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LXIRACT from Notes for Sir Edwarc Dridges' talk i~
"ON DEING A CIVIL SERVANT®

/ TEE CIVIL SERVANT A4ND HIS JO3

Sonie qualities of a nood adninistrator

(1)

(i1)

(iii)

(v)

(vi)

(viii)

Ability to work with others, Tact - patience -~ readiness to listen =
willingness to make concessions to achieve the best comppomise solution -
willingness to submit to overruling = sense of humour,

Team Spirit, Importance of sense of belonging to a nation~-wide service -
departmental patriotism is mot enoush - this forms par allel, at ofiicial
level, with doctrine of cabinet responsibility at mihisterial level -
"soloists", however brilliant, seldom successful in Civil Service - fatal
to aim at persobal prestige or limelight = it improves neither ones's wiork
nor one's prospects,

Intellectual honesty, Avoidance of prejudice and subconscious bias (or,

if that is impossible, a recornition of bias will emable it ot be consciously

discounted) - balance difficult to preserve, especlally 1in cases where a

decisinn will affect oneself personally - risk of "falling over backwards"

in endeavour to be completely upright - importance off not only being, but

of being manifestly secen to be, unififivenced by personal considerations.

Nevertheless a slisht risk of being influenced by pride in self-martification
- the test ( a difficult one) is to consider how you would decide the

question for others if you yourself were completely unaffected. Any bias
apainst a proposal that affects oneself amoiy others is less than fair to
fhose others affected - nevertheless, if one must fall at all, "falling

over backwards" is a more honest Erocess than the converse,

Clear thinking. Preservation of a sense of proportion - problems to be
considercd not in isolation but in their context as part of a wider pacture
and a general line of policy - ability to dig down quickly to essentials
and avoid entanglement an details,

Clear sgoakiqm and writing. Clear thought useless in practice without clieor
expression - be brief and siuple - av01d cliches and "cleverness® - read
before you think, think before you decide, decide before you write - den't
"argue out" your own doubts on paper.

Be nositive in giving advice, Tendency to "Hedge" in self-protection in case
view 1s rejected = no such black mark in such rejection = the adninistrative
probler: has no mathcematically Yricht" answer = the rejected solution may in
the emd prove to heve becn the better - don't hesitate to disagree with vicws
of cthers, cven 1f of hicher rank., Duty not merely to sun up pros and cons
but to give a lead and push problen at least one stage towards action,

(If you find your advice consistently rejected, ask yourself why? Are you
ignoring, perhaps, one whole class of consideration -~ ¢,g. failing to
conslder proportion betwecen rcans and end - suggesting steam hammers for
cracking muts - thinking too rwuch of neat Patterms where facts won't fit a
ncat pattern? - failing to comsider the sort of approach which your Minister
favours? - failing to consider the impact of your solution on rclated fields?)

Use your cdelepated authority, to the full = your job to take the 1load off
your senior officers, not to lean on them or shelter behind them - be
willin;; to take responsibility wherever possible even at risk of making a
mistake = kcep senior officers in touch with devclopements, but consult them
officially only on questions which cannot be resolvedl at your own level =
they will te¢ll you if you are teking too much on yourself.

Delegate to your juniors. Don't keep all the work in your own hands -
delagate to the maxitwun - consider the besf allocation of work —this spreads
th:e,load,,increases speed, makes life more interesting for staff,, givcs
them useful traiming -~ but keep a check om what is going am - safcty degends
on your good jud;ment of juniors' bapabilities = don't rely solely on their
zrading - renember you are responsible for their crrors = accept your .
responsibility and kkep their conf'idence.,




(ix) Welfare an® training, You arc head of a team - importance of a'happy
ship" = take personal interest in your staff - be approachable and a good
listener - know something of their Yersonal circumstances, family
surroundings, ete. - poor work or bad timekeceping may have its explanation
outside the office - dont't treat pedple as machines = training of staff
on job and their wclfere your responsibility - not to be left to Training
and Welfare Officers alone - condider how they are getting on throughout
the year, not merely when time comes to fill in report - poikt out faults
when this will help curc them but privately only - never criticisc one
in the presence of another - dontt forrmet to praisc good work as well as
criticise the bad - but nveid all a.pearance of favouritism,

(x) Putting the job first. Be willing to work as long and as hard as the
Job demands = but long hrars are a neccssary evil, mot a virtue in
themselves - a tradition that it was "not done" for administrative class
to work only normal hours, or to take their proper leave entitlement,
would reduce the efficicncy in the long run - but at present, and for
some years to come, pressure bound to be high aml some Jobs tespecially
in orbit of Ministers and parlismentary work) rust involve exceptionally
long hours amgd call for stamina and dislocation o f private life.

(Speed of working can be increcased, withégt skimping, by careful organisation and
planning, by delegation, by brevity of drafting, and by reaching decisions without
excessive'"brosding" . Second thoughts are not necessarily improvement on first reactions),



