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ON THE ORGANISATION OF THE PERMANENT
CIVIL SERVICE.

Wr now proceed to comply with that part of our Report,
instructions which states that, in connection with the —~——
inquiries which we were directed to make into each par-
ticular office, it is highly necessary that the conditions
which are common to all the public establishments, such
as the preliminary testimonials of character and bodily
health to be required from candidates for public employ-
ment, the examination into their intellectual attainments,
and the regulation of the fo;omotions, should be carefully
considered 56 as o obtain full security for the public that
none but qualified persons will be appointed, and that
they will afterwards have every practicable inducement to
the active discharge of their duties. - |

It cannot be necessary to.enter into any lengthened Importance of
argument for the purpose of showing the high importance the Permesient
of the Permanent Civil Service of the country in the
present day. The great and increasing accumulation of
public business, and the consequent pressure upon the
Government, need only to be alluded to; and the incon-
veniences which are inseparable from the frequent changes
which take place in the responsible administration are
matter of sufficient notoriety. It may safely be asserted
that, as matters now stand, the Government of the
country could not be carried on without the aid of an
efficient body of permanent officers, occupying a position
duly subordinate to that of the Ministers who are irectly
responsible to the Crown and to Parliament, yet pos-
sessing sufficient independence, character, ability, and
experience to be able to advise, assist, and, to some extent,
inff:ence, those who are from time to time set over them.

Tha.;1 fhe Permauent Civithervice, wi:.lh ail its defects, Imeﬁu ge-
essentially contributes to the proper dischar of the Jem ¥ 3>
functions of Government, has geen repeat.edl.y’;lp;e admitted knowielg=t
by those who have successively been responsible for the
conduct of our affairs. All, however, who have had Is defects
occasion to examine its constitution with care, have felt
that its organisation is far from perfect, and that its
amendment is deserving of the most careful attention,
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It would be natural to expect that o imgortant & pro-
fession would attract into its ranks the ablest and the
most ambitious of the youth of the country; that the
keenest emulation would prevail among those who had
entered it ; and that such as were endowed with superior
qualifications would rapidly rise to distinction and public
eminence. Such, however, is by no means the case. Ad-
mission into the Civil Service is indeed eagerly sought
after, but it is for the unambitious, and the indolent or
incapable, that it is chiefly desired. Those whose abilities
do not warrant an expectation that they will succeed in
the open professions, where they must encounter the com-
})etition of their contemporaries, and those whom indo-
ence of temperament or fhysical infirmities unfit for
active exertions, are placed in the Civil Service, where
they may obtain an honourable livelihood with little
labour, and with no risk; where their success depends
upon their simply avoiding any flagrant misconduct, and
attending with moderate regularity to routine duties;
and in which they are secured against the ordinary con-
sequences, of old age, or failing health, by an arrangement
which provides them with the means of supporting them-
selves after they have become incapacitated.

It may be noticed in particular that the comparative
lightness of the work, and the certainty of provision in
case of retirement owing to bodily incapacity, furnish
strong inducements to the parents and friends of sickly
youths to endeavour to obtain for them employment in
the service of the Government ; and the extent to which
the public are consequently burdened, first with the sala-
ries of officers who are obliged to absent themselves
from their duties on account of ill health, and afterwards
with their pensions when they retire on the same ples,
would hardly be credited by those who have not had
opportunities of observing the operation of the system.

It is not our intention to suggest that all public
servants entered the employment of the Government
with such views as these; but we apprehend that as
regards a large pro ortion of them, these motives more
or less influenced those who acted for them in the choice
of a profession; while, on the other hand, there are pro-
bably very few who have chosen_this line of life with a
view to raising themselves to public eminence.

The result naturally is, that the public service suffers
both in internal efficiency and in public estimation. The
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character of the :ndividuals influences the mass, arid it Report.
:s thus that we often hear complaints of .oﬁi.cml delays, ——
official evasions of difficulty, and official indisposition to
jimprovement. ~ .

here are, however, numerous honourable exceptions
to these observations, and the trustworthiness of the entire
body is unimpeached. They are much better than we
have any right to expect from the system under which
they are appointed and promoted. .

The peculiar difficulties under which the Permanent Dificalties of
Civil Service labours, in obtaining a good supply of men, the Civil Ser-
as compared with other professions, are partly nat
and partly artificial.

Its natural difficulties are such as these :—

Those who enter it generally do so at an early age, Youth of those
when there has been no opportunity of trying their fitness Yho ester i
for business, or forming a trustworthy estimate of their
characters and abilities. This to a great extent is the Abecnce of
case in other professions also, but those professions supply =
a corrective wphich is wanting in the Cinl Service, for as a
nan’s success in them depends upon his obtaining and re-
taining the confidence of the public, and as he is exposed to
a sharp competition on the part of his contemporaries, those
only can maintain a fair sition who possess the requisite
amount of ability and industry for the proper discharge of
their duties. The able and energetic rise to the top ; the
dull and inefficient remain at the bottom. In the public
establishments, on the contrary, the general rule is that
all rise together. After a young man has been once ap-
pointed, the public have him for life ; and if he is idle orin-
efficient, provided he does not grossly misconduct himself,
we must either submit to have a portion of the public busi-
ness inefficiently and discreditably Performed, or must place
the incompetent person on the retired list, with a_pension,
for the rest of his life. The feeling of security which this peying of se-
state of things neccssarily engenders tends to encourage cariy.
indolence, and_thereby to depress the character of the
Service. Again, those who are admitted into it at an vLimited ex-
early age are thereby relieved from the necessity of those perience ot life.
struggles which for the most part fall to the lot of such as
enter upon the open professions ; their course is one of

uiet, and generally of secluded, perfortnance of routine

uties, and they consequently have but limited oppor-
tunities of acquiring that varied ex rience of life which is
so important to the development of character.
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Report. ~ To these natural difficulties ma be added others arising

