
I EX~LP..ACT fron NODes for Sir Edwarcl Dride;es' tc.1k : ­

liON BEING- A CIVIL SERVANT;; 


I THE CIVIL SF-RVAN1' AND HIS JOJ 
I 

Some 	 qualities of a ;::;ood administrator: 

(1) 	 Abi1.itl t~~vork witl!.. otl~!'_o Tact - patience - reudiness to listen ­
willingness to nmke concessions to uchieve the best cor,lpronise solution ­
willingnes~, to submit to overruling - sense of hUJ;lOur. 

(ii) 	 Team Spirit. Importnnce of sense of belonging to a nation-wide service ­
departmental patriotisr.l is not ellouGh - this forDS par allel, at official 
level, 'ivith doctrine of cabinet responsibility at mihistorial level ­
11 soloistsll 

, however brilliant, seldom succes :;ful in Civil Service - fa tal. 
to aim at i)ersobal prestige or limelight - it ir.lpl'oves neither ones's wdlrk 
nor onels prospects. 

(iii) 	 ]!l.tellectual hones.Jzo Avoidance of prejudice and subconscious bias (or, 
if that is iniJOssible, a reco:=;nition of bias will enable it ot be consciously 
discounted) - balance difficult to pr6servc, eSlc'ccially in cases vvhere a 
decisinn will affect oneself rersonally - risk of "falling over backwnrils ll 

in endeavour to be COI:l.iJletely uprizht - inport;::,nce 0:f1 not only being, but 
of beine l:mnifestly seen to be" ul1i.flfluenced by personal considerations_ 
Ncvertheless a s1i;:;:ht risk of being inf'lucnccO by pride in self-mQrtification 

- the test ( a difficult one) is to consider how you woulc1 decide the 
ql1.cstioIl for others if you yourself were completely unaffected. Any bias 
8.i-,8.inst a proposal that affects oneself 1:l,I;.101lt; others is less than fair to 
tllof3e-eyc.hers affected - nevertheless, if one must fall at all, "falling 
over backvwrds l1 is a more honest process than the converse. 

(iv) 	 Cle0r _j;J:ti~i$_ Preservation of a sense of proportion - j,Jrobleras to be 
considered not in isolation but in their context as part of a wider pmcture 
and a General line of policy - ability to diG down ~uickly to essentials 
and avoid entanelm~ent ~n details. 

(v) 	 Cle~s12eakiI\') and writin,g. Cluar thought useless in practice without c:~e~:.1" 
erpression - be brief and sirilple - avoid cliches and "clevernessll - read 
before you think, think before you decide, decide before you "rite - don't 
11 nr[:,ue outll your own doubts on l?aper. 

(vi) 	 Be )ositivc in givinz._~dvice. Tendency to "Hedge" in self-protection in case 
view is rejected - no such black l:lark in such rejection - the adninistrative 
problel:l has no rr.athCLmtically 1i1"ight" answer - the rejected solution mny in 
the cri] prove to bave been the better .. don't hesitate to disae;ree with vicws 
of others, evcm if of hicher rank. Duty not merely to sum up pros and cons 
but to ~:ive a lead and push ~~)roblera at least OnD tmvnrils £i.ction. 
(If you find your ndvice consistcnt~ rejected, ask yourself why? Are you 
ignoring, l)erhai,)s, one whole class of consideration - 0.6. failing to 
consider proportion betwecn r;J.(:mns ana end - sUGgesting steam hammers for 
cracking nuts - thinkine too I:1Uch of neat ~attcr:as "here facts won't fit a 
neat pattern? - failing to consider the sort of approach ".hich your Minister 
favours? - failing to consider the ~1i?act of your solution on related fields?) 

(vii) 	 Use your deleGated authorit~. to the fu+l - your job to take the load off 
your senior officers, not to lean on them or shelter behirld them - be 
willinc to take responsibility wh(;revcr possible even at risk of Daking a 
mistake - keep senior officers in touch with devclopements, but consult them 
officially only on questions which cannot be resolv<.::dl at your own level ­
they will tell you if you are taking too much on yourself. 

(viii) 	 De~egate to your juni.2F1!- Dontt keep all the work in your own hanus ­
delaGate to the maxir,lum - consider the best allocation of work -this spreads 
thh e, lond, ~ iDDreases speed,. rankes life more interestiDg, fOIr staf:f, ; gives 
thaa useful... tra~ - but keep a check om what is g01:og OlDl. - so.:f'ety depends 
on your good jud[)ilent of juniors' ba.pabilities - don't rely sohly on the ir 
(~radil1[; - rcwe:mber you are responsible for their errors - accept your 
responsibility and keep their confidence. 



(ix) 	 Welfare i:.ndt_ tra~ning. You are head of a tewn - importance of a ''happy 
ship" - take pcrson'll interest in your staff - be approachable and a good 
listener - know sOIJ.etbing of their :tersonal. circurastances, fa,mily 
surroundings, etc. - poor work or bad timekeeping TJay have its explanation 
outside the office - don't treat pemple as ~chines - training of staff 
on job and their ~wlf'E',re your responsibility - not to be left to Training 
anil Welfare Officers alone - condider how they are getting on throughout 
the year" not 1'1crely when tine comes to fill in report - point out faults 
when this will help cure them but privc.tely only - never criticis(; one 
in the presence of nnother - don't forGet to praise good work as well as 
criticise the bnd - but a void 0.11 n)pearance of Ilavouritism. 

(x) 	 Putting the job first. De:; willing to work as long anfi as hard as the 
job demands - but long hwrs are a necessary evil, not a virtue in 
thGDselves - a tradition that it was lImt aone" for administrative class 
to work only nornal hours, or to take the ir pro:t")er loD. ve entitlement" 
would reduce the efficienqy in the long run" but at present and for 
some years to come, pressure bound to be high am SOLle jobs ~especiallY 
in orbit of Ministers and parliamentary work) Dust involve exceptionally 
long hours and call for stamina ana dislocation 0 f private life. 

(Speed of working can be increased, with~t skimping, by careful organisation and 
planning, by delegation, by brevity of drafting, ana by reaching decisions without 
excessive "bror)ding" • Second thoughts are not necessarily improvement on first reactions). 


