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APPENDIX A.

GXTRA PAY FOR EXTRA WORK.

r. TinTox having asked Mr, J, C. Stowart the following question : —

5. In view of a rule that oxists in the Sorvice, that the permanent clerks of
Jepartment may be omployed in another after hours and paid extra therefor ; is -
it not somewhat of & hardship that tho clorks in your branch, who ovince so much
diligc?ce, should be required to work after hours without some additional remuner-
ation . :

Mr. Stewart sont in the following memorandum in relation thereto:— '

1 can hardly answer this question without goingl,: at somo length into the whole
quostion of extra allowances in the Civil Service. For many years I have had to
viow this questien thoughtfully from overy aspect, and no one, perhaps, has combated
more strongly than myeelf, both hy teaching and example, the abuses for years
oxisting in tho Service in the administration of extra pay. In tho abstract I do not
advocate nor approve of extra pay to employés in any institution, belioving that the
employés salaries should bo so graded as to provide for variations in tho probable

_amount of work expected of each, and that & meve temporary pressure of work

affords to a clork an opportunity of displaying his assiduity and devotion, which, in
a perfectly organized service—whore roward wont by morit—would bo soon followed
by fairly earned promotion. The Civil Service is, howover, a wholly different body
from tho employés of any other institution, and it is idle to eeck to govern it by rules
which would be applicable to bank clerks br clerks in mercantile emplol;;. One Civil
Servico Act governs all Departments, no matter how difforont the work or roquire-
ments of the various Departmonts. _One uniform rule governs the hours of attend-
ance, and it may fairly be assumed that so long as all Departments aro governod b

. one and the same Act, an equal portion of his time, say from 9:30 to 4 daily, is

oxpected (lm ]:;n average, by the country, from every civil servant (thatis, tho general
v of clorks). - . . . s . e

, )The claus(? of the Civil Service Act of 1868 forbidding oxtra pay to “ any clerk
for any duty performed in his own Department,” i8 intelligible enough when viewed
in the light of the chief abuse which the clause was intended to remedy, which I
understand to have beon the state of things under which the preparation of . the
Public Accounts was year after year deferred to so late a period that it could only be
accomplished by extra attendance on the part of the compiling ‘officers, who then
claimed extra pay for work allowed by themselves to fall into arrear. -

. A far greator abuse was, however, not only left untouched by this Act, but was
actually fostered, if not created, by its provisions until it grew into what was little
short of & scandal in the Service.  The veto against the allowance for extra- pay for -
work done by a elerk in his own Dopartmeént was soon rogarded as implying that no
clerk should be expected to do any extra work in his own‘De;Bn-tment, and as there
was nothing to prevent the employment of clerks from other Departments, a gyatem
came into vogue of the mutual employment between various Departmonts of each
other’s staff after offico hours,—a system dumaging to the usefulness of the clerks

- themselves, thus allowed to think that the Government had no right to demand their

sérvice after 4 o'clook when necessary, one leading to the clerksfixing their thou;f)l;:s
rather on how they could get employment after 4 o'clock than on how they could best
discharge their duties before that hour, and one, I kuow, leading, it not to the
creation, cortainly to the undue prolongation of work of the charaoter designated
“ extra work," and paid for by tge hour as such. - The olerks in my own office were

4t one time (before 1873) allowed to undg&ake extra work in another Department,
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~ of othor civil gervants, the additional month being one of very groat strain on their
pewers,  Iam awaro that todifferent Dopartments may attach, within general limits,-
: : 384 , ) :
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and it has been mentioned to me that as. they walked in to that Department the
clorks, or somo of them, whose duty..they wont to porfcym at 60 conts an hour,
walked out to go to yet anothor Dopartmont, there to get oxtra pay for assisling in
other work. Yot this was, and still is, allowable under tho law. 1 do not say that
it is still practised ; I merely mention tho weakness in the Act. If anything of the
kind should bo forbidden by the Statute, it should rathor be, my exporience suggosts,
the omployment and paymeont by one Department of clerks from another Depart.
ment. : . e )
If bond fide * extra work ™ has to bo done (and with conscientious supervision
mero arrears or temporary pressure can never justify the titlo “extra work "), how
much better to let those do it svho are familiar with tho books, and no abuse is possible
if the suporvizing officer be not a sharor in tho oxtra pay (a position I have always
taken, although at perfect liberty to have included my name as a shaver in the oxtra
{;uy for six successive ycars allowed to my staff), if payment be by the picco and not
y tho hour, and if thero Lo a clearly defined schemo showing what is to be regarded
a8 legitimale daily work, and what extra work.

Tho Post Oflico Act requires that interost shall bo computed and added to -

dopositors’ balancés on the 30th June in each year. While the work cannot be antici- -

ated, noither can it bo oxtended over an indefinite timo, to be performed during the
“Intorvals of routine work during regular office hours, it demands the utmost despatch
in its completion, becauso tho current business of making repayments to depositors
cannot be intorrupted, and every withdrawal during the progress of balancing is at
a risk of dangerous error beinyg subsequently found.  To narrow this pefiod of risk,
closo attention during prolonged hours in the hotlest month in the year is exacted
from the clerks engaged in the work. To meet the contingoencies of absence, either
from illness or from alleged inability on the plea of ill-health, on the part of any
member of tho staff, to conform to the long hours of attendance exacted, I am of
opinion that the performance of this duty must bo met by a direct payment to each
clork in proportion to tho amount of extra work done., :

Tho systom of book-keeping followed in tho Post Offico Savings Bank admits of
the daily work throughout the year being carried on with a minimum of clorical
foree, and, therefore, at a minimum of cost for salaries, but imperatively demanda the
prompt and immediate balancing of the depositors’ accounts at the eloso of the year,
50 that thero may be no interruption of business with depositors whilst the balancing
is in progress. It has nover yet been posgible to put the wholo staff of tho Savinis
Bank on the annual balancing, ono or more having beon absent owing to ill-health,
and others having proved incompetent (from inexperience) to undertake it. Never-
theloss, as those by whom the work was done, though at a considerablo tax to them-
selves, received proportionately larger remuneration therefor, (the absent and not
%}mliﬁcd clerks getting none) they felt it no bardship to do their follow-elerks’ share.

1

nless mot, however, by a direct payment, it would be useless to expect those who

do the work to see, with patience, certain of their fellow-clerks leave the office at four -

o’clock, on the plea of ill-health (or, worsoe still, because not fully competent), while
* they themsclves were compelled to remain night after night until ten or oleven
o'clock, and not only until thoir own shares, but those of the absentecs also, were
finished. There are one or two thoroughly corapetent and valuable clerks now in tho
Savings Bank branch, who are physically unable to undertake their shares of the
annual balancing, their health boing unequal to long hours and close application in
hot, gas-lighted rooms in the month of July. .To exempt these clerks from extra
- attendance and to compel their fellow-clerks to prolong their attendanco on that
account, would but invite pleas of ill-health and placo a premium upon inefficiency,
and the consequonces wou{(,l eventually be disaster to the work of the Savings Bank
at a most critical time, N - e -
It cannot be held to be just that the olerks in the Savings Bank branch should

be required to give what is equivalent to 13 months’ work against 12 months' service
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different conditions as to hours at certain seasons of prossure. Apart from the labour
of balancing tho ledgers in July of ecach year, sufllciont oxcoptional conditions already
attach to employment in the Post Office Savings Bank, whose staff, of the 14 statutory

- holidays observed by other Departments, cujoy but four (being those which aro
clozely held both in Ontario and Quebee).  For instance, to-day is a civic holiday in
this city, aud the Savings Bank, so far as I can see, is the only branch in the Service
whoso ontiro staff is in attendance, as on othor days, being so for two reasons: 1Ist.
The moro fact of its being & civic holiday in Ottawa does not justify the withholding
from dopositors all over gntario and Quebee, of monoy applied for; and 2nd. Two
days work could not be compressed into ong, to-morrow. further, at cortain seasons
tho current work is very heavy, and necossitates long hours of attendance—notably,
for instance, in the month of August last, when, as oxplained in my answer to the
last question, the work doubled in volume. Yot tho stafl regard those latter draw- -
backs—the loss of holidays, and prolonged hours_whon the work is heavy, as
unavoidable incidents of employment in tho Savings Bank, and seck no compensation
thevefor, . SR :

Whilo the Civil Servico Act of 1868 forbids additional payment being made to
any clerk, for extra work done in his own Department, it may bo stated that this
Act was framed before tho Post Office Savings Banks were organized, and it was only
some time after the passing of tho Act that it was found that its provisions would
operate against the performance of tho annual balancing on the same principlo as
that followed in the English Post Offico Savings Bank, adopted s the modol of that
in Canada, and where the annual balancing is porformed by tho regular staff, during
extra hours, and paid for by the picce, as described in the following extracts from
reports on the subject by the English Post Oftice Authorities, : ,

Extract from 6 Report by Messrs. Scudamoro and Chotwynd, dated 31st October,
1862, pagos 147-8. . ; : . N

‘’As this work will be very large in amount, and must always be completed in a
limited time, say within the month of January, it is obvious that, in fixing the ordi-
nary forco of the Department, no provision can bo made for it, and that it must bo
performed by a special forco employed for the oceasion, or by a part of the ordinary
forco during extra hours and for extra pay. It would be casy, of course, to obtain
oxtra forco for such a purpose, but the cost of such a force would exceed the cost of
employing the ordinary force during oxtra hours. It would always be casy to find
in the ordinary force a sufficient numbor of men who had had experience of similar
duties and who would be fully trained for the'work from the moment of commence-
ment; but tho members of any special forco which might bo obtained would require
some instructions beforo they could commence, and as it would be almost impossible
to obtain the same men specially in cach succeeding year, a dpart of overy month of

"anuary would b lost, and additional cost would be incurre in training inexperi- -
enced and therefore inefficiont members, Tho objection, perhaps the chief objection,
to the employment of ordinary.force on oxtra work, rests on the fact that it is usually
very difficult to supervise the work, and to preserve tho proper distinction betweon
that which should be dono in the ordinary hours and that which should be dous in
the oxtra hours. But this objection would not apply in the case now under consider-
ation, The work of computing annually the interest due to each dopositor, and of
balancing his account, miglht be paid for by tho piece, under which mode of payment
thore would be no room for evasion,”. .. .. n :

Extract from a Roport by Lord Stanloy of Alderley, the Postmaster-Genoral, to
the Lords Commissioners of Her Majesty’s Treasury, dated 15th December, 1862:—

Connected with tho subject of providing for the work of the Savings Bank
Department, & question is raised_b Messrs. Scudamore and Chetwynd as to the
means by which that portion of the duty relating to the computation of iuterest duo
to dopositors should bo performed. They propose to provide for this duly by em-
ploying officers on the establishment at oxtra work, in proference to making pro-

_vision for it by an nddition to tho rogular force. Although objection has been held,
and, T think, rightly so on principle, to tggs system generally of. extra work, especi-
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ally when performed by officcrs of tho offico to which the work appertains, I thing
thet, under the peculiar circumstunces represented in the report, the present is on
. of those special cases to which such an ahjection cannot proporly apply, and in whi
an exception to what is"pow tho gono-al rule may be safoly and advantegeous
made. The work is of a nature that must necessarily bo performed after the usj
official hours; it will also have to bo po:formed at one period only of the year, au
within a limited timo. It cannot, therefore, well bo provided for by any permanex
addition to the regular force, and, as it is quite distinet from the ordinary surre
business of the Savings Bank Department, there is not that objection which migh
othorwise exist to the work being "provided for as recommended. I propose, ther
fore, to adopt the proposition, and to pay the officors the same rate of remunerati
- a8 that to be paid in the caso of temporary clorks, and on the same principle.”

Extract from an ¢ Epitome of Chunﬁos of System introduced subsequently 4
1862, by A. C. Thomson, Controller of Post Office Savings Baunks, dated 3l;
December, 1870 :— A

“In the roport of 1862, the month of January was mentioned as the peris
within which this work would probably be done by a special force employed for th
occasion, in addition to the ordinary force, during extrs hours. But since the yex
1864, tho work has nover occupied more than twenty days; and on two occasionsif
‘was done still more rapidly, vig,, by tho 21st January, 1868, and the 18th January
1869. To tho lattor dato the prdctice of obtaining the assistance of officers in othe

- branches of the General Post Offico was continaed; but in January, 1870, when fu
the first time the work was ontirely entrusted to the ordinary forco of tho Depat
ment, it was finished by the 26th of that month.”

For four years—from 1869 to 1872—the Department endeavoured not to conflix
with the provisions of the Civil Service Act, and employed oxtra assistance, ani
clerks from other Dopartments, but it was found to bo impracticable to continuo th
systom, tho character of tho work dono was untrustworthy, and the access to book:
of a confidential charactor by irresponsible persons, was found to be objectionabl
Nevertholess tho throwing on the unassisted staff of the braunch, of the entire labo,
was felt to bo a severe oxaction, and, unless accompanied by compensation, an unjus

-one, In 1873 the principle was adopted, and has since beon followed, of employin
the Savings Bank Staff alone, and (up to 1878 inclusive) of paying for the work ats
scalo of *“somuch” per account balanced, the superintending officer not sharing it
tho payment, and the scheme being such as to exclude the possibility of improprietj

.in anig shape. . - -

or the last two years no payment has been made to the Savings Bank staf

the Government considering such” payment to bo contrary to law. I suggested s
amendmont to the Civil Service Act last session, but my suggestion was not favorably
entertained, acd no provision was mado for tho annual balancing of 1880. .-The Civi
Service Aot would have allowed the omployment of clerks from other Dopartments
but the experionce of 1869, 1870, 1871 and 1872, was fatal to that plan, I hadm
recourse, thorefore, but to subdivide the many thousand accounts vequiring treat
ment, among the regular staft; and—no pay being allowed —I was unable to excus
any from his full share, on any plea whatever. More than one was unable to work
after six o'clock; onc absolutely broke down, and his medical attendant forbade his
__working extra hours; another was absent, ill, for a fortnight ; others (recent appeint
monts), without the incentivo which a payment in proportion to the numbor of &

- counits balanced would croate, failed to qualify themselves to take up the work intell:
gently and promptly. Al these circumstauces caused delay,” and the ‘work which,
in other years has been finished, and tho printed rosults of the year's business pub
lished, on the 14th July, is still (23rd August) unfinished, and what is more unsatis
factory, tho period during which error arising from overpayment was possible has

- been prolonged in a critieal dogreo. 'f!a? . Y -

believo I am not wrong in taying that the)* extra work” devolving on the
stafl of the Savings Bank branch in connection with the annual balancing of -the
: : ' - 886 ’ :
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ledgers, differs from any so-called “extra work" which the staff of other Depart.
ments are evor called upon to perform. -

The ledgors in tho Government Savings Bank in the Finauce Department are
entiroly different, not boing original books at all, but copies, simply for purposes of '
andit, of tho original ledgers in the hands of tho local agents.

- In view, therefore, of the fact, that the oxtra work involved in balancing doposi-

tors' ledgors on the 30th June annually, is a labor which cannot, from its naturo, be -

begun before the 30th June, aud must then bo undertaken and pressed forward with
all possible despatch, as it is impossible that it can be done during rogular office
hours, as it has no connection whatever with the regular offico work, which fully
occupios tho entire timo of the staff daily,—as the stafl of the Lranch could be
veadily rolieved of tho labor by the employment, sanctioned by law, of clerks from
- other Departments, and yet-dare not bo relioved on account of tho confusion and
blunders resulting from the employment of outside assistance,—I regard it asa
hardship that the Savings Bank stafl’ should bo required to do this extra work
without additional remuneration, allotted-prorata among the slerks who do tho
work.