—— from what may be called artificial causes. '
Effects of pa- The character of the young men admitted to the publie
trousge on 87 service depends chiefly upon the discretion with which the
heads of departments, and others who are entrusted with the
distribution of patronage, exercise that privilege. In those

cases in which the patronage of departraents belongs to their

chief for the time being, the appointments which it com-

monly falls to his lot to make are either those of junior

clerks, to whom no very important duties are in the first

instance to be assigned, or of persons who are to fill re-

gponsible and highly paid situations above the rank of the

Fintappoint- ordinary clerkships. In the first case, as the character and
ment of junior_ gbilities of the new junior clerk will produce but little im-
- mediate effect upon the office, the chief of the department
is naturally led to regard the selection as a matter of small

moment, and will probably bestow the office upon the son

or dependant of some one having personal or political claims

upon him, or perhaps upon the son of some meritorious

public servant, without instituting any very minute in-

quiry into the merits of the young man himself. It is
true that in many offices some iind of examination is pre-
scribed, and that in almost all the person ap inted 1s in
the first instance nominated on probation; but, as will
presently be pointed out, peither of these tests are at
Routine cha-  present very efficacious. The young man thus admitted
racter of thelr g commonly employed upon dutics of the merest routjne.
Many of the first years of his service are spent in copying

apers, and other work of an almest mechanical character.

n two or three years he is as good as he can be at such
an employment. é The remainder of his official life can
only exercise a depressing influence on him, and renders
the work of the office gistast.eful to him. Unlike the
pupil in a conveyance:’s or 8 cial pleader’s office, he not
.~ only begins with mechanical abour as an introduction to
labour of a higher kind, but often also ends with it. In
Promotoaby the mesntime his salary is gradually advancing till he
" reaches, by senioritg, the top of his class, and on the oc-
currence of a vacancy in the class above him be is
promoted to fill it, as a matter of course, and without any.
regard to his previous services or his qualifications. Thus,
while no pains have been taken in the first ipstance to
\ secure a good man for the office, nothing has been done
after the clerk’s appointment to turn his abilities, whatever
Superior sp | theymay be, to the best account. The result naturally

—
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is, that when the chief of the office has to make an &
pointment of visible and jmmediate importance to the

Repptt.

given to strane

efficiency of his department, he sometimes has difficulty 1oz

finding a clerk capable of filling it, and he is not unfre-
quentf obliged to go out of the office, and to appoint some
one ofy high standing in an open profession, or some one
distinguished in other walks of ife, over the heads of
men who have been for many years in the public service.
This is necessarily discouraging to the Civil Servants, and
tends to strengthen in them the injurious conviction, that
their success does not depend upon their own exertions,
and that if they work hard, it will not advance them,—if
they waste their time in idleness, it will not keep them

back.

posts ; and it cannot be denied that there are a few situa-
tions in which such varied talent and such an amount of
experience are required, that it is probable that under anﬁ
circumstances it will occasionally be found necessary to fi
them with persons who have distinguished themselves else-
where than in the Civil Service. But the system of appoint-
ing strangers to the higher offices has been carried far
beyond this. In several departments the clerks are regarded
as having no claim whatever to what are called the staff
appoiutments ; and numerous instances might be given in
which personal or political considerations have led to the
| agpointment of men of very slender ability, and perha

o 1uestionable character, to situations of considcrable
emolument, over the heads of public servants of long
standing and undoubted merit. Few public servants
would feel the appointment of a barrister of known emi-
nence and ability to some important position, like that of
Under Secretary of State, as a slight, or a discouragement
to themselves ; but the case is otherwise when some one-
who has failed in other professions, and who has: no re:
commendation but that of family er political interest, is
appointed to a Librarianship, or some other such- office,
the duties of which would have been far better discharged'
by one who had been long in the department, and to
whom the increased salary attached to the appointment:
would have been a fair reward for years of faithful service.

