need for
enlightened personnel management, Ministers too must show that
they think these things imporlant.

Ministers will alse need to make clear thal they respect the
professionalism of civil servants, in a double sense. Civil servants,
a8 experts, have reliable advice to offer about policies and their
implementation; as professionals, (hey also have obligations to do
or not to do certain things, including offering advice which
Ministers may find uncongenial. Ministers should understand the
difference belween their partisan supporters and thelr neuiral
officials, Officials do not and canaot shate all ministerial objectives,
eg wianing the nexi general or by-election. Ministers can ignore
civil servants' advice, but they should not try to suppress it nor put
pressute on civit servants to give differenl advice. (None of this is
new. Tt ought not to need saying, Unfortunalely, it does.)

Unless ministers take civil servants seriously, able psople will have
little interest la joining the clvil service. If they want o be
managets, they will bave much more scope for leaming and

. SIS —

i P —— e+




140 MINISTERS AND MANDARINS

pracusing their skills in the private sector, If they want to influence
public policy, they have wider opportunities - as journalists, policy
analysts, lobbyists, academics or even as MPs,

One specific step in recognising the professionalism of the civil
service would be lo recreate a separate post for bead of the
profession, In the present climate, the efforts of the head of the civil
setvice to articulate the {nterests and concems of his colleagues are
bound to be compromised by hig dual role as cabinel secretary. It is
a nice question whether the service gains - because its titufar head
is also the mwost powerfu! single official - or loses by this
combination. A senior colleague as permanent secretary of OPSS
and head of the civil service wouid be equally bound to implement
‘Lhe govemment’s policies towards the civil service. But his or her
independent exislence would al least symbolise the likelibood that
the government would get frank (and possibly uncongenial) advice
about implementing those policies. On balance, and in present
clrcumstances, the change ssems worth making.

B}xt it will nol be enough for civil servants simply to assert teir
right (0 be respected as professionals. They will have [0 earn that
respect by making a rumber of other changes. Some of these have
long been familiar to would-be reformers. More movement between
Whitehall and other occupations, greater political influence on senior
appointments, more training, greater specialisation, have been
proposed from all parls of the political spectrum many times during
the past seventy years. Even the notion of competition and limited-
term contracts for senior posts has been in circulation for at least a
decade (Plowden, 1985a). The Cughton report could be the
springboard for many of these changes, if implemenied with
conviction. It could also go a long way to quell the suspicion that
the senfor mandarinate are preserving their own centra! sandeastle
while allowing the waves (0 wash away everyone ¢lse’s,

Movement in and out would dilute the lifetime career etement at the
op of the civil service and would enrich their collective
understanding of the world. A futnre goavernment could have more
confidence in the advice it received from its civil servants. Without
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this, the slimmed-down centre, with many functions lost [o agencies
or the private sector, would be at real rigk of becoming, a college of
academics.

Not every development should simply be left to take its own course,
Unrestricled competition could have damaging side effects, It could
destroy the professional civil service, with its manifes¢ strengths as
well as its weaknesses, wilthout putting anything satisfactory in its
place, To guard against this, {t would need o be treated ag part of
a package. The other components in this package would be the
creation of a genvinely open structure al the (op; much freer
movement within (his would allow career civil servants (o specialise,
while freer movement out of {and back into it) would allow them to
develop their specialisms in other sectors if néed be. (Greater
specialisation would also require differenl ways of working, in
particular more team-work.) More systematic career development,
and more training, would be necessary.

Realism is needad aboul the effects of some of these changes. In
one sense the civil service is undoubtedly breaking up. Agencies
may of may not survive, but while they do it has to be recognised
that in maost cases they do imply a separalion of management from
policy advice {(which is not 10 say of management from policy).
Agencies will alse become increasingly separate from each other.
Specialisation shouid therefore include specialisation in many
aspects of management; managers would make most of their careers
in agencies and related organisations oulside central government
altogether, Different kinds of specialist would make their careers in
the by then greatly-diminished centre.

If the career element in the centre is significantly tempered by
people brought in from cutside, it will be important o avoid the
"govemment of sirangers” syndrome which Hugh Heclo identified
in Washington DC (Heclo, 1977). Many at the top of Lhe future civil
service might have been in Whitchall for only fiReen, ten, five years
or less; they would not have gradually come to koow each other,
and the system, in the established manner through service in the
Cabinet Office, Treasury, Ministers’ private offices or inter-
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departmental meetings, Much more would need (o be done
deliberately fo foster a corporate spirit, by deveioping a systematic
training regime for senior people. Much more would also need 1o be
done, through the same means, to presetve an ethic appropriate to
government service, More intensive training for the senior civil
service is in general one of the needs most familiar and now most
overdue, Secondments, whatever their merils, are not an adequate
substitute. (The suggestion of more training is likely to be greeted
with greal scepticism by senior officials, because the idea of formal

training is so deeply counter-culturgl: all the more reason for acting
on it.)