API'ENDIX B.

Circular lotters having been sont to tho Man’agenﬁof the Bank of Montreal, Bank
of British North America, and the Canadian Bank of Comnmerco, onclosing a form of
questions as below, the following roplies were duly received :—

~ BANK OF MONTREAL.

e FELET

Questions for Bank Managers. .

1. What number of clerks havo you 7—253, including mossengors and porters.
2. At what age do they enter your service?—At about the age of 18 years.
3. At what pay do they enter 7—At the rate of $200 por annum.
4. Does their pay increaso, .or are they promoted by routinc, soniority or
seloction ?—If the record is of fair average, the increase is at the rate of 850 per
annum each half year, in May and in November, until thoy reach $500 to $600 per
“annum. After that it depends upon the ability and zeal developed and exhibited.
Promotion goes by merit. ‘ - o
5. What is tho extromo limit to which they rise ?—Tho entiro range of salaries
from highest to lowest is from $200 up to $20,000. -
6. \What uve tho hours of attendance ?—The official hours are from 9 a.m. till
4 p.m., or longer if their.duties require it. ' )
1. Are thoy paid for overtime ?—No. -
8. What are their holidays?—A fortnight in ench year, and aftor & sorvico of
ton years an oxtended leave is sometimes’granted when applied for.

e

BANK OF BRITISH NORTH AMERICA. 7
Questions for Banks. v -

1. What number of clerks have you ?—Ono hundred and four. -

2. At what age do thoy enter your gervico?—(1.) Clerks entoring in Canada,
“notuinder 15, (2.) Clerks entering sent from Great Britain (who must havo served
a full apprenticeship in Kngland, Ireland or Scotland) are, 8s & rule, under 24. ,

3. At what pay do they entor ?—(1.) Boys ontering in Canada, $240. (2.) Clerks .
sent from Great Britain, g’IOO. asn ‘ o

113 25} f
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4, Does their pay increaso, or are_they promoted by routine, seniority or
soloction 7--(1.) Junior clerks entering in Canada, $60 tho firat year, and $100 every
year afterwardg, until 8700 is reached ; after that, as in tho following paragraph:—
(8.) Clerks who are diligont and efficient, gonerally have their salaries increased $100
every year. If a clerk is advanced in position, tho increaso to his salary may be
more frequent, and larger in amount than $100. Promotion to the higher offices is
by sclection, according to fitness, e ) .

5. What is the oxtrome limit-to which they rise in your establishment?—No
limit. Clorks aro eligiblo for the highest appointments in the Bank.

- 6. \What aro tho hours of attendance at the Bank ?—-Clorks must be at the Bank
at 9, aud stay until tho work is finished. It is considered that 9 to b aro proper
bunking hours. - If the work cannot bo done within those hours, tho staff has to bo
increased. : ) \

7. Aro your clerks paid for over-time 2—No.

8. What aro their holidays ?—A fortnight each year. Furlough of four months -
(sometimos extended to six months) with full pay, once in ten yoms, If lengthened
futlouch is given under ton years, special allowances aro mnde, varying according to
length of service and the circumstances. : o

-

. ‘ Tk CANADIAN Bank or COMMERCE,
Toronto, 13th August, 1880.

Memorandum, = . __

Answer to Question 1.—-Thoro are at prosent 206 mon in the sorvico of this Bauk,

- not including the messengers and portors.

Answor to Qnuestion 2.—Young mon without any previous business training
usually enter thoe Service at 8250 per anoum,

Avswer to Question 3.—Usually at 17, 18 and 19

Auswer to Question +.—In promoting officers, the considoration to which wo
altach the great importance is, cfficiency and general fitness for the particular duties
devolving upon them. The second consideration is length of sorvice; we seek to
regulato their salaries according to these considerations. - ' ¢

_Answer to Question 5,—They may rise to the highest position in the Service.

Answer to Question 6,—Ench officer is expected to be at his post at 9 a.m,, and
not to leave it until tho work of tho day shall have been completed, which is usually
accomplished by five or half-past five o'clock in the afternoon.  Every officer, how-
over, must return to the Bank in tho evening whonever called upon to do so.

Answer to Question 7.-~—They ate not paid for over-time. ‘

Answer to Quertion 8.—Usually a fortnight.

- APPENDIX C.
. Crassivicatioy or Cusroys OUTSIDE SERVICE,

e Letter from Mr. Jokn Lewis, Surveyor.
(See Question 2415.)
. Customs Housg,
MoNTREAL, 3rd Decembeor, 1880.
D. Molnngs, Esq,, .
Chairman of Civil Service Commission, Ottawn. :
_ Dzar Sir,—As I may not have made myself clearly understood in a recont short

" zonversation with you on tho classification of officers in the Customs Service, may I
bo permitted to submit tho following opinion on this much-discussed question.
~ - - 388
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The classification of officers wounld have the effoct of increasing tho gonoral
efficiency of the Service, and of improving the positicn of officors, and that without
incurring much, if any, additional expenseo. . e e Lo

The classification would necessarily compriso two, and in some cascs three,
classes; in each of which would bo cstablished a minimum and a maximum salary;
and an advance made from the lower to the higher salary in cach class, by an annual
specific sum ; and promotion from class to class, as vacancies c.cour. o .

Fach nominee to enter the lower or lowest clags—if thero be more than two—
at the minimum salary in tho class. ‘ . ‘

Alto, & minimum and maximum salary should bo attached to onch soparato and
distinct officer in large ports, and in small ports, whore the number of officers will
not admit of classification; and that upon the appointment or promotion of any
person or officer to such an offico or position, he be paid the minimum salary attached -
thereto—provided it bo not less than such officor had been proviously in receipt of—
and bo advanced by o specific annual sum until he shall have attained to tho maximum
galary, as in cases of classed officers. ~ v ’

%ou very con cotly remarked that, wero such a rule of advancement absolute in
all cascs, tho drones and the industrious and cfficient would be on an cqual footing;
and that if thero was no incentive to industry and good conduct, it could not result
otherwise than detrimental to the }{)nblic interest and efficiency of the Service. -

To guard against such inovitable results, that would follow an indiseriminate
advancoment of officers, the advancement or promotion-should be conditional, nnd
subject to the action of Uivil Service Commissioners, who would bo governed by 1he
character and assidug{ of officers, and not by the caprice or personal intorest of

 their superiors, regardless-of acquived rights and justico. Such a system ‘vould
ensuro to the competent and meritorious advancement as & matter of recogrized
right, as well a8 reward for diligent performance of duty ; whereas the .indolent and
caroless would not bo advanced, but might be reduced in_ his class, or removed into a
lower claes. . | T
“True, the carrying into effect of such a system would necessitate tho appointment
of, at least, thrce Commissionors for this Servico, But such Commissioners would
~ reliove tho Government and the several Dopartments of much trouble, and no doubt
of much expouse. ) _
Government ,’ tronage would also be more equitably distributed; vacancies
being reported by tne Commissioners direct to the Council, accompanied by their
recommendation of officers entitled to promotion, :

Tho foregoing implies the investing tho Cominissioners with the power to mako___

logitimate advancements in classes;and from class to class, as well as tho withholding,
for gond reason, such advancements. - Also, of promoting officers from one position
to another, subjoct, in such a case, 10 the ratification of the Council.
. , Yours very respectfully,
; JNO. LEWIS,
. Surveyor.

* ———

APPENDIX D.

Unitep States Crvin SERVICE REGULATIONS,

The following extracts from Acts of Congress of the United States ghow fhe,
resent classification and salaries of the employés in the principal Departments at
ashington. - : - )

. An Act making appfopriation’s for the Civil and Diplomatic expensos of the

" Government, &o.

* * * .k Tk * * . % *-
Seo. 3. And bo it further enacted, That from and after the .’!Otlg' June, 1853, tho . -
- clorks in the Departments of the 'l‘reasurjsr.9 War, Navy, the Interior and the Post

3 .
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Office, shall bo arranged into four classes, of which, .class No. 1 shall recsive an
annual salary of $S00 each; class No. 2, an annual salary of $1,200 each ; class No. 3,
an aonual salary of 81,600 cach ; and olass No, 4, an annual salary of $1,800 each.
* * * * * % * * . K

“ No clork shall bo appointed in eithor of the four classes until after ho has been
“ examined and found qualificd by a Board, to consist of three oxaminers, one of them
‘10 be Chief of tho Burcau or office into which he is to bo appointed, and the two
* others to be selected by the Head of the Department to which the said clerk will be
“ aggigned.” '

(Approved March 3rd, 1853, Vol. 10, p. 211, Statutes at Large.)

An Act to amend the third Scction of tho “Act making appropriation for the
~Qivil and Diplomatic expenscs of tho Governmont for the year ending June 30th,
1854,” and for other purposes, . - - L -
- Bo it enacted by the Senate and House ¢f Represontatives of the United States

of America, in Congress assombled, That of the clerks authorized by tho third Section
of the Act approved March 3rd, 1853, ontitled “An Act making appropriations for
the Civil and Diplomatio oxpenses of Govornmont for the year en ing the 30th of
June, 1864,"—those of the first class shall receive a salary of $1,200 Ben- annum; -
those of tho second class, a salary of $1,400 per annum; those of the third class, a
salary of 81,600 per annum,
* * * * * * * * *

(Approved April 22nd, 1854, Vol. 10, p. 276, Statutes at Large.) - .
*Secs. 166 to 169 of tho Rovised Statutes of the United States, p. 27, 2nd edition.”
Sco. 166. Each Head of a Departmeut may from time to time altor the distribu-
tion among the various bureaus and offices of his Department, of the clerks allowed
by law, as he may find it necessary and proper to do.

Sec. 167, The annual salaries of clerﬂs and employés in the Department, whose
compensation is not otherwise prescribed, shall be as follows:

1st. To clorks of tho four(E class, cighteen hundred dollars.

2nd. "To clerks of the third class, sixteon hundred dollars. e

3rd. To clerks of tho socond class, fourteen hundred dollars.

4th. To clerks of tho first class, twelve hundrad dollars.

5th. To the women employed in dutics of a clerical character, subordinate to
those assigned to olorks of the first class, including copyists apd counters, or tem-
porarily employed to perfgrm the dutics of a clerk, nine hundred dollars. - '

* 6th. To messongers, eight hundred and forty dollats. L

Tth. To assistant messengers, seven hundred and twenty dollars,

8th. To laborers, seven hundred and twenty dollars.

9th. To watchmen, seven hundrod and twenty dollars.

Seo. 168, Except when a differont compensation is oxprossly prescribed by law,
anly clerk temporarily employed to perform the same or similar duties with those

- belonging to clorks of cither class, is entitled to tho same salary as is allowed to
clerks of that class. = (Sce § 242.) , - '

Sec. 169. Each Head of a Department is authorized to omploy in his Department
such number of clerks of the sevoral classes recognized by law, and such messengers,
assistant mossengors, copyists, watchmen, laborers and other employéds, and at such
rates of compensation, respectively, as may be appropriated for by Congress from
yoar to year. ) ’ : - o T
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COST OF COLLEQTING INLAND REVENUE,
The expendituro for Inside Service has been apportioned thus :—

Commissioner's salary, $4,000, apportioned thus—

Weights and MOABUTES...crveresesnrsrsssssnsssnncssnarsensed 800 00 |

Excise § of remainder..usesissescsisenmsinnsssssne 1,930 00 ‘

Canals, &c., }§ of romainder ..« coisuerissimseniesinens 366 170

Stides and Booms, 3 of remainder ... evsciasensees 256 00 -

Cullers, 75 of roMAINAET . resessersrsessscesesssssssssninse 256 00 "
~ Bill Stamps, ¢ of romainder ciiceercuiniseiniissiiines 13 14

Adulteration of Food, & of romainder .vveveeees vivees 109 72
Tnspection of Staples, 4 of romainder . eeisees e 109 72
“ Gas, & of remainder...csesseniine 109 72

. The salaries of ¢lerks whose work rofers to one sorvice only, have been charged
" {o that service, '

The balance has beon divided in the following way i—

EXCise IR N T N ] .l.Cl‘l.ll-lt-.l!‘i‘l.IIIOlllOICOOOOC.'.lllIllICO
Canals, &0..evecsmnneesissvnnssnsaneses .
Slides and BoomS cceees serrerererinnn e
CrllOrB.cacusiinsssssssssssarnrasasernenssenes
Bill StAMPB.ceerseerranssiresssnssns sumerssssssanine
A.dulwratlon of FOOd. eeresarsnroraerncissassesensretssssesnssniseces
Tnspeotion of StaPles. cuvessrsissssserceerinsnsssensisnsrveianens
Woights and Measures...cosivemessssssssssnnens snrssssusnesne

Gaeunotn-u.nuluu-"nlt!uunnunn--nn-nunuoun [T LT RTYTNTY

Yth October, 1880,

\M’
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APPENDIX F.

——

REPORT OF SIR STAFFORD NORTIHCOTE AND SIR €. B TREVELYAN
ON THE ORGANIZATION OF THE PERMANENT CIVIL SERVICE OF
THE UNITED KINGDOM, 18£3, TOGKTHER WITII A LETTER FROM

" THE REV. B. JOWETT. ,

Wo now proceed to comply with that-part of our instructions which states that,
" in connection with tho inquirics which we wero directed to make into cach particular -~
office, it is highly necessary that the conditions which are common to all tho public
ostablishments, such as the prelimiflary testimonials of character and bodily health
to bo required from candidates for public employment, tho examination into their
intellectual attainments, and tho rogulation of the promotions, should bo cavofully
considered, 80 as to obtain full secutity for the public that nono but qualified porsons
will bo appointed, and that they will afterwards have overy practicablo inducoment
to the active discharge of their dutics. : L o
“Tt cannot be necessary to enter-into any lengthened argument for tho purpose
of showing the high importance of the Permanent Civil Service of the country in the
present day.  The great and increasing accumulation of public business, und the con-
sequont pressure upon tho Govornment, need only to be alluded to; and tho incon-
veniences which are inseparablo from tho frequent changes which take placo in tho
responeible administration aro matter of sufficiont notorioty. It may safely be
asscrted that, as matters now stand, the Governmont of tho country could not be
carricd on without the aid of an efficient body of permanent officors, occupying n
Bosition duly subordinato to that of the Ministers who are directly responsible to the
rown and to Parliament, yet possessing sufficient independenco, character, ability,
and exporionco to be able to advise, assist, and, to some extent, influcnco thoso who
are from time to time set over them. : . s
That the Permanent Civil Service, with all its defeots, essentially contributes to
the Y\ropor discharge of the functions of Government, has been ropeatedly admitted
by thoss who have succossively been responsible for the conduct of our affairs,  All,
howover, who have had occasion to examine its constitution with care, have folt 'h“t;
its organization is far from porfect, and that its amondment is desorving of the .o
careful attontion, - ‘ , IR
It would be natvral to expect that so important a profession would attract into
its ranks tho ablest and the most ambitious of the youth of iho country; that the
keenest emulation wou!d provail among those who had enteregl it; und_ that .such as
were endowed with superior qualifications would “rapidly riso to distinction and
ublic eminence. Such, however, is by no means tho case. Admission into the Civil
Servico is, indeed, oagorly sought after, but it is for the unambitious, and the indolent

or incapable, that it is chiofly desired. Those whose abilities do not warrsnt an

expectation that they will succeed in the open profossions, whero they must oncounter
the competition of their contemporaries, and those whom 1pdoleneq of tempernment
or physical infirmities unfit for active exertions, are placed in the pml Service, where
they may obtain an honorable livelibood with little labour, and with no risk; where
their success depends.upon their simply avoiding any flagrant misconduct, and
attending with modorate regularity tv rontine duties; and in which they aro secured
against 510 ordinary consequences of old age, or failing health, by an arrangement
which provides them with the means of supporting themselves after they havo .
becomo inoapacitated. e e o TR RO
-~ It may be noticed in particular that the comparative lightness of the work, ninh
the certainty of provision in case of retirement owing to bodily incapacity, fml')n 8
strong inducements to the parents and friends of sickly youtbs to endeavor to'o‘_ln‘lln
for them employment in tho service of the Goverument; and the extent to wlnl(: it 03
public are consequently burdened, first with the salaries of officers who aro oblige
1o absont themselves from their duties on acoount of ill-health, and ufterwurds with
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their pensions when they votire on the same plea, would hardly bo credited by those