It is of course essential to the public service that men Saff appoint-

of the highest abilities should be selected for the highest ™

One more peculiarity in the Civil Service remains to be Fragmentars
noticed. It is what may be called its fragmentary cha- e seron.

racter. o
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Report.  Unlike the Military and Naval, the- Medical, and the
—— Commissariat Services, and unlike even the Indiam Civik
_ Service, the public establishments of this country,. though
- comgrising a body of not less than 16,000 persons, are
regulated uﬂPon the principle of merely departmental pro-
motion. Each man’s experience, interests, hopes, and
fears are limited to the special branch of service in which
he is himself engaged. The effect naturally is, to cram
the energies” of the whole body, to encourage the growt
of narrow views and departmental-,prejudices,- to limit the
acquisition of experience, and to repress and almost ex-
tinguish the spirit of emulation and competition; besides
which, considerable inconvenience results from the want
of facilities for transferring strength from an office where
the work is becorning slack to one in which it is increasing,
and from the corsequent necessity of sometimes keeping
up particular departments on a scale beyond their actual
requirements. ,
How best to aving thus touched upon some of the difficulties with
obtain proper which the public service is beset, we come to the considera-
enfor ¢3¢ tion of the problem, What is the best method of providing
B ive. it with a supply of good men, and of making the most of
them after they have been .admitted
e first question which here presents itself is, Whether-
it is better to train young men for the discharge of the
duties which they will afterwards have to perform, or to
take men of inature age, who have already acquired ex~ -
perience in other walks of life ?
Better to train | OUF Opinion is, that, as a_general rule, it is decidedly
young men  best to train young men. Without laying too much stress
mmﬁ,ﬂ" on the experience which a long official life necessarily
fessiona, brings with it, we cannot but regard it as an advantage of
some importance. In many offices, moreover, it is found
that the superior docility of young men renders it much
easier to make valuable public servants of them, than of
those more advanced in life. This may not be the case
in the higher class of offices, but is unquestionably so in
those where the work consists chiefly of account business.-
The maintenance of discipline: is also easier under such
circumstances, and regular habits may be enforeed, which
it would be difficult to impose for the first time upon older
men. To these advantages must be added. the important
one of being able, by proper regulations, to secure the
- services of fit persons on much more e¢onomical terms. A
young man whoﬂnas not made trial of any other profession-
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will be induced to enter that of the Civil Service by a Report.
much more moderate remuneration than would suffice to ——
attract him a few years later from the pursuit of one in
which he had overcome the first difficulties and begun to
achieve success; while to attemEt to fill the ranks of the
Civil Service with those who had failed elsewhere, and
were on that account willing to accept a moderate salary,
would be simply to bring it into discredit. It cannot be
doubted that, even in the absence of proper precautions
for securing good appointments, it is more probable that a
fair proportion of eligible men will be found among a
pumber taken at their entrance into life, particularly if
pains be bestowed upon them after their appointment,
than among an equal number taken after some years of
unsuccessful efforts to open another line for themselves.
The temptation to jobbing, and the danger of decidedly
improper appointments being made, is also considerably
less in the case of the selection of young men than in that
of persons more advanced in life.
he general principle, then, which we advocate is, that Princigle o
the public service should be carried on by the admission Thich the pab-
into its lower ranks of a carefully selected body of young should be re-
men, who should be employed from the first upon wor cruited.
suited to their capacities and their education, and should
be made constantly to feel that their promotion and
future prospects depend entirely on the industry and
ability with which they discharge their duties, that with
average abilities and reasonable application they may look
forward confidently to a certain provision for their lives,
that with superior powers they may rationally hope to
attain to the highest prizes in the Service, while if they
prove decidedly incompetent, or incurably indolent, they
must expect to be removed from it.

The first step towards carrying this principle into effect Examination -
should be, the establishment of a proper system of exami- 32 probation.
nation before appointment, which should be followed, as "
at present, by a shorf period of probation. The neces- .
sity of this has been so far admitted that some kind
of examination does now take place before clerks are Examinations
‘adnitted into any of the following offices :—The Treasury, diredy beld.
tl_me Colonial Office, the Board of Trade, the Privy Coun-
cil Office; the Poor-Law Board, the War Office, the Ord-
nance Oftice, the Audit Office, the Paymaster General's
Office, the Inland Revenue Office; the Emigration Office,
and some others.  Tliese exaniinations vary in" their cha-
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racter;  in some offices more is required than in others,
and in some cases what is required will be more rigidly
enforced by one set of Examiners than by another.

The preliminary examination of candidztes for civil em-
ployment, however, cannot be conducted in an effective .
and consistent manner throughout the Service, while it 1s
left to each department to determine the nature of the ex-
amination and to examine the candidates. Some on whom
the duty of examining devolves feel no interest in the
subject ; others, although disposed to do their best, are
likely to entertain erroneous or imperfect conceptions of
the standard of examination which ought to be fixed, and
to be unable to apply it properly after it has been settled.
The time and attention of the superior officers are fully
occupied in disposing of the current business of their re-
spective departments. To do this in a creditable manner
will always be their primary object ; and as the bearing of
the subject under consideration upon the efficiency of their
departments, although very important, is not of a direct
or immediate kind, and is not likely to have much effect
during their own tenure of office, what has to be done in
reference to it will either be done by themselves in a hur-
ried and imperfect manner, or will be le{?bg them to their
subordinate officers to be dealt with at their discref :on.
In a large department, in which numerous candidates | ave
to be examined, want of time will prevent the sup :or
officers from giving the subject the attention it deser es;
and other matters, although of infinitely less real cc ase-
queuce, will have the precedence, because they press,
and must be disposed of at the moment. Moreover, a
large proportion of the persons appointed to a public de-
partment usually counsists of young men in whose success
the heads of the office or the principal clerks take a lively
personal interest, owing to relationship or some other
motive connected with their public or private position; and
an independent opinion is hardly to be expected from an
examiner who is acting under the orders of the one, and is
in habits of daily intercourse with the other. A public
officer ought not to be placed in a situation in which duty
might require him to make an unfavourable report under
such circumstances. Lastly, even supposing every other
circumstance to be favourable, it is impossible that each
department, acting for itself, can come to such just con-:
clusions in regard to the nature of the preliminary exa-
nination, or can conduct it in such a fair, and effective,
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and consistent manner, as would persous having the ad- Report.
vantage of a general view of the subject as it affects — ——
every public department, and who should bave been
selected for the duty on account of their experience 1n

matters of this description.