These changes themselves, plus the fluidity which they would
introduce into the system, would be additional reasons for
strengthening the framework by two means which gre needed in any
case. First is 2 single consolidated cogde of behaviour, setting out the
respective obligations of civil servants and ministers. Secondly, this
should be set in a context of legislation; this could be as broad as
a conslitution for the United Kingdom or as specialised as a Civil
Service Act. Neither should try to peescribe in detail for every
possibility. But either should provide some certalnty and some Lrnits
o acceptable behaviour, both for individual officlals and for
govemnment,

Neither a code nor an act could regulate every detail of working
relationships between civil servants and ministers, But they would
at least clarify thelr outlines, They would tecognise and exprass the
necessary tension that ought to exist between these two BIOUPS: ONe,
whose time-horizon and ambitions are defined by the nexl general
election; the other, who know that whatever the election result most
of thern wil! still be in government. Clearer relationships should
contribute 10 better policy ovtcomes. They would reduce the chance
that ministers might require civil servants to act impropetly or in
ways that might make them unacceptable to future governments.
‘They would remind civil servants, and Ministers, of their obtigation
to offer unpopular advice when necessary, They would help to
clarify accountability issues. Questions of how to make the
executive as a whole more accountable are beyond the scope of Lhis
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study. But it has to be said that as Jong as governments can shelter
behind the broad shield of ministerial accountability to Parliameni,
there will remain enpormous grey areas in which, when things £0
wrong, the respective responsibilities of officials and their ministers
will remain quite obscure,

Few of the changes suggested in this essay seem likely to oceur
before a new government feplaces the present one, An incoming
government might be tempted 10 strengthen its hand by at least 3
selective cull in the senior ranks. It might need to do so, L
hypothetically, it proposed o take back prisons int¢ the publi
seclor it would be wise to consider replacing the director of the
Prisons Service. If it wished to reverse the centralising trend of the
past fifieen years, and to recreate a systetn of genuine local
government, such a policy 1o be credible would probably need some
changes in critical positions at the Departraent of lhe Environmen.
Other examples can be found, As the basis for these, and more
penerally, any govemment should follow the lead sct by the
Conservatives and should take an active and inteilipent interest in
the quatities of ils senior officials. Such an interest can and shoul.d
slart in opposition, for exampte by scrutinising the public
performancey of the now Jarge number of officials appearing befors
select committees - though this wounld be a better test if MPs could
improve the quaiity of cross-examination,

But in general it should not be assumed that the senior civil servicz
as & whole, even now, would not work as effectively for a non-
Conservative as for a Conservative government. A new govemment,
purposeful but pon-dogmatic, would almost certainly be welcomed
by Whitehali after years during which thinking about public policy
bas been crabbed and distorted by ideotogical strait-jackels. As 1
malter of histotical fact, elsewhere in the world even regimes
radically differeat from their predecessors have rarely foung it
necessary tolally to repiace the bureaucracies which they inherited.
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"Wilthin relatively short periods..,, bureaucracies once identified
with an earlier regime have become identified with its
successor 1o the poinl that a new counter-elite views it with
suspicion... The increased scale and complexity of government
makes it even less plavsible than in the past to pull up a
bureaucracy by the roots and plant a2 new one." {Wilson, 1993)

This is especiafly true in the case of Britain. The undeniable
strengths of the senior civil service, and its relatively non-partisan
character, make it an asset which any government should value and
build on.
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7. RECOMMENDATIONS

Sefection

@ (he coninuing over-representationr of Oxbridge in the fasi-

slream entry comipetition i3 not in itself & serious problem. But
Whitehall’s failure to reduce lhis to 'normal’ levels looks
ridiculous, A target should be set for increasing the share of
other vniversities to, say, 75 per cenl by the year 2000,

the fast-stream entry competition should be reviewed, as
recormmended in the Oughton report. in parficular, the question
should be asked how far a high {or low) mak in the
competition affecls subsequent careers.

Whitehall should develop some inlemal capacity for research
into afl aspects of the management of government. If this is not
in the Civil Service College, it should be in OPSS. It could be
parily staffed by social scienlists on inward secondments.

Careers

senlor officials collectively still have far too little first-hand
experience of the world oulside Whitehall. There should be
more movement between ‘advisory’ positions and other parls
of the public and private secton

despite this, the hopes of mobility between senior posts in
departments and in agencies are almost certainly misplaced.
Personnel policy should recognise that the characterstics of
agency “managers’ and of depantmental *advisers’ will continue
to differ and that thetr careers are likely to develop along
different lines.

the number of senior posts in central departments will continue
lo decline. The ‘open steucture’ should become more genuinely
opent s0 that career officials can seek job opporiunities
wherever they occur.
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® the processes for senior appointments are still 100 private and
tco informal, Many of the characteristics of permanent
secretaries have not changed this cenlury, Seleclive intemal
advertisement of vacant posts is not enough.

® some senior officlals will continue 1o spend virtually all their
careers in Whitehall. But the unbroken iifetime career should
no longer be regarded as the norm.