"who havo not had opportunitios of obsorving tho operation of the systom. :

: It is not our intontion to suggoest that all publio servants enterod the employment
of the Government with such views ns these; but wo apprehend that as regards
Jarge proportion of thom, these motives more or less influonced those who acted for
them in the choice of a profession ; while, on the othor hand, there are probably very —
fow who have chosen this line of lifo with a view to raising themselves to publio
ominenco, . ) :

'~ Therosult naturally is, that tho Publis Service suffers both in intornal efficioncy
and in public estimation. - The character of the individuals influences tho mass, and
it is thus that wo often hear complaints of official dglays, official ovasions of difficulty,
and official indisposition to improvement. T

'Chere are, howover, pumerous honorable exceplions to theso observations, and
tho trust:worthiness of tho entire body is unimpeached. Thoy are much bettor than
wo lmvgd auy right to expect from tho system under which t oy aro appointed and

romoted.
P Tho peculiar difficulties under which the Permdnent Civil Sorvice labors, in ob-

- taining a good supl;ly of men, as ‘compared with other professions, are partly natural
and II)artly artificial, - o

ts naturai difficulties are such a3 theas ; ‘ '

Those who enter it gonerally do so at an carly age, when there has been no
opportunity of trying their fitness for business, or formin{; a trustworthy estimate of
their charactors and abilities. This to a great oxtent is the caso in othor professions
also, but those professions supply a corrective which is wanting in the Civil Service,
for ns & man's success in them depends upon his obtaining and retaining the confi-
dence of the public, and as he is oxposed to a sharp competition on the part of his
contomporarios, those only can maintain a fair position who possese the requisite
amount of ability and industry for the proper discharge of their dutics. Tho able
and encrgetic riso to tho top;. the dull anq inefficient romain at the bottom. In the
public cstablishments on the contrary, the. general rule is that all risotogethor, After
a young man has been onco appointed, the publte have him for lifo; and if he is idle

_or incfliciont, providod he does not grossly misconduct himself, we must eithor submit
to have a portion of the public business inoﬁiciontlf' and discreditably performed, or
must place the incompetont porson on the retired list, with a pension for the rest of
his life.  The fooling of security with which this state of things necossarily engendors _

* tends to encourago indolenco, and thereby to depress the character of tho Service.
Agnin, those who are admitted into it at an carly ago aroe thoroby relieved from the
necessity of those struggles which for the most part full to the Iot of such as onter
upon the open professions ; their course is one of quiet, and genorally of secluded
performance of routine duties, and the consequently have but limited opportunities
of acquiring that varied oxperienco of {;fo which is 50 important to tho development
of character. ‘ . ’

- To theso natuial dificultios may bo added othors arising from what may be |

“called artificial causos. § L Ca S 3

- The character of tho young men admitted to the Public Service deponds chiefly -
upon - tho discretion with which tho Heads of Dopartments, and others who are
entrustod with tho distribution of patronage, exerciso that privilego. In those

. cases which the patronage of Departments helon 8 to thoir chiof for tho time —
being, the appointmonts which it commonly falls to his lot to ' make are
oithor thoso of junior clerks, to whom no very important duties arc in the first

-instance to bo assigned, or of porsons who are to fill responsible and highly-
pald sitnations above the rank of the ordinary clerkships. . Tn the first case,
a8 the charactor and abilitios of tho new junfor clork will produce but little immodiate

--effoct upon the oftice, the chief of the Department is naturally led to regard the
seloction as a matter of small moment, and will robably Lestow the oflico upon the
gon or dependant of some one having personal or political claims upon him, or
perhaps upon the son of somo meritorious public. servant, without insfituting any -
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vory minute inquirl)‘r.into tho morits of the young man himself, It is trno that in
many offices some kind of examination i prescribed, and that in almost all, the
porson appointed is in the fivst instance nominated on probsation ; but, as will pro-
sently be pointed out, neither of these tests aro at prosont vory efficacious. The
oung man thus admitted is commonly employed upon duties of the merest routine.
any of the first yoars of his sorvice are spent in copying papers, and other work of
an almost mechanieal character. In two or three years he is as good as hecan be at
such an employment. - The romaindor of his official lifo can only exercise a depress-
ing influonce on him, and renders the work of the office distasteful to him. Unlike
the pupil in a conveyancer's or special pleader’s office, ho not only begins with
mechanical labour as an introductiop to labour of a higher kind, but often aleo onds
withit. Inthe meantims his shlary is gradually advancing till he reaches, by senfority,
the top of his class, und on the occurrence of a vacancy in the class above him
he is promoted to fill it, as a matter of course, and without any regard to his provious
services ov his qualifications. Thus, while no pains have been taken in the first
instance to securo a good man for the office, nothing has been done aftor tho clerk's
appointment to turn his abilities, whatovor they may be, to tho best account. The
result naturally is, that when tho chiof of the office has to make an appointment of
visible and immediate importance to the efficiency of his Department; he sometimes
has difficulty in finding & clork capable of filling it, and he is not unfrequently
obliged to go out of the office, and to appoint some one of high standinﬁ' in an open
profossion, ur somo one distinguished in cithor walks of life, over the oads of men
who have been for many yoars in the Public Service. This is necessarily discouraging
to tho civil servants, and tends to strengthen in thom the injurious conviction, that -
their success doos not depend upon thoir own exertions, and that if thoy work hard,
igw‘ifll not advance them, if they wasto their time in idlonoess, it will not keep them
. ACK, - . - N
. It is, of course, essontial to tho Publio Service that mon of the highest abilitios
should e selectod for tho highest posts; and it cannot be denicd that thoro sro a fow
situations in whioch such varied talent and such an amount of oxperionce aro roquired,
that it is probablo that under any circumstances it will occasionally be found neces.
sary to fill them with persons who have distinguishod themsolves clsowhere than
in the Civil Service, But the rystom of np\)oinung strangors to the higher offices
has been carried fur boyond this. In several Dopartments tho clorks are regarded as
having no claim whatever to what are called tho staff appointments; and numerous
instances might bo given in"which porsonal or political considerations havo ledsto the
appointment of mon of vory slender ability, and purhaps of questionable chafacter,
to situations of considorable emolument, over tho heads of public forvants of long
standing and undoubted merit. Fow public servants would feel tho appointment of
a barristor of known eminonce and ability to some important position, like that of
Under-Secretary of State, as a slight, or a discouragomont to themselves; but tho
case is otherwise whon some ono who has failed in other professions, and who has
no recommondation but that of family or political interest, is appointed to a librarian-
ship, or some othér such office, tho duties of which would have been far bettor
dischavged by one who had been long in tho Dopartment, and to whom tho iicreased
salary attached to the appointment would have been n fair reward for years of faithful
service, e . ‘
Ono moro peculiarity in the Civil Service remains to be noticed, It is what may
be called its fiagmontary charactor, - - - . . o, -

- Unlike tho Military and Naval, the Medical and tho Commissarint Services, and
unliko oven tho Indian Civil Service, tho publio cstablishmonts of this country,.
though comprising & body of not loss than 16,000 porsons, aro rogulated upon the
ﬁrinciple of merely departmental promotion. ~Each man’s exporionce, interests, . .

opes and fears are limited to the spocial branch of servico in which he is himself . .
engaged. The offect naturally is, to cramp tho onergies of the whole body, to-
cneourage the growth_of narrow views aod dopartmunml.preﬁxdlcqs! to limit ghe
acquisition’of oxperience, and to ropress ggg almost oxtinguish the spirit of omulation
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and competition; besidos which cansiderable inconvenience results from the want of
facilitios for transferring strength from an offico whero the work is becoming slack
to one in which it is increasing, and from the consequent necessity of sometimes
keeping up particular departments on a scalo beyond their actual requirergonts, :

Having thus touched upon somo of tho difficulties with which the Public Service

is bosot, wo como to the consideration of the problem, what is the best mothod of
roviding it with a supply of good men, and of making the most of thom aftor-they
1ave been admitted ? ‘ — . :
The first question which hero prosents itself is, whether it is betfer {o train young
mon for the dischargo of the duties which they will aftorwards have to porform, or to
tako men of mature age who have already acquired experience in other walks of lifo?
Our opinion is, that, as a genernl rule, it is decidodly best to train young -men. -
+ Without luying too much stress on the oxperience which a long official i o necossarily
brings with it, wo cannot but regard it as an advantagoe of somo importance, - In
many oftices, moreover, it is found that the superior docility of young men renders
it much casior to make valuablo public servants of thom than of those more advanced
in lito  This may not bo the caso in the higher class of offices, but is unquestionably
80 in those whore the work consists chiofly of account business. The maintenanco
of discipline is also easier undoer such circumstances, and regular habits may bo. .
enforced which it would be difficult to imposo for the first time upon old mon.” To
theso advantages must be added the important ono of being able, proper regula.
* tiony, to sccuro the services of fit porsons on much more economical torms, A oung -
man who has not made trial of any other profession will be induced to enter that of -
the Civil Service by a much more moderate remuneration than would suffice to attract
bim a fow years lator from the pursuit of ono in which he had ovircome the first
difficulties und begun to achiove success; while to attempt to fill the ranks of the
Civi: Survice with those who had failed elsewhore, and wero on that account witling
W ucco]l)t a moderate salary, would be simply to bring it into diseredit. It cannot be
_sloubted that, oven in the absence of proper procautions for socuringz proper appoiot-
monts, it is more probablo that a fair proportion of oligible mén will bs found among
a numbar taken at thoir entrunce into life, patticularly if pains bo bestowed upon
them after their appointment, than among an equal nimbor taken after some yoars
of unsuccessful efforts to op n another line for themselves, Tho temptation to
Jobbing, and tho dangsr of ds-idedly improper appointments boing made, is also -
considerably less in the case ot the selection of young men than in that of porsons
more ndvanced in life, . - ’

The genoral principle then, which wo advocate is, that the Public Service should
bo curvied on by the adn.ission into its lower ranks of n carefully solected body of
" young men, who should bo employed from the. first upon work suited to their
capucities and thoir education, and should bo made constantly to feel that their pro-
motion und future prospects depond entirely on the industry and ability with which
they discharge their duties, that with average abilities and roasonablo application
they may lovk forward confidently to a certain provision for their lives, that with
fuperior powers they may rationally hope to attain to the highest prizes in the
Sovvice, whilo if they prove decidedly incompotent or incurably indolent, they must
expect Lo bo romoved trom it, » : ’

The first stop towards carrying this principle into offect should bo tho establish-
ment of a propor system i examination before appointmont, which should be
followed, as ut present, by a eho'rt period of probation, The necessity of this has
been tLoen so far admitted tlint rome kind of examination does now take place before
- olerks are admitted into anj if the following offices: Tho Troasury, the Colonial
Office, the Board of Trade, the Privy Council Office, the Poor Liaw Board, the War
Office, the Ordnance Office, the Audit Offico, tho Paymaster-Genoral's Office, the
Inlund Rovonue Office, the Emigration Office and some others. Theso oxaruinations
vary in their character; in some offices more is required than in others, :nd in some
cauw; what is required will bo moroe rigidly enforced by orio sot of oxaminers than by
another, - - . - . ‘ : ) ' T )
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Tho proliminary examination of candidates for civil omployment, however, can.

not bo condueted in an efioctive and consistent manner throughout the Servico while

it is left to each Departmont to dotermine the nature of tho oxamination, and to
examino tho candidates.” Some on whom the duty of oxamining dovolves feel no
juterest in tho subject; others, although disposed to do thoir best, ave likely to enter-
{ain erroncous or imperfect concoptions of the standard of examination which cught
to bo fixed, and to be uuvable to apply it properly after it has been setiled.
The timo and attention of tho superior officers are fully = occcupied in
disposing_of tho curront business of their respectivo Dopartments. - To do

this in a creditable mannor will always be their primary object; and as tho beaving

of tho subjeet undor consideration upon the ofiiciency of their Do artmerts, althoug
very important, is not of a direct or immediato kind, and is not_likely te havo much
offect during their own tenuve of oftice, what hus to "bo dono in reforenco to it will
cither bo done in a hurried and imperfect mannar, or will be left by them to their
subordinate officors to be dealt with at_their diseretion. In a large Dopartment, in
which numerous candidates bave to be oxamined, want of time will provent the
superior officors from giving the subject the attention it doserves; and othor mntters,
although of inﬁnito?v ess real consequence, will havo the precedence, because thoy
press, und must be disposed of at tho moment. Morcover, a large proportion of the
persons appoiuted to a public Department usually consists of young men in whoso
success tho heads of tho oftice or the principal clerks tako a lively porsonal intorest,
owing lo relationship or some other motive connected with- their public or privato
sition ; and an independent opinion is hardly to be expected froman examiner who
‘i acting undor tho orders of the ono, and, is in habits of daily intorcourso with the
other. A public officer ought not to be laced in a situation in which duty might
requiro him to make an unfavorable report under such circumstances. ~Lastly, cven
supposing ovory other circumstance to be favorable, it is impossible that each Depart-
ment, acting for itsolf, can come to such just conclusions in rogard to the nature of
- - tho preliminary examination, or can conduct it in such a fair, and eftective, and con-
sistont manner, as would persons having tho advantagoe of a gonoral view of the
subjeet s it effects every public Department, and who should have been selected for
tho duty on account of their expoerience in matters of this deseription, e
——..Wo accordingly recommend that a Central Board should be constituted for con-
ducting the examination of all candidates for tho Public Service, whom it may be
thought right to subject 10 such a test. Such Board should bo composed of men
holding an independent position, and capable of commanding reneral contidenco; it
should have at its head an officor of the rank of Privy Councillor, and should either
includo or have t1ic means of ubtaining tho assistanco of gorsons oxporienced in the
-education of tho youth of the upper and middlo classes, and porsons who ave familiar
with the conduct of official business. It should be made imporative upon candidatos
for admission to any appointmont (except in cortain special cases which will presontly
bo noticed) to pass a proper examination boforo this Board, and obtain from them n
cortificate of heving done so. .