We accordingly recommend that a central Board (Central Board
chould be®constituted for conducting the examination ecommended.
of all candidates for the public service whom it maﬁ
be thought right to subject to such a test. Suc
board should be composed of men holding an indepen-
dent position, and capable of commanding general con-
fidence ; it should have at its head an officer of the rank
of Privy Councillor ; and should either include, or have
the means of obtaining the assistance of, persons expe-
Henced in the education of the youth of the upper and
middle classes, and persons who are familiar with the
conduct of official business. It should be made impera-
tive upon candidates for admission to an appointment, |
(except in certain special cases which will presently be !
noticed,) to pass a proper examination before this Board,
and obtain from them a certificate of having done so.

We are of opinion t{:at this examination slIJ%uld be li:: Nature of the
all cases a competing literary examination. This ou | o
not to exclude careful previous inquiry into the age ol e
health, and moral fitness of the candidates. W here introduced.
character and bodily activity are chiefly required, more,
comparatively, will depend upon the testimony of those
to whom the candidate is well known; but the selection
from among the candidates who have satisfied these pre-
liminary inquiries should still be made by a competing
examination. This may be so conducted as to test the
intelligente, as well as the mere attainments of the can-
didates. We see no other mode by which (in the case of
inferior no less than of superior offices) the double object
can be attained of selecting the fittest person, ami of
avoiding the evils of patronage.

For the superior situations endeavours should be made
to secure the services of the most promising young men
of the day, by a competing examination on a level with
the highest description of education in this country. In
this class of situations there is no limit to the demands
which may ultimately be made upon the abilities of those /
who, entering them simply as junior clerks, gradually
rise to the highest posts in them, To obtain first-rate
men, it is obvious that recourse should be had to com-
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Report. vpetition. It would be impossible to im upon. each

fp-:— g:ndidate for a clerkship, g)so a positive test?s:f hll): fitness

for the appointment, the necessity of passing an exa-

mination equal to that of first-class men at the uni-

versities ; but if, on the occurrence of a vacancy, it is

found thata number of candidates present themselves,

of whom some are capable of passing such an exa-

mination, there can Ee no reason why the public

should not have the benefit of such men’s services, in pre-

ference to those of persons of inferior merit. It may be

repeated that no other means can be devised of avoiding

the evils of patronage, which, if, in this case, less ob-

jectionable because of the comparatively small number of

superior appointments, is much more objectionable in its

effects on the public business of the country.

The examina-  Our proposal is not inconsistent with the a ropriation

tions should be of special talents or attainments to special gg artments

tosecurethespe- of the public service. In the case, for example, of the

cial e subordinate grades from which collectors, surveyors,

tieular branches secretaries, jumior commissioners, and other superior

of the public  fFoerg of the Revenue departments are usually selected,

the nature of the examination should be adapted to the

object of securing the scientific and other attainments

which are so important to the efliciency of these great

national establishments. In the same way provision might

be made for securing the peculiar attainments to be re-

quired of persons to be employed in the Foreign Office,

and in the diplomatic and consular services ; and in respect

to offices of account, arithmetic and book-keeping will be
principally insisted on.

The competi- It next becomes a question, whether the competition

B eeeifis. Which we have proposed should take place on the occasion

appointments. of each vacancy, or whether there should be periodical

! examinations. We are of opinion that it would be

' desirable to adopt the latter alternative. There are.

eculiar advantages in a system of periodical examinations.

t economizes the number, and also the time of the ex-

aminers, who, instead of being overworked half the year,

have their cmploymeut regularly distributed. It is also

Mode in which More convenient to the candidates themselves. We propose,

periodical ex-  therefore, that examinations should be held at stated times;

aminsthle s that an average having been taken of the number of

count. situations of the class contended for, which periodically

fall vacant, it should be announced, before the com-

mencement of each trial, how many gentlemen were
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to be elected for admission into the public service on Repors.
that occasion. The election havnpg paken place, those -—
who have succeeded should be distributed among the
offices to which appointments are.to be made, on the
footing of probationers. The precise mode in which
the successful candidates should be allotted to the
several departments will require some consxderatlon.; but
there will be no difficulty in it which may not easily be
overcome. One obvious course of proceeding would be
to send to each department a list of those who are selected
for appointments, leaving to the head of each office to
choose from among them as vacancies occur. Or it might
be thought desirable that the Board of Examiners should
‘recommend particalar men to particular departments,
according to their capacities, the head of the depart-
ment in each case exercising his discretion in accepting
them or not; or the choice might be given to the
candidates themselves, some restriction bein . lmpose.d
o prevent any from choosing offices for which their

culiar education had not fitted them. If more have

n elected (in order to maintain the average) than
there is immediate demand for, they shoult.i be sent as
supernumerary clerks to the offices in wlych the wo.rk
happens to be the heaviest, unless there is any special
service upon which they can with advantage be tem
rarily employed, or they might wait to take their turn.