@  senior officials still receive (oo litle formal training. The OPSS
should ensure that it has full information about the quantity
and type of such training and should intervene if necessary (o
ensure that training targets arc mel by deparimenis,

® there are fewer wonen in senfor posts in Whitehall than in the
United States, Australia or Canada. The degree of varialion
between departments in this respect is indefensible. The
Oughton report’s proposed target of doubling the total fipure
by the year 2000 should be accepted.

® many very senior officials still lack, and are seen by their
colleagues to {ack, leadership qualities. This should be taken
into account in recruitment, training and promotion policies,

Filling Top Posts

@ the Oughton report on Career Management accepts that future
career pauerns will be more varied and recognises the need for
more public advertisement of top jobs, Though it is timid ia its
suggestion that less than 20 per ceat of top jobs should be
filled from outside, its recommendation that the case should be
constdered for advertising every top post has potentially radical
consequences. It should be accepted. The test will be in its
implementation. If too few appointments are made from outside
these will have no impact. The aim should be to advertise the
majority of jobs in the Semior Open Structure,
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the case for nof adveniising any Grade 3 post should be made,
in wrlting, to SASC; if approved by SASC, it shovid be
submilted to the Civil Service Commission. The case for not
advertistng Grade 2 and Grade 1 posts should be made, {n
writing, by SASC 10 the Civil Service Commission. The
Commission should have complels freedom o refuse
permission in any case.

however many posis are advertised, the processes for making
appointments following advertisement need clarifying and
opening up. People with experience of other pans of the public
seclor should be represented on SASC (in addition to business,
as proposed by Cughton). So should the Civil Service
Commission.

departmental Ministers, and the Prime Minister, should be
entitled to decline any nomination made by SASC, whether or
not followiag advertisernent. Their reasons for doing so should
be set out in writing and reported to Ithe Civil Service
Commission and to the reievant select commitiee, The same
procedure should apply where Ministers wish o aominate a
candidate of their own,

individual Ministers shonld be able o secure the removal and
replacement of senior civil service advisers with whom they do
not wish o work, The procedures for doing so should be
agreed and published. Well-established arrangemients in
Germany may provide a model. Any Ministerial intervention
of this kind should be reported to the Civil Service
Commission and published,

the head of the Civil Service Commission shouid be appointed
on terms simifar to those of the Complroller and Auditor
General. As with the C and AG, the holder should nol
normally expect 10 return (o a further post in Whitehals,
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® arrangements should be made (o enable sub-standard
petformers, those who have reached their career ceilings or for
whom there is no longer suitable employment, o retire
prematurely from the service. More care should be given 1o
‘managing’ such deparfures.

@ senior officials should be appointed

(1) onshori-term contracts; these would be normally renewed
except where appropriale posis were no longer availabie
or when an official’s pecformance was well below
standard, or

(2) subject Lo a specific period of notice, as recomnmended by
Oughton.

® if more posts arc to be opened up to outside compelition
serving civil servants musi be equipped to compele on equal
terms. This may require different, possibly more specialised,
career pallerns and mote intensive training, Special weight
should normally be given to he experience of former officials
applying to return o Whitehall,

® Ministers should be allowed, and encouraged, 1o employ more
outside policy advisers

® FParliament should exercise its right to scrutinise any senior
civil service appointment (hrough the relevant select committee
of the House of Commons

Remuneration

® pay levels may need to be adjusted vpwards to compensale for
diminished job security, Officials appolnted to agency posts
should be on the same terms as oulsiders. But in peneral il
should be acknowledged that the (otal remunecation of senior
clvil servanis is, by ali relevant standards, generous.
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®

performance pay seems unlikely (o have much relevance to the
effectiveness of seqior civil servanis,

The Rights and Obllgations of Clvil Servants

official guidance on the rights and obligations of civil servants
is inadequale. Such guidance should be consolidated in 3 single
published Code of Behaviour. The Code should provide for
appeals (o a suilable external authority,

the Code should remind officials and minisiers that it is (he
duty of officials to offer the advice thal they think appropriate,
not the advice that minislers wanl to hear, and that ministers
have at least a moral obligation to take such advice seriously,
even if they do not follow it

a statutory basis for the Code should be provided by a Civil
Service Law {which among other matters could provide for the
appointment of the head of the Civil Service Commission)

(he position of Head of the Civil Service should be separate
from that of Cabinel Secretary.

Accountability

even Whitehall now accepts that Ministers cannot be
accountable w Parliament for evecything, But the damise of
one conshitutional principle has not been maiched by the
development of another. Whether in relation 10 service delivery
by agencies, or 1o advising Ministers and implementing thelt
instructions, new ways are needed whereby officials can be
called to account, Major constitulional issues would be
involved, There has been litide sign of sericus thinking about
these questions by the government. [1 should now set up an
enquiry 1o do such thinking, If I will not, some indeperkient
body should take on the sk,