Wo are of opinion that the oxamination should bo in all cases a compoting
literary examination. ‘This ought not to oxclude careful provious inquiry into tho
age, health ard maval fitness of the candidates. Where character and bodily activity
ave chiefly r¢ juired, moro, comparatively, will dopend upon tho lestimony of thoso
to whom tho candidate is well known, but tho scloction_from among tho candidates
who have satisfied theso preliminary inquirics should still be made by a competing

* examination, This may{‘)o so conductod as to test tho intelligence as well as tho
mere attainments of the candidates.  We sco no other mode by which (in tho case of
inforior no less than superior officers) the double objoct can be attain of selecting
the fittest person and of avoiding the ovils of patronage. : :

For tho suporior situations ondeavors should be made to secure tho sorvices of
tho most promising young men of the day by a compoting oxamination on & lovel
with the highest description of education in this country. In this class of situations

* there is no limit to tho demands which may -uitimately be made upon the abilities of"-
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- those who, ontering thom simply as junior clerks, gradually riso o the highest posts

in them. To obtain first rate men it is obvious that recourse should he had to com-

‘petition. It would be impossible to impose upon each candidate for a clerkship, aga

positivo tost of his fitness for the appointment, tho necessity of passing an oxamina.
tion equal to that of first class men at tho universitics; but if, on the occurronce of a
vacanoy, it is found that a number of candidates prosent themsclves, of whom 80100
aro capablo of passing such an examination, thero can bo no reason why tho public
should not have the benefit of such mons’ services, in preforence to those.of porsons
of inferior movit. It may be repeated that no other mouns ean bodevised of avoiding
the ovils of patronage which if in this case less objectionable, becaunse of the com-
paratively small numbor of superior appointments, is much more objectionablo in its =
offects on tho public business of the country, : e v
Our proposal is not inconsistent with the appropristion of special talonts or

attainments to special Dopartments of tho Public Servico. In the caso, for oxample,

- of tho subordinato grades from which collectors, surveyors, secrotarivs, junior com-

missionors, and othur superior offizors of the Revenuo Departments aro usually
solocted, the nature of the examination should be adapted to the object of socuring
tho scientific and other attainments which are so important to the officiency of theso

reat national establishments. - In the same way provision ‘might be made for secur-
ing the peculiar attainments to bo required of persons to be employed in tho Foreign
Office, and in tho diplomatic and consular services, and in respect to offices of account,

. arithmetic and book-keoping will be princiEally insisted on,

“Tt next becomes a question, whether the competition we have proposed should

~ take place on the oceasion of each vacancy, or whether thore should be periodical

oxaminations, - Wo are of opinion that it would be desirable to adopt the latter altor-
native. Thero are peculiar advantages in a system of poriodical examinations, It
economizes the number, and also the time of the examiners, who, instead of being
overworked haif the year, have their employment regularly distributed. It is also
moro convenient to the candidates themselves. :

Wo propose, therefore, that cxaminations should be held at stated times ; that an
averago heving been taken of the numboer of situations of tho cluss contended for,
which poriodically fail vacant, it should bo announced, before the commencoment of
each trial, how many gentlemen weve to bo clectod for admission into” the Public
Service on that oceasion. - Tho election having taken place, those who have succoedod
should bo distributed among tho offices to which appointments aro to be made, on
the footing of probationers. Tho procise mode in which the successful candidates
should be allotted ‘o the several Departments will require some considoration; but
there will be no difficulty in it which may not easily bo overcome. OQne obvious
courso of preceeding would be to send to each Department a list of those who aro
selected for appointments, leaving to tho hoad of each office to chooso from among
them as vacancies occur.  Or it might be thought desirable that the Board of Exam.
iners should recommend particular mon to particular Departments, according to their .
capacities, the Hend of the Department infoach caso oxercizing his discretion in
accopting them or not; or the choice might Lo given to the cacdidates themselves,
soma restriction boing imposed to prevent any from choosing offices for which their
peculiar education had not fitted them. If moro have boen elected (in order to main-
tain tho average) than there is immediate demand for, thoy should Lo sent as supor-
numerary clorks to the offices in which the work happens'to be the heaviost, unless
theroe is any spocial service upon which thoy can with advantage be tomporarily em-

“ployed, or they might wait to take their turn, - As_vacancies oceur from time to

time before the next general examination, the supernumoraries should bo appointed
to them, and; if tho wholo have not been placod before that timo, it will only be
neceseary to make the next batch the smaller.” It would bo desirable to retain the
probation as at present, rendering it more efficient by precisv roports of the conduct
of the probationers. ’ '

In tho oxamination which we have recommended, we consider that the right of
competing should bo open to all persons nf‘sn given age, subject only, as before sug-
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gested, to tho necessity of their giving satisfactory reforences to persons able to speak
to their moral conduct and charactor, and of producing medical certificates to the
offect that they have no bodily infirmity likely to incapacitate them for the Public
Servico. It isonly by throwing the examination entirely open that we can hope to
attraot the proper class of candidates. S ;

The cheice of tho subjeots to. be comprehended in the examination, as well as the
mode in which the examination should bo conducted, so as to diminish the labor by
oliminating su¢h candidates as have obviously no chance of success, should, of courae,
be left 1o the Board of Examiners. Wo will, therefore, only indicate the advantage
of making the subjects as nuraerous as may be found practicable, so as tosecuro tho
. grentost and most varied amount of talent for the Public Servico. Men whose servicos

would bo highly valuable to the country ‘might easily bo boaten by some who were
their inforiors, if the examination were confined to a fow subjects to which the latter

had dovoted thieir oxclusive attention; but if an oxtensive range wers givon; tho———
superiority of tho best would become ovident. Bosides, an opportunity would be
afforded for judging in what kind of situation each is likely to bo most useful; and we
neod hardly allude to the important effect which would bo produced upon the general
education of the country, if proficiency in history, jurisprudence, political economy,
“modern languages, political and physical geo rt:;;hy, and other matters, besides the
" staples of classica and mathematics, wore mado dircctly conducive to tho success of
young men cesirous of onterinﬁ into the Public Service.  Such an inducemont would
»robably do more to quicken tho progress of our universities, for instance, than any.
egislative measures that could be adopted. - - , .
It would probably be right to include in the examination some exercises divectly
bearing upon official business; to require a precis to be mado of a sot of papors, or a
lottor to be written undor given circumstances; but the great advantage to be
oxpected from the examination would be, that they would elicit young men of general
ability, which is a matter of more moment than their being possessod of any rpocial
acquiroments, Men capable of distinguishing themselves in any of tho subjects wo
have named, and thoreby affording a preof that their education has not been lost upon
them, would probably make themselves vsoful wherover thoy might bo placed. Wo
havo befure us the testimony of an emineht public officer, who was for many yoars
conngcted with one of the chief departments of the State, . He writes thus: * During
my long scquaintance with tho——-offico, I remember four, and only four, instanccs
of young men being introduced to it on the ground of well-ascertained fitness. I do
not ventu:o to mention any names, but I confidently affirm that the superiority of
those foir. gontlemen to all the rest was such as to extort the ncknowledgement of it
from their vivals, and to win tho high applause of each successive Secrotury of State.”
- "We feel satisfied that by tho measures which wo havo suggestod for ascortaining
the fitness “of each person before tho aﬁpointmont, tho most marked and important
improvement may be introduced into tho Public Service.
We inust remark 1at there will bo somo cases in which oxamination will not be
. applicable. It woul. bo absurd to imposo this tést upon persons solected to fill tho
appointments which have beon proviously spoken of under tho namo of staff appoint-
ments (sce page ), on account of their acknowledged eminence in one of the liberal
profossions, or in some other walk of life, - Wo think, however, that the circumstances,
undor which any person is appointed to such an offico, should always bo placed on
record by an official correspondence between the Department to which he is nssigned
" nnd the Board of Examiners, and we would also suggest for consideration the oxpedi-
oncy of making an annual return to Parliament of the names of persons who may bo
80 a;ipoinled. o . - ‘ o ’
n dealing with tho lower class of appointmonts, it will be necessary to-‘mako - —=-
provision-against tho difficulty that, if tho examinations wero all held at one place, a
 largo proportion of thoso who might reasonably become candidates would bo deterred -
from presonting thomselves by the expense of the journey. If tho scheme of -
oxaminations were more fuvorablo to ono locality than another, there can ve no doubt .
that it would soon be set aside as unjust. a\gg propose, thoreforo, that an arrangement . ...~
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shoutd bo made for holding examinations in vatious partsof the United Kingdom. A

staft’ of assistant examiners might be formed, or the serviews of competent men might
bo engaged from time to time, or recourse might bo had to the machinery of ihe

- Education Department of the Privy Council, for the purposo of holding distiiet

examinations at stated poviods. Duo notico should bs given of the timos and places

at which such examinations aro to be hold, and all persons intending to compate .

~-

should bo required to send in their names by a cortain z\z. Tho examinations should - -
ein

~all tuko place on the same day—the oxamination papors

-ment; and the papers, with the work of the cundidato, being returned to the Central
Roard, which wounld cause them to bo examined in the monner adopted at the Privy

tho various appointments to bo filled. Tho precise arrangoments will, howover,

g sent to each locality by - -
the-same post, as is dono " in tho examinations conductod by the Iiducation Dopart. ..

...Council Oftico * = The required numbor should then o selooted as probationers for

RGNS

ok n

ToquiTe Tuch consideration, and wo aro of opinion {hat they cannot properly be
dotermined otherwiso than by oxperience, such as the proposed Board of lxaminers,
acting in concort with the soveral chiofs of the soveral Departments, would speelily

acquire.  We havo satisfied oursolves, by communications with pot <ons whose official -

position enables them to form sound opinions on the subject that thero will bo no for-
midablo difficnlty in making the necossary arrangoments to meet the vast majority of
cases. - Mr, John Wood, tho Chaivman of the Board of Inland Revénuo, has, as faras
ho was uble, actel on theso principles in the relection of oxcisemen; and tho oxperi:
ment has succeeded in a manner which is highly encouraging to further attempts in
tho same direction,

A suggestion to bostow a proportion of the inferior appointments in the Public

Servieo upon tho pupils in schools connected with the Privy Council was made by the .

Government of Lord John Russell in 1843, and a Minuto was passed by the Education
Committeo upon the subject. No offect having beon given to this Minute, it was
ropealed by the Kduecation Committee undor Lord Derby's Govornment, as bein
inoperative. - It is obvious that no more Minuto of a Committee of Privy Council coul
givo cfieet to such a scheme, unloss taken _up as a part of the general policy of the

Governmont,

With regard to tho ago of admissionfwe are of opinion, that in the case of candi-

dates for superior situations, tho limits should, as a rule, be ninoteen and twonty-five;
in the case of candidates for inferior offices, sovonteon and twonty-one, -
Having thus complole:l onr snggestions as to the best mode of obtaining a proper

. supply of servants in tho first instance, we have noxt to offor somo romarks on what

appears to us tobo tho hest modo of regulating their employment and their Promotion
s0 us to maintain the cfficiency of the offico at tho highest point. .
. As wo have already spoken of the importance of establishing a proper distinction
botween intellectual and mechanical labor, wo_offer no further observations on this
most vital puint. Tho proper maintenance of such distinction dopends moro u‘)on
the discretion and management of tho chiefs of offices and those immediately below
them, than upon any genornl regulations that conld be mado by a central authority.
We considor that a great step has been taken by the appointment, in several offices
~f a ciass of supplementary clorks, receiving uniform salaries in each dopartment,
and capable, thevefore, of being transferred, without inconvenience, from ono to
auother, according as the demanc for their services may bo greater or less at any
particular time; and we oxpect that the moveabloe character of this class of officers,
and the suporior standard of oxamination which we have proposed for the higher
‘¢lass, will togother have the offect of making the distinction betweon them in 4

*-proper manaer.

“ known it is well to state that the papers of the candidates in all parts of the counfry are sent to the
© Central Oflice, where they are sorted according to subjects, and sent to different Inspectors, e. g, all the
_bapersin Arithmetic to one, all in History to another, and so-forth. Each Inspector ~ssigns a number

ol wmarks to cach paper, according to its inerit. The l]mpers arc then returned ; those ot each candidate
w

“are pat tozether again ; the total number of marks
- didat:s ard finally arranged according to the result of the comparison,
A - -~ 400

“As the process adopted hy the i-:ducation Department of the Privy Council may xiot be generally .

lich lie has obtained i3 ascertaived ; and the cat-
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Wo_are awaro that & measure has somotimes been rccommeonded which, if
adopted, would have tho effect of establishing te a cortain ¢Xtent the sepavation which
wo have spoken of—we mean thoe creation of a gonoral co?"‘ AR office, common to tho
wholo or most of the Departmonts, in the noighborhood of ohall, at which all of
them might got their copying work done at a certnin rate ofihyment by the piece.

Yo are, however, not prepared to recommend the nlopfién of such a measuve,
«Copying is not the only work of a mechanical, or nearly mechanieal, charaotor which
is porformed in tho public offices. A great deal of work of various kinds, such as

registoring, posting accounts, koeping diaries, and so forth, may very well be dono

by supplementary clerks of an inforior class under the direction of a small number
.of superiors, ' Such work, however, could not be sent out of the ofiice ; and even with
regavd to copying, it would be found that sevoral offices, which wounld be inoluded in

¥ v j anding ot a 'lu}‘go "’prdiib).‘tiﬁll" their

-could not convoniontly bo parted with.  Honce it would be necessary, even were tho
-copying office established, to maintain a class of su ptrlomontm'y clerks in each office
in addition {o it, or else the clerks'would be omployed nearly in the same manner as
at prosent, that is to say, without a proper distinction between.intelleotual and
mechanical duties, Lo , L

Another point to which the attention of the chiefs of oftices should bo ealled is,
the importance of transferring the clorks fiom one department of the office to another,

. -0 that-each may have an opportunity of making himself master of the wholo of the

business before he is called npon, in dus couvse of timo, to take a leading position,
A proper system of transfors, according to fixed rules in oach office, and insured by
peviodical reports to the chiof, must oxercise a beneficiul influonce both upon the
«clorks themselvos and upon the general efficiency of the ostablishment. - Periodical
roports upon tho mannor in which each clerk has boen employed, should bo made to
the chief of tho offico. N i . ‘
The advance of salaries in tho Public Serviee is regulated upon a twofold -
}winciple. Each man, on being appointed to a clorkship in a particular elass, recoives
or the firat year, and in someo cases for the first two or three yoars, what is called
the minimum salary of that class, after which his salary increases, by a eertain
-annuat incremont, to what is called the maximum salnvy; that is to say,” if tho
‘minimum be £1.0 a yoar, the maximum £300, and the nnnual increment £15, the
clork recoives £1)0 in the first year, £115 in tho second, £130 in tho third, and 8o on
till his salary resches £300, at whici\ point it must romain stationary unless he is
promoted to a tighér class, e may, however, at any time, whether before or safter
attaining the maximum salary of one class, be promoted to a highor on tho'occurrence
of & vacancy, iT he is considered deserving of such promotion, ind he will immedintely
thereupon gegin to receive tho minimum salary of the higher class, and to advance _
therefrom by annual increments, without voference to the amount he was receiving.
The theory of the Public Service is,” that tho annual incveaso of salary from the
minimum to tho maximum of the class, is given as matter of courso as the reward of
servico, and with no reference to the coriparativo merits of the individuals; but that
promaotion from class to class is the reward of merit, or rather that is reguiated by a
considoration of tho publio intereste, and that those only ave to be transforred from
ono class to & higher who have shown themselvos capable of renderingvaluablo
servicos in it, - This salutary principle is, howover, in practice ofton overlooked, and
promotion from class to class, as well as the annusal riso within the vlass, is more
commonly’ regulated by seniority than by merit. ' The evil coneequences of this are
too obvious to require comment ; it is, perhaps, more important to point out some of
the difficulties which lie in the wey of amendment, =~ e S
If the opinions of the gentlemen engaged in the Civil Sorvice could be taken on -
the subject of promotion, it would probably be found that a very large majority of
them would object strongly to what is called promotion by merit. The reason they
~ assign would be, that promotion by (so called) morit would usually become promotion