As vacancies occur from time to time before the next
general examination, the supernumeraries should be ap-
inted to them, and, if the whole have not been placed
efore that time, it will only be necessary to Exa_t; e the
next batch the smaller. It would be desirable To0 retain Probation to be
the probation as at present, rendering it more efficient by reained.
precise reports of the conduct of the probationers. _

In the examinations which we have recommended, we Competing ex-
consider that the right of competing should be open to open to all.
all persons, of a given age, subject only, as before sug-

sted, to the necessity of their giving satisfactory re-
geerences to persons able to speak to their moral conduct
and character, and of producing medical certificates to
the effect that they have no bodily infirmity likely to
incapacitate them for the public service. It is only by
throwing the examinations entirely open that we can
‘hope to attract the proper class of candidates.

- The choice of the subjects to be comprehended in the Ssbjects of the
examination, as well as the mode in which the examina. ™™o
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tion should be conducted, so as to diminish the labour by
eliminating such candidates as have obviously no chance
of success, should, of course, be left to the Board of Ex-
aminers. We will therefore only indicate the advantage of
making the subjects as numerous as may be found practica-
ble, so as to secure the greatest and most varied amount of
talent for the public service. Men whose services would
be highly valuable to the country might easily be beaten
by some who were their inferiors, if the examination were
confined to a few subjects to which the latter had devoted
their exclusive attention ; but if an extensive range were
iven, the superiority of the best would become evident.
sides, an opportunity would be afforded for judging in
what kind of situation each is likely to be most useful;
and we need hardly allude to the important effect which
would be produced upon the general education of the
country, if proficiency m history, jurisprudence, political
economy, modern languages, solitical and physical geo-
graphy, and other matters, besides the staple of classics and
mathematics, \were made directly conducive to the suc-
cess of young men desirous of entering into the public
service. . Such an inducement would probably do more to
ﬁken the progress of our Universities, for instance,
than any legislative measures that could be adopted.

It would' probably be right to include in the examina-
tion some exercises directly bearing upon official busi-
ness; to require a pregis to be made of a set of papers,
or & letter to be written under given circumstances; but
the great advantage to be ex ected from the examinations
would be, that they would elicit young men of general
ability, which is a matter of more moment than their
being possessed of any special ac uirements. Men ca-
pable of distinguishing themselves in any of the subjects
we have named, and thereby affording a proof that their
education has not been lost upon them, would probabl
make themselves useful wherever they might be placet{.
We have before us the testimony of an emivent public
officer, who was for many years connected with one. of
the chief departments of the State. He writes thus :—
« During my long acquaintance with the Office, I
¢ remember four, and only four, instances of young men
« being introduced into 3 on the ground of well-ascer-
« tained fitness. Ido not venture to mention any names,
« but I confidently affirm- that the superiority of those
« four gentlemen to all the rest was such as to.extcrt
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« the acknowledgment of it from their rivals, and to Report.
« win the high applause of each successive Secretary of ~——
« State.” .

We feel satisfied that by the measures which we have
suggested for ascertaining the fitness of each person be-
fore his appointment, the most marked anq important
improvement may be introduced into the public service.

e must remark that there will be some cases in which Cases in which
examination will not be applicable. It would be absurd :,m’-‘“‘i“m o
to impose this test upon persons selgcted to fill the spplicable.
appointments which have n previously spoken of

hder the name of staff appointments (see p.7 ), on
account of their acknowledged eminence n one of the
liberal professions, or in some other walk of life. We
think, however, that the circumstances under which any
perdon is appointed to such an office should always be
placed on record by an official correspondence between
the department to which he is assigned and the Board

of Examiners; and we would also suggest for con-
sideration the expediency of making an annual return

to Parliament of the names of persons who may be so (
appointed. ] o

n dealing with the lower class of appointments, it will The examina-

be necessary to make provision against the difficulty 1ower class o
that if the examinations were all held at one place, a sproiatments
large proportion of those who might reasonably become ™
candidl;tea would be deterred from presenting themselves

by the expense of the journey. If the scheme of
examinations were more favourable to one locality than
another, there can _be no doubt that it would soon be

set aside as unjust. We propose, therefore, that an
arrangement should be made for holding examinations

in various parts of the United Kingdom. A staff of
assistant examiners might be formed ; or the services

of competent men might be engaged from time to
time, or recourse might be had to the machinery of
the Education Department of the Privy Council, for
the purpose of holding district examinations at stated
periods. Due notice should be given of the times
and places at which such examinations are to be held,
and all persons intending to compete should be required
to send in their names by a certain day. The exami-
nations should all take place on the same day.—the
examination papers. being sent to each localitéy by the

u

same post, as is done in the examinations conducted by
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the- Education Department; and the papers, with the
work of the candidates, being returned to the Central
Board, which would cause them to be examined in
the manner adopted at the Privy Council Office.® The
required number should then be selected as probationers
for the various appointments to. be filled. The precise
arrangements will, however, require much consideration,

~and we are of opinion that they cannot properly be

posal o subje
to subject
public appoint-
ments to com-
petition made
by the Govern-
ment of Lord
John Russell in
1846.