- by favoritism. The .offect of tLo system of departmental patronage has been t¢ -

. 01 o
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inspire the clerks in cach office with a feeling of jemlousy towards any ono who is
supposod to enjoy the especial favor of the chiot of the Department, or, still moro, of
the principal pormanoyy.&Veer in it.  Constituted as our official system now is, men
feol, and not unrcasofdB,’ that the recognition of their merits, even within their
own depariments, is e¥jremoly uncertain, and that there is no appeal to any publie
tribunal if injustice is dgpe them there. FEven in an open profession a consciousness
of unrecognized merit will sometimes weigh a man down, thoth he has always the
~hope that tho justico which is denied him in one quarter will be done. to him jn~
another. " In an office, if a clork fails to {)lease his immediate superior, he is probably
condemned to obscurity for his wholo life. The Parliamontary chiof who presides
over the department for a few years, and who is overwhelmed with business, can, as
8 gonoral rule, know nothing of the merits of individual clerks in tho lower ranks of
the oftico, oxcept through tho permanent officers at its hoad, Now, setting asido

~¢ages of actual favoritism, thoro must be wany instances imw. 3 i
officers fail to perceive, and properly bring into notice, the valuable qualitios of those
beneath them, A man may be timid and hesitating in manner, and on that
account may be passed over as duM, in favor of some one by no means his superior in
real worth, but having moro addross in recommending himself; or, on the other
hand, tho chief officer may have taken a particalar fam{ to somo young man on his
first ontrance into the Dopartment, and may have thrown in his way special
opportunities of advancing himsolf, which others have not had. . All such cases are
watched with jealousy even mow, and if promotion by seniority were wholly set
aside, . without the introduction of proper safeguards, they would be the cause of still
" more discomfort. - ) A o

.- It ought, thorefore, to bo a leading objoct with the Government so to regulate
promotion by merit as to provide ovo?' rossible aecurity against its abuso; and for -
this purpose wo aro of opinion that the following system should be adopted:  On the
occurrence of,a vacancy in auy-class, tho chief clerk, or other immediately superior
officer, should furnish the Secretary of the Department wi’li'a return of the names of
a certain number (in no case less than threo) of the clerks at the head of the class
below, accompanied by n 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
superior to those above him, his name, with a note of his qualifications, should bo .
added. The Secretary should make what remarks e thinks proper upon the list,
and should then submit it to the head of tho office, w)ho should select the porson to
be K)romoted, and should make out and sign & warrant for his promotion, setting
forth the grounds upon which it is made. . A book rhould be kept in every office, in
which should be entered the name and ago of each. elerk, or other oficer, at the time
of his appointment, the dates of his examinatioa, first appointment and subsequent

either on the occasions afforded by the occurrer.ce of vacancies, or at other times, in - -
consequence of some special instanco either of good or ill behaviour., A reforence to
this book on the occasion of promoting to vacancies will enable the Head of the
Dopartment to form a tolerably correct estiraato of the merits of ench individual. - Tt
may be noticed that such a book-is kept, with very good rosults, in the Commissariat
Department. ’ e ; : -

- 'With regand to the annual increase Jf salary, we are of opinion that it would be
right to roguire that cach clerk, before becoming entitled 1o receive the addition
should produce a certificato from his immediate superior, that he has been punctusl

‘in his attendanco, and has given satisfaction in tho discharge of his duties, during the
preceding year.  Such certificater are required from tho heads of rooms in the Ord-
nance Department, and from each Inspecior in the Audit Office. ' Thoy would ordi- -
narily bo given as a matter of course, but the knowledge that thoy might -be withheld
would be useful in maintaining (’.iscipline, and in enforcing regularity of attendance,
which in rome cases is a mattor of difficulty, the only pemﬁties which can at present
be imposed for irvegularity beirg those of suspension and dismissal, which are too
gevero to bo applie(i‘ unless in aggravated 4‘i(?stﬂtm:es. '
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- Tho subjeot of pensions and retired allowances is one intimatoly connectod with
tho mattors treated of in this paper. . We are aware that it is rocoiving separato con-
sideration from tho Governmont, and we therefore abstain from ontoring upon it so . -
fully as wo should otherwise have dono.  We desire, howover, to call attention to the
importanco of establishing a uniform and consistont system of rogulating the amounts
to be granted to superannuatod .public servants, with roferenco to the character of
their service. . Whatover decision may be taken as to the maintenance of the supor-
annuation deductions, or of the presont scalo of retired allowances, we presume that
the courso now followed in tho Treasury, of apportioning tho pension of each indi-
vidual with somo referenco to the chaructor ho has borne and the abilitics ho has
displayed, will still bo pursucd. As, howover, the Superannuation Committae in the
Treasury changes with every change in tho Administration, and as nosystematic record
of the merits of the public servants is kept at the offices to which thoy are attached, .

f o application of tho principte; whith-bas-beon—rightly tnid-—down—ts—attended-wi
much difiiculty and with an amount of uncortainty which deprives it of much of its

value, . : . ‘ .

The wqnt of encouragoment in tho form of good sorvice-pensions and honorary -
disiinctions is also sevorely felt in the ordinary Civil branch of tho Public Sorvico,
which is tho only one in which these classes of reward are not dispensed. ,

1t is obvious that the pro‘Posed Board of Examiners might-bo turned to good
account in supplying these dofects. - Duplicates of the books which wo have recom.
mended to be kept in tho separate offices shonld be the transmitted to the Départment
of Examination, which should also bo furnished with all information rolating to pro-
motions and other matters bearing on"the sevvico of the officors in each Dopartmont.
No grant of superannuation allowance or good service pension should be made by the-
Treasury without a provious report from the Board of lxaminers embodying.- this
information. . o s Ao enn

By this system, not only would greater cortainty bo introduced into tho supor- .
annuation business, but a degroe of inconsistency would be given to the wholo schemo .
of promotion by merit, which would, we think, insuve its success. It would also
havo this further advantage, that it would servo' to direct the attention of .the Gov- . - ¥
crnment to the merits of individual clerks—now soldom known beyond tho spheve of
thoir own offico—-and would thus enable it to select dosorvinf; porsons from tho ranks

* of the Public Servico to fill important situations which might become vacant. - It is b

- to bo hoped that in future, if any staft’ appointment fulls vacant in an offico in which . - -~
thero is a deserving clerk well qualified to fill it, his claims will not be passed over in
favor cf a stranger, but this principle might advantageously be carriod further, by
filling the appointment with a person from anothor office, if thore is no one in the
Department itsolf qualified to take it, and thore inight often be ocensions in which the |

~ advantagos of encouraging public servants, and at the same time introducing fresh |
< blood into an office, might be combined; as, for instance, by filling a staff appoint. ‘
ment in office A by the transfer to it of a meritorious stoff officor from office B,
and then supplying tho vacancy. caused in office B by the appointment to it of

_ono of the most deserving clorks in office A, - Tho extont to which this principle.

~— could be carried into effect must, of course, depend upon circumstancos, and upon
a careful consideration of its working; but wo do not see why it should not be tried.

Upon a reviow of the recommendations contained in this paper it will be scen
that the objocts which we have principally in view aro theso:— . ]

1. To provide-by a proper system of examination for tho supply of the Public . :
Service with a thoroughly efficient elass of men. . T

2, To oncourage industry and fostor merit by teaching all public tervanis to look
forward to promotion according to their deserts, and to expoct tho higheat prizes in
the Sorvice, if thoy can qualify thomselves for them, -~ =~ "~ AN

_ 3. T6 mitigate tho evils which retult from tho h;ggmentnry character of the

_Service, and to introduce into it some elements of unity, by placing the first appoint-

ments upon an uniform footing, opening tho way to tho prometion of public officers. .

to staff uppointments in other Departments3thnn their own, and introducing into the. -

. o i 41)‘ . T

|

L




Lof t

- 44 Victoria. . Sessional Papers (No.118) A. 188

—— —

lower ranks a body of men (the supplomentary clorks) whose services may bo made
availuble at any tiine in any oftice whatever,

It remains for us to express our conviction that if any change of the importance
of those which we havoe recommended is to bo carried into effeot, it can only bo suc.
cossfully dono through the medium of an Act of Parliament. ‘The oxisting system
is supported by long usage and powerful intorests; and were any Governmont
to introduco material alterations into it, in consequence of their own conditions, -
without ~taking the precaution to give * those _alterations the forcai of law,
it is almost certrin that they would beimpercertibly, or porhaps avowedly, abandoned
by their successors, if they were not even allowed to fall into disuse by the ver

Government which had originated them. A fow clauses wounld accomplish all that js -
proroscd in this paper, and it is our firm belief that a candid statentent of the grounds
ho measure would insure its suecess and popularity in the cﬁglmtr y and would

® .

. remove many misconceptions which are now prejudieial to tha Publie Service

| STAFFORD I, NORTICOTE.
¢. B. TREVELYAN.
23rd November, 1853, - ,

ORGANIZATION OF THE CIV1L SERVICE,

Letter from the Rev. B, Jr}u'etl, Fellow and Tutor of Balliol College, Ouford, to Sir ~
i : Charles Trevelyan, . :
- DeAR Sin,—1 think two objeciions aro likely to be mado to the veport you wero

50 gowl a3 to show mo on the * Organization of the Pormanent Givil Servico.” First,

thut is impossible to bo nssured of tho moral character of persons elected by examina-

" tion into the Public Servico; secondly, that it is jmpossible to carry on an examina-

tion in so great a variety of subjects as would be required, aud with such numberless
candidaies; in othor words, that the scheme, however oxcellent, is not practicable.
I am convinced that neither of theso objections has any real foundation,

-~ 1. For the moral charactor of tho candidates I should trust partly to tho exami
nation itself. = University experienco abundantly shows that in ‘more than nineteen
cases out of twenty, men of attainments arc also men of charactor. - Tho persoveranco
and self-discipline necessary for the acquiremont of any considerablo amount of know-
ledge aro a groat security that a young man has not led a dissolute life. ,

But in addition, I would suggest that thoro should bo a system of inquiries and
testimonials, which might be mado considerably more efficient than testimonials for
orders aro at presont.  Tho analogy of Insurance officers would afford the boest model
for carrying out such a system. 1 would prépose :— )

1. That tho eandidato should give notice (as in the case of orders) of his inten-
tion to oflor himself at least three months bofore the examination, -

* 2. That he should at the same time send papers comprising n certificate of birth
and baptism, with a precise statoment ot all ‘the places of his oducation, whethior at
school or college, togothor with testimoninls of his conduct for two years proviously
from the head of tho school or colloge in which he was last a pupil, and a}so a state-
‘ment of his present occupation aud residence. .

3. That he should give reforences—

(1.; To & medical man, ‘ ‘ . L
" m (2.) To a magistrate ; or, in case of inferior situations, to two respoctablo house-
olders, S , . -

(3.) To & clergyman or dissenting minister ; to all of whom cavefully drawn
questions respecting the candidate in.tho form of an insurance office paper should be

submitted ; the answors to be confidential. To prevent the possible forgery of a

character, an indopendont lotter might be sent to a clergyman or magistrate in the
401 : .
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district, with the view of his cortifying to tho oxistenco and respoctability of the
referances. » . R
The scrutiny of the character and testimonials of the candidates ou ht-to be
quite soparato from the examination, The rejection should bo absolute and without
roasons ; whether it took place on medical or moral grounds would remain uncertain.
In case of Parliamontary inquiry, however, a registor of the roasons might be
privately kept in the office. B T s o
With such, or oven a less amount of precaution the standard of character amon
ublio sorvants would surely be maintainod ns high as at prosent, ov highor; as hig
ﬁoxl-minl({ as the standard of character which can be ensutod in porsons sdmitted to
uly orders. : : : , Do : :
y‘II.‘ The second objootion rolates to the mode of oxamination.” . o
- .~ (A.) To meet this, lot us begin by supposing a division between the superior and
inforior—appot s @

A. 1881

ntmonts,—and,further, lof. us estimate the anual number of vacancies "~

of toh‘;a suporior classes at 25(7;, and tho number of candidates for the 250 vacancies at
This last (which, however, is probably the outside number) is somewhat alarm-
. ing. Tho best way to disperse the crowd will be by holding examinations comlnunllgv,
say fivo in each yoar, threo in Tondon, one in Edinburgh, one in Dublin. Thus the
nnmberdis roduced to 400 for each oxamination, a numbor which may be easily
managed. : : s
ho oxamination should consist both of paper and vivd voce work. Whero, as
here, tho object is to solect a number of young men for practical lifo, the latter is of
great importance. The aim in either should bo to tost general intelligence and power
of thought and language, quite a3 much ns knowledge of a particular subject.
Tha examination on guxer of each candidate should last for about a week, to
which would have to be adde
ontailed (equal to tho perusal of 4,800 long papers, and 400 hours of vivd voce), no
loss thanthe varioty of subjects, would make it necossary that the number of examni-
nors should*ho not less than vight. - : Lo o
Considering the naturo of tho employment. and that overything dopends on the
fitness of tho examiners, thoir salary should be liboral, Thoy should be permanent

mado permanent that all men will in the first instance bo induced o devoto thomsélves
to it, or will have the op‘)ortunity of acquiring the exporienco and facility necessary
for doing their work well. Theéir irromovability, as in tho caso of judyes, is the best

of business, they would require several olerke and & socrotary. It would be very
desirablo that at tho nead of this “Colloge of Examiners™ somo ominont person
should be placed of the rank of Privy Councillor, ‘

threo principles should be kept in view. We should consider what aro
1. Tho indisponsable requirements of public offices genorally.

roforonce to tho wants of the public offices. ' 4
3. What ave tho spocial attainmonts neoded in any particular department of the

Public Service, as, far example, the Treasury or the Foreign Offico.
(1) 'Tho qualifications moat univorsaily required of offieials

and noatly, n thorough knowledge of arithmotic and book-keeping glish c
position. - I should propose to make these the subject of & preliminury examination,
which might last for a single day. No candidute by whom this trial was not satis-
_factorily passed should be_allowed to competo further on this occasion. This
would havo tho advantago of limiting the numbor of candidates. - No able man who

- was fit for tho Public Servico would be exeluded by the roquiremont of" mj_ithmehc, ift
it wero known beforehand to be indispénsable. It is necessary to requird it,

wise you will not get it.
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an hour of vivd voce. The amount of labour thus

officors, and oxcopt for proved misconduect, irromovable. It is only by the offico being
guaranteo for their independenco. - To reliove them as much a3 possible from details

-1 will next proceed to tho subjects of oxamination, in reference to which I think -

2. What are the bost eloments of higher education in Engiand, without special

are to wﬁte fast -
and English com-

or other- -
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(2.) When this preliminary examination has been disposed of, wo como to the
principal one, in arranging the subjects of which wo havo to consider what is the
main staple of English “education at the presont day. It will not do to frame our
examination on any mere theory of cducation. We must test a young man's
ability by what ho knows, not by what we wish him to know. The system of our
oo public schools, of our two English, as well as the Scotch and Irish, universitios, as
§ T well as tho case of those who have not been at a university or pablic school, should

P © be fairly considered-in-tho. arrangement of the plan, The Xknowledge of Latin and
Greek 13, porhaps, upon tho whole, tho best-test-of- reguiar_provions cducation,

Mathematics are tho predominant study of one of our universities, Moral hilosophy—.
is & principal subject at Oxford, no less than at Edinburgh and Glasgow. An increas-
ing class of persons receive a foreign or an English, in contradistinction to what may
'be termed a classical oducation. Some of the candidates again may bo ontered at
Tons of Court. Lastly, it may bo remarked that there are subjeots, such as physical
science and civil engineering, which, notwitbstanding their immenso growth in the
last fow years, have scarcoly yot found their way down into education, and in roferonce
to which tho proposed oxaminution may be mado to operate ucofully.  These, and
similar considirations, should enter into our scheme, which, supportod us it is by
valuable prizes, must excrciso a great influenco on the higher education of the country.
‘ (3.) Tho special requirements of the highor departmonts of the public oftices
appear to bo chiefly two, viz,, a knowledge of the priuciples of commerco, taxation,
and politieal economy in tho Treasury, Boand of Trade, &e. ; of modern languages
and modern history, undor which last may be included international law, in the
Forcign Office. In tho offices which aro prineipally offices of account, mathematicsl
talent may, with advantago, bo insisted upon. = Whether immediately wanted for the
daily work of tho office or not, all such attainmonts tend to give an official a higher
intorest in his omploywment, and to fit him for suporior positions. . 1'hey may also be
regarded ns reflecting honor on the Service. The requirement of theso or uny other
ualifications would bo determined by each offico for itself, subjoct to the approval of
3:0 Board of" Iixaminers, while theduty of the Examiners would bo to guarantee with

tho special attainment tho geucerally ability of tho candidate. »

PI: tho following schemoit has been attempted to earry out the views which have

¢

L T P o

preceded :—
FOUR SCHOOLS.
RO 2, 3. 4.
. e - Modorn
Mataematics Political
Classical with practical } Lconomy, Law, | ﬁ‘;‘dnob;_':]agﬁ?g tg':"
Literature, applications, and . Moral __ S1OTy

Natural Science. Philosophy- ":fﬂ'::g;g%; 112:\0'
a . <

Note.—-In the third of these Schools Political Economy would supply the requirements of the Trea-
sury, Bosrd of Trade, &c., while the sabjects that have been grouped 1a the last school are niore espe-
cially adapted to the requirciments in the Poreign Office.

Tho details of these schools are left to the Examiners, with the singlo direction
that original English composition should form a consideration element in the exami-
nation of all the candidates, . .

REGULATIONS.

1. The examiners to examino in each school, and to form n judgment soparately
on all the pupers. : , , i
2. Two schools to be réquired of all candidates, and none to bo allowed to try in
moro than two, .
406
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3. The examination on paper in cach school to lnst for threo days.

option.

5. The succosstul candidatos to bo placed in order of morit.

6. A cortain number of appointmonts to be appropriated to cach cxamination.
The choice to be given to cach candidato (in ordor of morit) of what oftice he desires
to en}er, provided he has fuliilled in tho oxamination the roguirements of the office
he selects, L : :

The order of proceediug would bo as follows :~Say on the 1st of February the

___candidates (whose {estimonials and reforonces had boon proviously approved) havo

assonibled-and _pasa_the prelimirary examination in arithmetic ard English com-

position. Two or three days after;-the.oxaminers, as soon s thoy have had time to

read their papers and reject thoso who woro not-qualified, would proceed to the
examination in the first achool. This would be carr od on by two of their-numbcr,

- while the remaining six would bo engaged in their differont schools with tho vied ™

voce oxamination of the rest. The * paper work " of the first schools would last about
three days, and then would commence tlhe «paper work" of the second school, con-
ducted hy its two examiners, whils the vivd voce of tho othor three schools was also
going on. At the tormination of the whole tho namesof thecaudidates, or rather of

. 33 many oi them as there were appointments to bo filed up, would appear in order
of merit, with & notice appended to the namo of oach, of tho schools in “which he
had been examined:  Such a list woald not be difficult to make out, if thero were an
uniform system of marking umon§l tho oxaminers, which might be such as to ropre-

sent fairly the general ability of the candidatos, as well as tho g‘eciso result of the
examiu?!ion. Such a systom is already in use at tho Education Office, and is perfectly
successful, :

(B). The objection of impractioability will perbaps bo folt to apply moro strongly

~ to the application of tho schomo to the supplomentary clerks, and, in goneral to the
hombler elass of public sorvants, on account of their great number and dispersion
through the country, and algo on account of tho difficully of devising a mode by
which such situations as theirs can bo uniformly mado rewards of merit. The
oxporienco of the F.ducation Dopartment of the Privy Council Office, in which as
many as 1,800 certiticates of merit have been given, aftor examination, to school-
rtl‘ltzgters and pupil teachers in a singlo year, shows that no numbers occasion any real
ificalty. .,

Firgt, let us supposo the numbor of the lower class of public servants to amount
to 10,000, offering, perhaps, 500 vacancies annually. It would be, ne you, observe,
unfair to subject tho candidates for thoso small situations to the oxpenso of a journey
to London, Edinburgh, or Dublin, The oxamination must be boought to them. Wi_(h
this view the whole country might bo divided into distriets. A fow assistant district
oxaminers would bo required for the suporintondonco of tho oxamination, who might
be furnished with the questions, and might bring the answers to London afier each

“; —-examination, and sorting thom by subjects, determino on their merils, under the

the control of tho Central Board. .
The previous scrutiny of tho moral character of tho candidates would be con-

ducted in nearly the samo manner for all.

REGULATIONS.

1. Tho oxamination to be carried on by the assistant examinere. S ,
2. To consist of roading aloud in the prosonce of one of them ; of writing from
dictation; of mithmetic; of goo raphy ; of writing & letter, or making an abstract;
of vivd voce on any subject calculated to tost genoral intelligence. ; .
-To which may bo added an “ usoful koowledge ” paper of common questions
about common thinge. : : :
3, The oxaminations of all the differont districts to bo brought together at the .

Central Office.
401

4, EBach candiglz\te to bo examined vird voce for ono hour in any school at his
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- 4. Tho names of as many candidatos as thoro aro vacancies, nctual or probable,
to bo published, either in order of merit or divided into classos, according to the
nature and value of the appointments. B
) tmilo may bo raised ut the idea of subjecting oxciso mon and tido waiters to a
G competing literary oxamination, as thero might have beon thirty yenrs ago at

subjec;)ingdvillugo school mastors to n similar test; but it must be remembered on the
other hand,—
1. That such & measuro will oxorcise tho happiost influence on tho education of
- tho lower classes throughout En land, ncting by tho-surest of all motives—the
degiro that a man has of bettoring himself in life, L )
2. That reading, writing, and arithmotic, a good hand, and .tho power of
oxprossing himself in a lottor, no loss than the gonoral intelligenco tested by the
examination, rendor the lowest

without them, and give him a chanco of rising in tho sorvice. .

3. The oxamination will relato to common things treated in a common-sonse way.

4. That no other means can bo doviscd of gotting rid of tho evils of patronage.

A further objection may bo made to the selection of candidates by a com oting
oxamination, that this affords no test of fitnoss for places of trust, for wbicK also
their youth scems to disqualify thom. But places of trust would not bo’ given to
youths just ontering the Servico, but to those whoso characters wore long tried in it
In this class of publio servants thero woulc bo at least as much socurity for high
character as at present. They will have obtained their situations in an indepond-
. obt manner through their own merits. Tho sonso of this cannot but induco self.
vespect, and diffuse « wholesomo spirit among tho lowor noloss than the highor classes
of oftioial man,
the unity of tho Public Servico,

by motit the appearance of being favoritism disguisod. . . ,

Pormit me to oxpross, in conclusion, my earnest wishos for {he success of tho
schomo. If carried out it will reliove public mon {rom tho abuses and from tho

anncyanco of patronago; it will vaiso the Puablic Servico; it will give all classos a

comnion interost in maintaining its ravk and officioncy. - Though a subordinato

aspect of it, I ¢annot help feoling, as a colloge tutor, ifs great importanco to tho
university, supplying as it doos, to woll cducated youngf mon, & now oponing for
honorablo distinction.  The offect of it in giving a stimulus to tho education of tho
lower elasses can hardly be overestimated.
Yours, vory truly,
» . B. JOWETT.
Bavrion Correak, Januavy, 1854,

APPENDIX G,

FIRST REPORT OF THE PLAYFAIR COMMISSION OF THE CIVIL
SERVICE INQUIRY COMMISSION, 1874.

Tho lotter dated 27th April, 1864, which the Chm}cellm: of the I§§clneq§10r
afldrossed to our Chairman, requested us to direct our consideration to the following
points in their bearing on the Civil Servico:— L .

1. The method of seleeting Civil Servants in tho first instance ; .

2. The principles upon which men should bo transforred from offico to omcai
especially in cases where one establishment has been abolished or reduced
in numbers, and when there aro, consequently, redundant employés, whose
services sheald, if possible, bo mado availabla in other Departments : |

3. The possibility of grading the Civil Service, as a whole, g0 as to obviato the
inconvenieaces which result from the differonco of pay in difforent Depart-

- ments ;
408

Appointment by merit would not impair, but would rathor incrense -
while it would tend to tako away from promotion -

i

oublio servant fittor for his position than ho would be A
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4. The system under which it is dusirablo to employ writers or other porsons
{or tho dischargo of duties of less importar:co than thoso usually assigned to
- established clorks, or dutios of a purely temporary ¢haracter.
, }Vedhave found it voaveniont to divide tho subject reforrod to us into the follow-
ing heads :— s : -
8 I. Tho ordinary clorical ostablishments of ublic ofticos :
11. The outdoor establishments of tho Inland Rovonue and Customs Depart.
ments. (The minor establishmont of the Post Offico wo havo held to be
__Dbeyond tho scope of the inquiry.)
111, The appointments in various offices roquiring special and tochnical quaifi-
cations and in such establishmonts as-tho British Muscum and the Dopart.

mont of Scionco and Art. . ,
Our presont Roport has veference to tho firat head only. The second and third

will form the subjoot of a furthor Report.

Tue OrDINARY CLERICAL Ee \uLIsuMENTS oF Punuic Or¥IcEs,

- Preliminary.

Tho quostions which o aro desired to consider have arisen out of changes which
have boen in progress moro than twonty years. Bofore that timo the uppointment
of olerks in the Civil Servico was a matter of patronage. Nor, geneorally speaking,
was there any attempt to soPurato inferior from superior work, or to puy for %‘t
according to its moritl and value. Tho rapid growth of the Administrative Offices
rendored tho evils arising from this stato of things more and moro upparvent, and in
1853 the first sorious stop was taken by the appointmont of tho present Chancellor
of the Kxchequer, and gir,ﬂ. . Trovelyan, then Seeretary to tho Treusury, to nssist
in revising various growing officos, and also to roport gonorally on reforms in the
Civil Service. They collected many valuablo opinions,* and mado o genoral report,
which may bo rogarded a8 the basis and starting point of tho changes which have
sinco been in progross. Spoaking genorally, thoy recommend :—

1. The separation of intellectual from mecaanical labor :

2. Seléotion of clorks by open competition. : :

"This division of labor was attempted in some offices by adding to the body of
ostablished clovks a supplomentary elass. Tho attem it broke down in tomo €ises
beeauso tho distinction betweon the porsons appointed to the two classos, and tho
kinds of work allotted to thom respoctively, was not sufiiciontly maintained. Furthor
ondeavors to attain tho samo object wore wftorwards mado in somo iargo offices by

_crenting o claes of inforior clerks ut weokly wages, with no permanonco of tenure,
and no right to superannuation, but with wagos rising, cither by geniority or merit,
to a moderate maximum, and with tho usual prospect of boing omployed so long as
there was work to do, and as it was well done. The summary abolition of this class
of clerks by tho Order in Council of 10th August, 1871, led to tho appointment of
Mr. Otway's Committes, in 1573, and has had much to do with rccent difficultios.

Nothing was dono ot fiest to establish tho principlo of seleoting clerks by open
competition; bat in May, 1855, an important stop was taken by tho appointment of
the Civil Servico Commissionors, who were to oxamino all persons proposed to ho
appointed ;- and this was followed by tho passing of tho Superannuation Act in 1859,
by which tho possession of & cortificate from the Commissiouors was mede, for all
ordinary situations in the Civil Sorvice, an essential condition of a right to superan.
nuation. About the samo timo most of tho officos adopted tho plan of limited
compotition, under which each Departinent had a scalo of oxamination suited to its

own requirements, and three or moro candidates woro nominated, of whom the ono

who got most marks in the compotition was appointed to the clerkship. By a

subsequent dovelopment of the samo plan, no porson was pormitted to entor for ono

* 4 Papers 1elating to the reorganization of gxagmvil Service, 1855."
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of theso compotitions who had not previously passed a preliminary examination in
the more elementary subjects. This system continued in force for some Yyears, and,
according to the opinions of many good judges, produced valuable results,

It was put an ond tc by the recent Orders in Council, under which unrestricted
compotitivo oxamination has been made the only door of entry to tiie general Civil
Service. Tho effect of these Orders, as administered by the Troasury, is as follows:

The work of the offices is carried on by Staff officors, by two grades of ostab.
lished clerks appointed under what are known as Rogulations I and II, and by a
fluctuatin bo<fy of writers, - , V

The Writers.—Theso do not bolong to the establishment. They are placed on &
register after oxamination by the Civil Service Commissioners, and are supplied ia
the required numbors to any office which asks for them; they aro paid either by
piece:work or at tho the rato of 10d. an hour; have no pormanonce of tenure, uo
pros})ect of advancoment, and no claim to pension. There are at present about 1,200
Civil Servico writors omployed, including boys, :

The Clerks under Regulation I1.—Theso ave selected by open competitive exami.

nation of a moderate kindd, conducted by the Civil Service Commissioners, The -

number of succcssful candidatos is regulated by the number of vacancies oxisting at
the time when tho results are declared, and each candidata in order of merit has his
choice. But tho choice, being rostricted to these vacancios, gradually becomes smaller
and smallor, as ono afier another of them is filled u , and the last man hasno choice
at all. If the candidato refuscs the situation whicE falls to him, he is struck off the
list, and not only retnins no claim to be appointed to ill any future vacanoy, but is
dobarred by such refusal from taking part in any subsequent compotition under the
samo rogulation. The oftico has no choico whatover, and - unless it rejects the olerk
within the period of a six monthe' probation, is bound to retain him.  He can rise
to tho top of that part of tho clerical staff in his offico which is reoruited under
Regulation I1., but has no prospeot of being promoted to the higher class of clerks
appointed undor Regulation I. '

The Clerks under Regulation I.—These are selectod 'by open competitive exami. -

nation of n high ordor. "Thoy were oxpected to bo drawn from the best class of
University mon, and weroe intended to form the superior class in thoso officos which
need high social and educational acquirements, Tho practico in filling up vacancies
is_ tho samo s under Regulation 11, ‘ ' .