Age of sdmis-

sion.

determined otherwise than by experience, such as the
proposed Board of Examiners, acting in concert with
the Chiefs of the several Departments, would speedily
acquire, We have satisfied ourselves, by communicationg
with persons whose official position enables them to form
sound opinions on the subject, that there will be no
formidable difficulty in making the necessary arrange-
ments to meet the vast majority of cases. Mr. John Wood,
the Chairman of the Board of Inland Revenue, has, as far
as he was able, acted on these principles in the selectiom
of Excisemen; and the experiment has succeeded in a
manner which is highly encouraging to further attempts
in the same direction. -

A suggestion to bestow a proportion of the. inferior
appointments in the ﬁubh'c service upon the Pupils in
Schools connected with the Privy Council, was made by
the Government of Lord John Russell in 1846, and a
Minute was passed by the- Education Committee upon
the subject. No effect having been given to this Minute,
it was repealed by the Education Committee under Lord
Derby’s Government, as being inoperative. LIt is obvious -
that no mere Minute of a Committee of Privy Council
could give effect to such a scheme unless taken up as a
part of the general policy of the Government. |

With regard to the age of admission, we are of opinion
that in the case of candidates for superior situations the

* As the process adopted by the Education Department of the Privy
Council may not be generally known, it is well to state that the papers
of the candidates in all of the country are sent to the Central O&Gea,
where they are so accarding to subjects, and sent to different In-
spectors, e.g., all the papers in Arithmetic to one, all in History to
another, and so forth. Each Inspector assigns a number of marks to
each paper, according to its merit. ‘The papers are then returned ;
those of each candidate are put together again ; the total number of
marks which he has obtained. is ascertained; and the candidates are
finally arranged according to the result of the comparison.
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limits sbould, as a general rule, be 19 and 25; in the case .Report.
of candidates for inferior offices, 17 and 21. —

. : Best mode o
Having thus completed our suggestions as to the best maim'ziuing"

mode of obtaining a proper supply of public servants 1 ;. "oz 2y
the first instance, we Eave next to offer some remarks on of an office.
what appears to gs tg be the best mode of regulati:ag their
employment, and their promotion, so as to maintain the
eEcxezcy—' of the office at the highest point. .

As we have already spoken of the importance of esta- feptration of
blishing a proper djstinction between intellectual _and from mechani-
pechanical labour, we need ofler no further observations cal labour.
on this most vital point. The proper maintenance of such
distinction depends more upon the discretion and manage-
ment of the chiefs of offices and those immediately below
them, than upon any general regulations that could be
made by a central authority. We consider that a great
step has been taken by the appointment in several offices
of & class of supplementary clerks, receiving uniform
salaries in each department, and capable therefore of
being transferred, without inconvenience, from one to
another, according as the demand for their services
may be greater or less at any particular time; and we
expect that the moveable character of this class of officers, .
and the superior_standard of examination whica we have
proposed ft%]he highér class, will together have the effect
of marking the distinction between them in a proper
manner. .

We are aware that a measure has sometimes been Questionofs

recommended, which, if adopted, would have the effect of P76 °%°*
establishing to a certain extent the separation which we

have spoken of;—we mean the creation of a general

copying office, common to the whole or most of the de-
partments in the neighbourhood of Whitehall, at which all

of them might get their copying work done at a certain

rate of payment by the piece.

e are, however, not prepared to recommend the Messre not
adoption of such a measure. Copying is not the only recommended.
work of a mechanical, or nearly mechanical, character
which is performed in the public offices. A great deal of
work_of various kinds, such as registering, posting accounts,
keeping diaries, and so forth, may very well be done by
m.xpplgmentary clertks of an inferior class under the
direction of a small number of superiors. Such work,
however, could not be sent out of the office ; and even
with regard to copying, it would be found thu{.) several
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Report. offices, which would be included in the proposed arrange’
ment, would object to sending out a large proportion of
their letters for that purpose, and that a great deal of
copying is done in books which could not conveniently be

arted with, Hence it would be necessary, even were
the copying office established, to maintain a class of sup-
plementary clerks in each office in "additien to it, of else-
the clerks would be employed pearly in the same manner
as at present, that s to say, without 8 Proper distinction
between intellectual and mechanical duties.