" Staf Ogficers.—'Theso diftor very widely in differont offices, in number, salary,
and position. In somo oftices thoy do all the suporior work, and oceupy the position
which in other oftices is occupiod by superior clorks. They ave appointed either
from tho clerks or from outside the offico or the Service, Thoy cannot got superan-
nuation uuless they have obtained a certificato from the Civil Sorvice Commissioners,
or are oxenpted under the special provisions of the Superannuation Act; but
examination is in general dispensed with, A

The clerkships in all public offices, with but few oxcoptions, fall under ono or
other of theso rogulations, Tho number admitted by competitive oxamination to

-30th June, 1874, was—

%

Undor Regulation Tuvveneeesvvreas vossesserress 20
Undor Regulation IL......... s e 284

Tho unequal valuo of the sitaations to bo compoted for under cach of those
Regulations is vory romarkable. From a roturn mado to the House of Commons

~ (No. 410 of 1873), it appears that thore avo wido variations, both iu the initial and

final salavies. ~ As an examplo of these, undop Regulation I, wo have—
Public Rocord Office, Irveland, £100, rising by £5 to £120, and no further. -
Tronsury, £250, rising by £20 to £600, with a prospect of £1,60).
Undor Rogulation II the variations are oqually striking, as will bo seen by the
following examplos:-— :

Burial Grounds Office—£80, by £5 to £100, and no further.
‘ o410
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%ﬂnnd Revenue—£90, by £10 to £160, with prospoect of £650, and tho possibility
f vislng to £1,200 a year, . : ‘ . :
The experience o tho above changes leads to the following obsorvatinns'on_the
merits and demerits of the different- mothods of appointing clerks : —~ i
The ndvantages of the system of patronage, whether unlimitad, as was tho case
beforo 1865, or restricted, as it was_ ufter thy establishmont of tho Civil Sorvico
Commission, wore,~—First, that each Head of a Degartment was able to adapt the
qualifications and pay of tho clorks in his office to tho peculiar wants of that offico;
and secondly, that the clerke, recoiving their appointmerts ns a mattor of favor, an
being appointed to a particular office and not to the Sorvico genorally, looked for their

-~ career to the pay and prospeots offered by that office, and were loss disposed than

thoy are under the present system to claim equality with higher paid offices, and to
combine for the purpose of urging their claims on the Governmont. Theso are no
trivial advantages. E , S e
. On tho othor hand, the objections to patronage woro,-~Xivst, the obviour aud
popular one, viz., the (fnnger of jobbery* secondly, tho tendency to croato places in
ordor to eatisfy spplicants; and lastly, the tendency to maintain tho systom under
which the highor work of an offico was mixed up with the lowor, so that the nomineo
of n Ministor entering by a low examination might bo promoted without further test
to n superior position. : ) .
1t may s:om superfluous thus to discuss a quostion which is scttled. by publio
«pinion, moro especially as wo are informed by the lotter of the Chancellor of the
Lxchequer that the Government decivo, as & gonoral principlo, to uphold & aystom of
se.cction according lo merit as opposed to selection by tho simplo oxerciso of patron-
ago. But it will'be seen in a lator part of our Report that ono of our princi sl
oljects has beon to socure the advantages avising from the sclection of clorks suitable
to any oflico by the pevsons respousiblp for its alministration, at tho samo time that
\\I'o nlv;'(;gd tho ovils of patronage by ndopting compotitivo oxamination as tho test of
cligibility. - - , o :
As regards appointment by competition, there scoms to bo no doubt that both
the limiteﬁ competition which oxisleg boforo tho recent Ordovs in Council, and tho
open competition for clerkships under Regulation 1L, have produced  good
candidntes, A ' '
But opin competition rnises the following gerious difliculties :~— ,
Firstly. The wants of offices avo very ditforent, requiring difforent capacitios and
acquirements, and consequently differcnt pay. 1t is impossiblo to have a soparato
compotitive examination for ench placo; and any uniform and general competitive
examination must be too high for some places and too low for others, or whero nol
tO(]) high or too low, must, if it is appropriate to.some places, bo inuppropriste to
othors, R e
_Secondly. It may woll bo doubted if any examination can oftcctually test n
man's real and permanent capacity for tho practical business of lifo. L
“Thirdly, The uequisition of clerkships by success in a compotitive examination
places clerks in a volation towards thoir employer, tho Stato, veory difforent from that
oceupicd by persons who owe their places to orsonal selection. . . .
'lvo first two of those difficulties have a direct beaving on tho ofiiciont organiza-
tion of the Civil Service; whilst the third has more immodiate relation tothe feolings
of Civil servants. In neither of theso respects, nor yot in point of economy, can
the administration of the recent Ordors in Council bo considered successful,

Q " Tivst, as rogaids ofticiont organization. . As abovo stuted, three descriptions of
¢

-~ needed W

lorks wore provided for. At tho bottom were to bo Civil Service writers, L0 whom

* \Whero & Head of & Department has lo appoint a lad, 80 young {hat be can know little ebout him,

10 8 clerkship so low in the office that he ia not affzcted by the way in which the clerk does his work,

personal or Eulixical objects ma{ well prevail, and it is for such cases that selection by competitlon Is
n

ere he has to appoint a man of mature age, whose character is formed and known, to &
post the work of which tells directly on the bus:ness of the office, reason and experience alike teach
that his personal disceetion will, {n general, be cirlt{ully and honestly exercized.

L e atateane s
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tho low.. ¢ and most purely mechanical dutios woro to be committed, No ono wishes
to preservy this part of the schemo; and as it is moro fully discussed below, in the
answer to the Chanceilor of the Exchequor's fourth question, we forbear to dwell
upon it here. The established clerieal sorvice was to consist of two distinet grades
of clerks, the one admitted by a vory high, the other by & comparativoly low com.
potitive oxamination! It may have beon intended that each office (aftor eliminating
the Civil Service writors and their work) should contain a cortain proportion,
varying according to its work, of clerks of both grades, differing from oach other in
])Rg:, prospects, and position thronghout their whole carcers, each grado performing
a di

stinct class of work. But assuming this to havo been tho intention, thedistinction .

is not applicable to the real facts and wants of the Service. The work cannot be

divided in the manner proposed. _Tho standard_of_qualifieations under- Regulation I—

is.too.high. Tlo mothod of choosing and detormining the superior officors of an
important Departmont for tho whole of their official carcer by tho tost of passing a
literary pxamination at the nge of leaving school or colloge i, to say the loast, an
oxtremoly doubtful one; and tho result is not approved in the offico which has had
tho greatest experionee of it, A further and a vory formidable objoction to such a
scheme is 10 be found in the barrier to promotion by merit from tho inforior to the

k superior class.” The offect of this objection thoro has not yot boon timo to experionce

“that tho puy, position, and work of 1ho inforior ol
L 3 P

in any offico; but that it will be sorious cannot be doubted, when it is considered -

asyis, in many cases, as high as
that of tho superior class. As a mattor of faut, these objections have proved so
strong that the abovo intention, if it was theo intontion, has only been carried into

effect in a vory fow offices.  Somo offices ovado it by the “expediont of omploying

numerons Staff officors instead of clerks nnder Regulation L.; and many offices

havo preforred to organizo themsolves ontirely under Regulation II., so that the
wholo of their ostablishments ure rocruited undér tho comparatively low examination
of that rogulation. ' :

Tho result is, that whilst in some offices elorks appointed under Regulation II.
can riso to places of great trust, importance, and value,~-in othor oflices, whoso
clerks are np‘)ointcd undor both regulations, clorks appointed under the samo Roge-

Iation I1., and presumptively cqual in capacity, are relegated -to - inforior—dutios-and——

~¢lerks a

positions; and at tho same timo it may, and oceasionally does happon, that oven

ppinted under tho comparatively high oxamination of Regulation L, fail to

obtain work or pay as high as is givon in othor offices to clorks appointed undor

Regulation {1, ~ .

In short, the distinctions offected by thoso two regulations do not apply to the
facts ol the Sorvice, and the consequonce is, that where Rogulntions I, and 1I. oxist
in the xamo Departmont tho division of labor contomplatod by thom cannot. bg inin-

tained, whilo in 8 Department recruited wholly undor Rogulation. LI, thord-is no -
- division of lubor at all, exeept that which was contemplated by the ostablishment

of Civil Servico writers, which is wholly inadequate and has failed,
. Nov, in point of economy, has tho recent change been successful. In the first
place, the objection to the system of writers, now universally admitted to bo well

founded, has led to the creatiou of a larger number of olerks under Regulation 11

with comparatively high salaries, than would ho necessary if, ns wo suguost below,
the lowest class of pormaneont work weie intrusted to a properly paid and organized
cluss of clorks, In the socond plaeo, thero has beon, and 13, a tendency to croato

" highly ]mid appointments undor Ro tilution |, Althouzh entrance by examination

under this regulation has searcely been brought into operation, soveral Departments
havo obtained for their existing clerks the high® rates of pay nppropriate to the
clerks oxpected to onter by an open compotitive examination of tLu highest order,
and have, in romo instances, ol tained thom with a lavish liberality. In thess two
ways tho recent changes have not tonded to econumy in tho Public Servico. .

1t is, of course, inevitable that there should Lo inequalitios of pay in the GCivil
Servico. In tho Avmy or Navy thoro is uniformity of 3uties, which points naturally

0 uniformity of pay, though not to uniformity of promotion. But in the various .
4 :
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____Twa clerks, who have passod

——-golves wronged-if-thoy-are-not.cqually well off w
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Departments of tho Stato thoro is the utmost varioty of work, some part of it requiring
a high ordor of intolligonce and discretion, and othor parts only involving fidelity
and diligonco in the performance of routino duties. Even in difforent branches of

the samo Department this variation in the conditions of sorvico prevails.. Ience it

is not surprising that therc should gradually havo arisen groat variety in the scalos
of salary, and in the rates of promotion, throughout tho Sorvico. :
Bui theso inequalities have been artifically incredsed by tho introduction of
_ Rogulation T, and Regulation 11.; they have been placed in an invidious light by the
application of a common compotitive oxamination tost; and that test has beon so
applicd a8 to provent any appropriation of tho differont pluces and pay to the candi-
dates specially suited for them. i
d the samo oxamination, may pass into difforont
offices. 'Tho moroe fortunato clork may find himself in"an;office of high pay and quick
promotion, whilo tho other may bo in ono where pay is low and promotion is in
stagnation. = At tho end of a given number of yenrs, without superior merit on ono
<ide or domerit on tho othor, tho two clerks, who started with equal claims, would
find thaé whilst one had advanced with rapid stridos the progress of the othor had
beenstopped. L o V '
Clorks who have been admitted by open com?etition avo lod to conceive them-
th ajl who pass tho same examinu.

ﬁ.,..v,‘
D T

tion ; thoy look upon their carcor as & matter of right; and thoy combino to get

their claim to equality listoned to. Again, clorks under “Rogulation 11~ find-them=——

selves frequently doing work as high as, or higher than, that dono by clerks in tho

“privileged class, and they naturally aro discontented, and press for cquality, - Nor is

this all, for wo find, as a matter of fact, that the existing clorks who have not entored
the Servico by competitive oxamination are rendered dizcontont if tho snmo bonefits
aro not oxtonded to thom as avo held out to tho successful candidaies in futuro,
compotitions. Ta all theso ways tho present system of competitive examinations
tends to promoto discontont and oxtravagunt claims.

The discontont which undoubtedly provails to somo extent in cortain branches
of the Sorvice has thus beon aggravated by recont changes. It cannot, howevor, bo
_wholly. attributed to these changes. The pricos of various commoditios havo greatly

increased within the last fow yoars, and ratos of Wages are, i« rule
they were. Many employers of labor have had to incronse tho salarios paid to
*thoir clorks; and it is not unnatural that clorks in the Civil Service should oxpoct a
similar increaso.
Under thoso circumstances wo have endeavored to ascertain what is the prosont
. market value for clorical work by procuring the scale of clerical salaries in inany
largo private ostablishments, under which term wo include Railway Cempanies, the
Railway Cloaring House, the Morsoy Board, Banks, Insuranco Ofticos, and Firms of
‘Solicitors; and tho resuits will bo found in tho Appendix. 1t is not oasy to form n
completo comparison between differont scales of work and pay, the conditions of
‘which vary so widely. But wo think wo aro jusiified in stating that, taken as a
whole, the pay of the Civil Servico, including fixity of tonuro and superannuation,

--.compares favorably with that givon in privato cstablishmonts, whilst for the lower

class of clerical work it is cortainly highor. ; .
Again the hours in private ostablishments are genorally from about 9:30 a.m. to

litgher—tham——

1

‘6 or 7 pm., whilst those in the Public Servico aro generally from 10 to 4,0r from

11 to 5. : - ) (T

Again, private ostablishmonts diiler from publio offices in being free from any
xules or ypractico of promotion by seniority or youtine, for thoy generally, if not
universally, advanco their clerks and select thom for tho higher posts simply accor-

_ding to thoir merit and value, ' Tho vosult is that in theso eatablisliments, by a pro-
coss of natural selection, ablo and industrious men have n bettor chance of promation,
whilst mon of inferior capacity remain through life in inforior positions, A further
featuro in which most private sstgplishments diffor from tho public offices is, that
thoir .clorks constantly change sorvice nndlgmvo them for bettor appointmonts olso-

- 4
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whore, a thing which—to whatever cause it may bo attributed—is of rare occurrence
" in the Public Servico. ‘ e e SO
The following, therefore, are among the dificulties which wo have to ondeavor
to meot:— ‘
‘L. 1. To frame such n plan of genornl selection b compotitive examination as wij|l
fairly meet the gonoral roquiremonts of tho Service, and wili 1t the eame
time admit of a cortain degreo of frecdom to tho Department in choosing the
man it wante, and of a certain degreo of freedom to tho candidate in
choosing the place which suits him, ~ t :
2. To reconcilo, as far as possiblo, the place and position to be nequired by
’ m{wcoss ina compotitive-examination with freodom of promotion on account
of merit. ~
3. To arrango tho principles of payment and promotion, so that in all offices
* thero may be Loth reasonablo prospects for all doserving mon, and menns of
furthor rewarding the moroe efficient, without unduly burdening tho publie
purse. o :
Unlo]ss theso difileulties can be solved moro or loss porfectly, we shall be unallo
to givo a satisfactory answor to the questions reforred to us, They are, no doubt,
formidable, and it would bo Brosumptuous to say that our proposals will certuinly
and finally dispose of them, But we think that the goneral schomo which wo aro
about to proposo affords . fair prospect of succoss, if it is reasonably and efficiontly
administored. Under those circumstances wo proceed to consiuvr the quostions in

sucecession,

L. The Method of Sdeqh‘ng Civil Servants in the First Instance.

Wo havo alrazdy pointed out the difficultios of selestion by compotitive exami
nution, and the objections to which the prosent system is opetl. owing, chiefly to the
groat rango of tho dutics to bo provided for, extonding from the highly rosponsible

~duties of tho chief clerks of n political dopartmont to tho merest rottine of ficcounts
or rogistration. . » : : ‘

For such u range no one standard of oxamination ean possibly be suited, and wo

proposo, in the first instance, to sojmmtq_ from tho suporior servico the very lavgy -
t systoms of oxami-

 vlass employed on work of a lowor charactor, and to have differon
nation for the two divisions. The modo in which wo Proposo to effect this separation
is given bolow in considering the third of the questions reforred to us, It is only
necessary hero to observe that this separation is of a differont kind from that whic
oXists botween Regulations I. aud IL. of the existin schome, according to which
whole Departmnonts, including inferior as woll ag highly paid and responsiblo ofticers,
sre rocruited under the simplo examination of Regulation 11. :
The modo of «olecting clerks for tho lower division of the Servico presents
comparatively fow dificulties. Their work, pay, and prospects will in all branches
bo comparatively uniform, Thoro in, therefore little need, either for vaviety in tho
exumination, or for solection on the part of the offico on the one hand, or of the
candidato on tho other, Wo rccommend that the Civil Service Commissioners should
hold twico & year, or more ofton if necessar » competitive examinations in subjeck
ineluded in the range of an vrdinary commarcinl educatiop, __These will ha tho same, ____
- or nearly tho same, as ars now prescribed for examination under Regulation ‘1.,
- which was suffiviont for tho inforior, but insufBoient for the suporior clerks brought
in by that standard. ‘ ; . L
~ Aclist of those who are the most successful in the competition should bo made
out in the order of merit, and this list should, in order to prevent dolny in filling up
vacancios, and also 1o provido for tomporary service as described below in answor to
tho 4th quostion, bo in oxcess of the number of permanont clerkships which aro
likely to bo vacant, From this list the Civil Service Commissionors should, on appli-
cation from any Department which bas vacancies, supply the requisito clorks, Ass
genera! rule, thoy should be supplied in the ovler in which they stand on the list;
’ : 414 ’
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bat it should be compotent to any Department to make special application for, and to
—~ the Civil Service.Commissioners to.supply_a clork who has in his examination shown
gpecial qualifications in any particular subject. . -

The period of probation should not be less than a year, and if a clerk is rejected
by his Department within that timo, the rejection should bo signified to the Civil
Sorvico Commissioners, with the reasons.  If thoso reasons are, in tho opinion of the .
Civil Service Commissionors, sufficient to show that ho is unfit for the Sevvice gener- . )
ally, ho should bo struck off the list; if not, the Commissioners should have the power *
of giving him & trial in another Department. ' ‘

Tho limits of age within which a candidate should bo appointed to tho lower-
division should be from 17 to 20, except in the case of Loy clerks. ’

Boy clorks (concorning whom more will be found balow in our anawer to the

- --3rd quostion) should be admitted from 16 to 17 yoars of ago, by a competitive exami-"— """
nation of a vory limited character, After approved good soivice, they should bo-
allowed to compoto among themselves for a limited number of appointments to clerk-
ships in the lower division, at an examination to be held in the subjects prescribed
for admission to that division.. Thoso who do not obtain appointments as clerks
should not bo rotained in the Service after comPotin their lOtL yoar of ago.