Transfer of Another point to which the attention of the chiefs of

clerks from o1 gffices shou})d be called is, the importance of transferring

d
opher. ™% he clerks from one department of the office to another, SO .

that each may Eave'"ﬁﬁ‘épp&ifﬁimfréf fiaking mimself
master of the whole of the business before he is called
upon, in due course of time, to take 8 leading position.
proper system of transfers, according to fixed rules in each
office, and insuted by periodical reports to the chief, must
exercise 8 beneficial influence ‘both upon the clerks them-
celves, and upon the general efficiency of the establishment.
Periodical reports upon the manner in which each clerk has
been employed, <hould be made to the chief of the office. -
Promotions, The advance of salaries in the public service is regu~
snd increase &% Jged upon & twofold principle. Each man, on being
appointed to & clerkship in & particular class, receives for
the first yesr, and in some cases for the first two Of thiee
years, what '3 called the minimum salary of that class,
 fter which his salary increases, by. a certain annual in
crement, to what i8 called the maximum salary ; thatis to
say, if the ininimum be 1004. a year, the maximum 3001.,
and the annual increment 15/., the clerk receives 100l. in
the first year, 1154 in the second, 130% in the third, and.
so on till his salary reaches 300l at which point it must
remain stationary unless he is promoted: to 8 higher class.
He may, however, at any time, whether before or after:
attaining the maximum salary of one class, be promoted
to a higher on the occurrence of a vacancy, if he is con-
sidered deserving of such promotion, am{ he will imme-

diately thereupon begin to receive the minimum salary of
the higher class, and to advance therefrom by annual incre-
ments, without reference to the amount he was previously
receiving. The theory of the public.service is, that the
annual increase of salary from the minimum: to the maxi-
mum of the class, i8 given as matter of course as the reward
of service, and with no reference tothe comparative merits
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of the individuals ; but that promotion from class to class
is the reward of merit, or rather that it is regulated by a
consideration of the public interests, and that those only
are to be transferred from one/class to a higher who have
shown themselves capable of réndering valuable services
in it.. This salutary principle is, however, in practice
often overlooked, and promotion from class to class, as
well as the annual rise within the class, is more commonly
regulated by seniority than by merit. The evil conse-
quences of this are too obvious to require lengthened
comment : it is, perhaps, more important to point out some
of the difficulties which lie in the way of amendment.

Report.

If the opinions of the gentlemen engaged in the Civil Ot:.lc--r:::i.o::-:l
Service could be taken on the subject of proinotion, it szsinst prome
would probably be found that a very lali%e majority of tion by merit.

them would object strongly to what 1s called 1promot:ion
by merit. The reason they would assign would be, that
promotion by (so called) merit would usually become
romotion by favouritism. The effect of the system of
Separtmenta; patronage has been to inspire the clerks in
each office with a feeling of jealousy towards any one
who is supposed. to enjoy the especial favour of the chief
of the department, or, still more, of the principal perma-
nent officer in it. Constituted as our official system now
is, men feel, and not unreasonably, that the recognition
of their merits, even within their own departments, is ex-
tremely uncertain, and. that there is no appeal to any
public tribunal if injustice is done them there. Even in
an open profession a consciousness of unrecognized merit
will sometimes weigh a man down, though he has always
the hope that the justice which is denied him in one
uarter will be done to him in another. In an office, if a
clerk fails to please his immediate superior, he is probably
condemned to obscurity for his whole life. The Parlia-
mentary chief who presides over the department for a
few years, and who 18 overwhelmed with business, can, as
a general rule, know nothing of the merits of individual
clerks in the lower ranks of the office, except through the
permanent officers at its head. Now, setting aside cases
of actual favouritism, there must be many instances in
which the chief permanent officers fail to perceive, and
properly to bring into notice, the valuable qualities of"
those beneath them. A man may be timid and hesitating in
manner, and on that account may be passed over as dull,
in favour of some one by no means his supe:;ior in real
2
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Report. worth, but hawinimore address in recommending himself';

Regulations
respecting it

pro

or, on the other and, the chief officer may have taken a
articular fancy to some young man on his first entrance
fato the department, and may have thrown in his way
special opportunities of advancing himself, which others
have not had. All such cases are watched with jealousy
even now, and if promotion by seniority were wholly set
aside, without the introduction of proper safeguards, they
would be the cause of still more discomfort. .
It ought, therefore, to be a leading object with the
Government so to regulate promotion by merit as to pro-
vide every possible security against its abuse ; and for this
gt;rpose we are of opinion that the following system should
adopted: Ou the occurrence of & vacancy in any class,
the Chief Clerk, or other immediately superior officer,
should furnish the Secretary of the department with a
return of the names of a certain number (in no case less
than three) of the Clerks at the head of the class below,
accompanied by a special report upon the services and
qualifications of each. In case there should be in the
lower ranks of the class any man of merit decidedly supe-
rior to those above him, his name, with a note of Es
qualifications, should be added. The Secretary should
make what remarks he thinks proper upon the list, and
should then submit it to the Igea of the Office, who
should select the person to be promoted, and should make
out and sign a warrant for his promotion, setting forth the
grounds upon(which it is made. A book should be kept
in every office, in which should be entered the name and
age of each Clerk or other officer, at the time of his
appointment, the dates of his examination, first appoint-
ment, and subsequent promotions, together with notes of
all the reports made upon him from time to time, either
on the occasions afforded by the occurrence of vacancies,
or at other times, in consequence of some special instance
either of good or ill behaviour. A reference to this book
on the occasion of promoting to vacancies will enable the
Head of the Department to form a tolerably correct esti-
rate of the merits of each individual. It may be noticed
that such a book is kept, with very good results, in the
Commissariat Department. -

.:fnnu]:l increass With regard to the annual increase of salary, we are of
faalary t0 . opinion that 1t would be right to require that each clerk,

cate.

before becoming entitled to receive the addition, should
produce a certificate from. his immediate superior, that he
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has been punctual in his attendance, and_ has given satis- Report.
faction in the discharge of his duties, during the preceding ~ ——
ar. Such certificates are required from the heads
7 rooms in the Ordnance Department, and from each
Tnspector in the Audit Office. They would ordinarily
be given as a matter of course, but the knowledge _that
they might be withheld would be useful 1n maintaining
discipline, and in enforcing regularty of attendance,
whicﬁ in some cases is & matter of difficulty, the oqu -
nalties which can at present be iplpgsed for }rregulanty
g:ing those of suspension and dismissal, which are too
severe to be applie unless in aggrt.wated instances.

The subject of pensions and retired allowances 13 ON€ Superannuation
intimately connected with the matters treg.tgd of in this ;“ogdﬂ':g“
aper. We are aware that it is receiving separatc pensions, and
consideration from the Government, and we therefore fonorary dis-
abstain from entering upon it so fully as we should other-
wise have done. e desire, however, to call attention
to the importance of establishing an uniform and consis-
tent system of regulating the amounts to be granted to
superannuated public servants, with reference to the
character of their service. Whatever decision may be
taken as to the maintenance of the superannuation deduc-
tions, or of the present scale of retired allowances, we
presume that the course now followed in the Treasury,
of apportioning the pension of each individual with some
reference to the character he has borne and the abilities
he has displayed, will still be pursued. *As, however, the
Superannuation Committee in the Treasury changes with
every change in the Administration, and as no systematic
record of the merits of public servants is kept at the
Offices to which they are attached, the application of the
principle, which has been rightly laid down, is attended
with much difficulty, and with an amount of uncertainty
which deprives it of much of its value. '

The want of encoura ement in the form of good service
pensions and honorary istinctions, is also severely felt in
the ordinary Civil branch of the public service, which is the
Oﬂlrv one in which these classes of reward are not dispensed.

It is obvious that the proposed Board of Examiners
might be turned to good account in supplying these defects.
Du hcat?s of the books which we have recommended to
be kept in the separate Offices should be transmitted to
:..he Department. of Examination, which should also be

urnished with all information relating to promotions and
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Report. other matters beariglg on the services of the officers im.
= each department. No grant of superannuation allowance
or good service pension should be made hy the Treasury
without a previous report from the Board of Examiners
embodying this information.

By this system, not only would greater certainty be
jntroduced into the superannuation. business, but a de-
gree of consistency would be given to the whole scheme
of promotion by merit, which would, we think, ensare
its success It would also have this further advantage,
that it would serve to direct the attention of the Govern-
ment to the merits of individual clerks,—mnow seldom
known be{ond the sphere of their own offices,—and would
thus enable it to select deserving persons from the ramks
of the public service to £l important_situations which
might become vacant. It is to be hoped that in future, if
any staff appointment falls vacant in an office in which
there is a deserving clerk well qualified to fill it, his
claims will not be passed over in favour of a stran@er;
but this principle might advantageously be carried further,
by filling the appointment with a person from another
office, if there is no one in the department itself qualified
to take it; and there might often be occasions in which
the advantages of encouraging public servants, and at the
<ame time introducing fresh blood into an office, might
be combined ; as, for instance, by filling a staff appomt-
ment in office A by the transfer to it of a meritorious staff
officer from office B, and then ‘supplying the vacancy
éaused in office B b;‘v( the a;gointment to it of one of the
most deserving clerks in office A. The extent to which
this principle could be carried into effect must, of course,
depend upon circumstances, and upon a careful observa-
tion of its working ; but we do not see why it -should -

not be tried.
Summary of Upon a review of the recommendations contained in
our recommen- this paper it will be seen that the objects which we have
princt '

Eig.lly in view are these :—
1. 'To provide, by a.proper system of examination, for
the supply of the public service with a thoroughly
efficient class of men.

9. To encourage industry and foster merit, by teaching
all public servants to look forward to promotion according
to their deserts, and to expect the highest prizes in the
service if they can quali themselves for them.

3. To mitigate the evils which result from the fragmen-
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tary character of the Service, and to introduce into it some Report.
clements of unity, by placing the first appointments upon
an uniform footing, opening the way to the promotion of
public officers to staff appointments in other departments
than their own, and introducing into the lower ranks a
body of men (the quplementary clerks) whose services
may be made available at any time in any office what-
ever.

[t remains for us to express our conviction that if any Necesity for
change of the importance of those which we have recom- Ja A% of **
mended is to be carried into effect, it can only be success-
fully done through the medium of an Act of Parliament.

The existing system is supported by long usage and pow-'
erful interests ; and were any Government to introduce
material alterations into it, In consequence of their ownr
convictions, without taking the precaution to give those
alterations the force of law, it is almost certain that they
would be imperceptibly, or perhaps avowedly, abandoned
by their successors, if they were not even 8/ owed to fall
into disuse by the very Government which had originated
them. A few clauses would accomplish all that is pro-
posed in this paper, and it is our firm belief that a candid
statement of the ufrounds of the measure would insure its
success and popularity in the country, and would remove
many misconceptions which are now: prejudicial to the

public service.

- StarroRD H. NORTHCOTE.
November 23, 1853. C. E. TREVELYAN.