Tho examination for the higher .livision of the Service cannot be so simply dis-.
posed of.  The variety and rango of duties in this division of the Civil Sorvico (aftor

* ~ those committed to the lower division are eliminated) aro so greai, that no one-
oxamination will oy itself adequately test the various capacitios requised, And the
varioty of par and position necessarily attached to these difloront duties is also 80-
groat that any attompt to make them all depend simply on succoss in a literary
oxamination must ond in injustice, discontent and failure. . -

Various expodionts have beon suggested to meot theso difficulties. Wo havo
already stated tho objoctions vo the one adopted by tho existing echomo. Another
suggestion is to group the offices according to their soveral dutios; to attach differont
oxaminations to the different groups; and to adapt tho pay of each office to its.
oxamination; whilst a further modification of this suggostion is that tho different
divisions of tho samo offices should bo distinguishoed, and be recruited by & highor or
lower examination according to tho charactor and importanco of their work; and

- that their pay should vary accordingly. : e
~ But those suggestions are inapplicable to the facts of the Service. Tho offices

aro not distinguishable into well.defined groups, some requiring high and others low
capacity. On the contrary, there is every gradation from tho highest political oftico-
to tho merest.routino offico. There is scarcely any offico of importance which doox
not itself require n wido and varied rango of duties. "In many, porhaps in most, of
tho officos, and especially in those which are partly political, rtly administrative:
offices, and which form 8o largo and so inoreasing a portion of the whole Service, the
. rango of duties comprisos the faithful superintendence of a routino administration on
the one hand, and versatility, tact, judgmont, and the power of daalin{; with new
cases on the other. Nor can the distinction, which it is thus impossible to draw
bolween ditforent offices, always bo drawn between differont divisions of .tho samo
oftice. , In goneral, each division of an office, as well as each offico, comprisos & rango
of dutids which makes such a distinction imﬁ)mcticnblo. . : -
Under these_ciroumstances n_Service in which one offico or one branch of an
office, is distinguished from another by barriers so artificial as thoso abovosu goated;
would neither be a successful nor a contented Service.  Such a schomo would, more- .
over, bo open to the further serious objection that it would put 8 stop to one of the
most useful stimulants to good service, viz., the possibility of appointment to the-
clerkships in the move bigghly »aid offices or.branches of an office from amongst tho -
clorks wlie have given proof of thoir industry and ability in officos or branches which
are less highly paid, . : o '
We aro satisfied, aftor much consideration, that the only modo in which these:
difficulties can be met is to ccmbine with seleclion by competilive examination &.
: v . 416 : : e
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cortain amount of freedom of choico, both on the part of the offices and of the candi.
‘dates,  And wo think that this can be offected in the following way :—.

Wo proposo that all candidates for the higher division should: first Pass & pro-
liminary test oxamination, open to all porsons above 17. Theio-skisuld bo (say) four
oxaminations in a year in London, Edinburgh, and Dablin; at which the subjects
should bez-,- : ‘

1. iHandwriting, :

2. Arithmetic (including vulgar and decimal fractions),
3. English composition, :
4. Geography.

8. Lnglish history.

., .. By this examination, which would not b . competitive, candidatos obviously
incompotent would ho sitted out in tho first instanco, : »
Having passed this proliminary examination, candidutos should bo oligible for
the second exumination, which would be hold twico a yoar in London. This exami.
nation would bo compotitive, and it should be of such & charactor ag to suit youny
men from 18 to 23, adequately trainel at a good public school, good private school, or
university, - Tho competition should be limited to a small numbor of subjects,
selected by tho cundi(‘ates out of & list of subjects propared by tho Civil Service
‘Commissioners in consultation with tho Departments.”  This “compotition would
determino the successful candidates, who should bo placod in alphabotical order,
subsequently, any succossfal candidato might offor himsolf for an examination in any
other of the subjects in tho list, and, if successful, the fact that ho had so passed
should bo noted against his name in the list. .
There remains tho question, on whut peineiplo tho'scloct list should be framed,
fe, whothor by {aking up such a number as might bo required thoso who obtained
tho greatest nggregato of marks, or by placing upon it all those who camo up toa
certain standmd in a cortain number of subjects; this standard to be detormined by
“exporience with reforenco to the averagoe supply of qualitied candidates and tho
avernge domand for them. ' . .
Tho first of theso two methods has some advantage in point of simplicity, but it
is linble to objections on othor grounds. Both satisfy equally the conditions of com-

S )Qliliou,wlhoughnpows(,andm'ds—hnve«tho-advantage of -thooxporionce of ‘our great

Iniversitios, and by tho aid of good oxaminers undor the Civil Sorvice Commission
might bo mado to produce satis nctory results without creating an unduo balance
botween supply and deraand. Any system which “attompts to rango candidates
according to tho aggregato of marks obtained in a variety of subjeots must bo
attonded with peculiar dificulty, involving as it doos tho problom of ostimating with
strict numorical aceuracy the relative values of different kinds of knowledgo and
ability, displayed, it may be, in widely difforent branches of study.

~ Tho number of cundidates solected should bo such us might suffico to maintain
o list somowhat in excess of the numbor of vacancies oxpocted during the following
six months,  Whon the eandidates have thus, by successful compolition, been placed
on the list, with or without honors, they should be oligible for appointment by any
Department which has a vacanoy, but should have no ¢ aim o an- appointment. --As
vacancios occur in tho several Departments, the Hoad of each Dopariment should bo

uble to solect for the_place any one of tho-candidates on-the-listi—— :

Tho candidato should be at liborty to accopt or to reject the place, and if ho
rejects it, his namo should s'ill remain on the list until ho bas attained a cortain
limit of age, say 25, at which timo, if ho has not obtained any appointment, he
should be struck off the list. - : ‘ :

== ~The Head of the Department selecting the candidato would thus have beforo

him' the wholo list,- including a statement of tho subjects in which tho candidates

have succeeded in the compotition, and of the extra subjoots (if any) in which they

have passed in honours; it would be in his power to make tho passing in any ono

or mo:e of those subjects a condition of api)ointmont to all or any of the clerkships
415 '
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in his.office as occasion might require; and he would have the further opportunity -
of making any enquiries ho might think fit concerning the character and antecedents
of the candidntes on the list. A S

The candidate, on tho other hand, would have the right of refusing any place
which he did not like, resorving his chance of a bottor or more suitable appointment.

*. There would thus be considerable freedom of selection an the part of - the office,
and of refusal on tho part of the candidate. Tho goneral standard of the Publio
Servico would be maintained aud raised, for no candidato would be capable of
appointmont unless ho had first obtained & good position in a porfoctly .open
competitivo oxamination of a high character; the wants of cach oftico would bo
 consulted, for there would be an opportunity for porsonal enquiry, and for the

npl)lication of tests of spociel and additional qualitications; tho candidato would !

h voluntarily accept his place and caroor on the personal offerof tho Hoad of. Dopart- .
mont, and having so accopted it, could not subsequently make tho necbssary inequali-
tios of the Service n fair ground of complaint, : : :

When to this is added tho propossl, which wo make below, to the offsct that all
persons who thus enter tha Servico shall have the prospect, if found by experionce
fo bo capablo and industrious, of attaining a fair compotenco, wo think that the
system of entry into the Servico by competitive oxamination will no longor afford
tho motives for discontont and extravagant cleims which wo have stated to be among
tho ovils of tho prosent system. . . '

Wo aro awaro that it may bo said that this is & partial return to tho system
of patronago. Wo admit that it is so, to tho oxtont of giving to tho Head of the

“Dopartment the power and the duty of exorcising some choico in the appointment
of his clorks, and wo think that it i3 rf;;ht in tho interosts of tho Sorvice that it
should bo s0. But this powor is granted by an opon compotitive oxamination which
will offectually provent any Hoad of a Dopartment from appointing clorks unloss
thoy lpossess amplo educational qualifications,

t may also bo suid that a candidate who has passed a very high examination
may still recoivo an appointmunt of much loss valuo than one who has been beaton
by him in compoetition, or has failed to pass in so many subjocts.  But this objection.
assumos that comparative succoss in & litorary oxamination confers, not morely &

uslificntion for service, but an absoluto titlo to a comparatively high rank in tho
orvico—an assumplion whicli 56oma to us to-be-ontirely -unfounded; and- 10 -be.con-.
trary to tho best interests of tho Sorvice. , L

Lastly, it may bo eaid that a successful candidato may nevor recoive an appoint-
ment at afl, and that thus the examinations will become discredited. But this, to
say the least, is oxtremoly unlikely, and whatever loss the Publio Servico might
suffor from this causo would, in our opinion, bo more than componsated b
tl;ﬁ; advantage of socuring that tho Meads of Departmonts should choose their-
officors. : : i

After o candidato has obtained his appointment, he ought to romain on probation -
for & yoar, If pot then confirmed ho should bo dealt with in tho samo -manner as.
candidates for the lowoer division of the Service are dealt with under similar circum-
stances," ) . . '

-~ Wo have received; and have considered with much care, representations from
civil sorvants, to the effect that under the old system of patronag

o they were in the ™~
‘ linbit of Fecoiving from Ministers appointments-for-their: sons and rolations ; that this -~ |3
opportunity of providing for their relations hns beon lost 1o them by the recont.
changes, that this practice was of great valuo to them, more especially as publio
servants have not tho samo opportunities as perscus in private employ, of proocuring
cmployment for their childron; and that, at the same time, it produced a body of
trustworthy publio sorvants, animated by a certain esprit de corps, and by useful

official tra!it}())ns. . - : ‘

/ We think that there is much forco and truth in theso reprosentations, and wo-
should bo glad if good service to the State on the part of the fathor could: bo made-
the grounﬁ for giving to his children an){ ;peciu opportunity for rondering similar:

4 ! .
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IL - The possibility of grading the Civil Service, as a whole, 30 as to obviate the inconveni- --
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sorvices, But, aftor careful consideration, we'do not recommond that any exception
should bo made to mcet these cases. : -

’ The children of public servants will, undor our schemo, have oqual opportunities .
with'all othors of competing for the list of eligiblo candidates; and whon onco on
that list, tho advantages which thoy used to possess will still have their fair and
propor woight.  But if cortain places were set aside for tho childven of publie
servants, or if they were placed un the list of eligiblo candidates without proving the
usual qualifieations, tho result would cortainly bo eithor that, asa rulo, such candidates
would really possess inferior qualifications, in which case tho Publio Servico would
suffer, or if not really inforior, they would be suppierd to bo 30, and would thus
occupy in the Servico the position of u despisod and inforior class, ‘

ences which result from the difference of pay in different Departments.

Wo have already referred to tho various atlempts mado to grado the Civil
Service, according to the character of the work. from the Report of the Chancollor
of the Exchequor snd Siv C. 1 Trovelyan in 1853 down to tho recont Orders jn
Council. = The history of theso attompts shows how important this object has boen
considered, and how “serious aro the difficultios to bo encountered in effecting it,
The principal cause of these ditfieultios is to bo found in the fact (which was not
sufficiontly recognized in making the recent changes) that thoro is in most offices
work of all sorts, from the merest routine {o tho most important, and a complete

- gradation botween the two,” Tho tendency of the growing oftices hai been to omploy
a3 much inforior labor as possible; whilst, at tho snme timo, thoy have been com-
pelled by stress of business to commit to mon engaged on low terms any work which
thoy could not got done by cstablished clerks. he result is that clorks on the
superior establishment, supplemontary clerks tomporary clerks ougaged on weekly
wagos before the recent Orders in Council, and oven Civil Servico writers, are too
frequontly omployed side by side on the samo work, Whero pormanent sup?le-
montary clerkships have beon oroated for the performanco of inforior work it has
beon found, under & systom of patronage, that men of the samo social rank and
education as the highor ostablished clorks wero appointed to these clerkships, and
groat confusion was the rosult. The system of tomporary clorks on weekly- wages -

ao end to by the rccont Orders in Council, beforo it had lasted long enough to reach
the real point of difliculty, viz,, the time at which good tom orary clerks who nad
passed many years in rendoring officiont sorvice might havo expectod further
promotion and rewand or suporannuation, Moreover, the terms on which theso
temporary clerks were ongnged having beon once sot aside by the Government
without fault on their part, and without the assent of the Departments which -
omployed them, it will bo difficult for the future to induco good men to accept such
terms.__The .oxpodient of employing -Civil-Service-writars has™ proved even miore

unfortunate. No stimulus exists for men who have nothing to look to beyond a

uniform 10d. an hour; and, as a matter of faot, the ovidenco, almost without excep-

tion, proves that the aystem is as unsatisfactory to the Departmonts as it is to the
- men thomeelyes, - o o L PR )

=00

; <lerks, and we thorefore propose to consider, liu;, ltge rowmibllity of grading the Qivil Service.

The division of labor.is,_thomforeruexperience‘shq_m,»:besot;with -diffieulties, ——
‘novertheless, in our 6pinion, the key of the position. - .

The amount of simple routine work in the bulk of public offices is ver{r groat in
proportion to the amount of work of a higher class. The mochanical and monoto-
nous labor on whioh olorks must, under such ecirpamstances, bo so long and con-
tinuously employed in offives where no division, or an inadequate division, of labor
oxists, does not, by any means, as 8 mattor of courso, fit thom for disoharging the

—————

* The question of tnmfer}iug clerks from office to ofcs depends npon the classification of the
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.duties of thoso highor posts in the Service which involve responsibility, discretion,
aud power to direct work, fmd to deal with the outside public in sush & mauner as to
uphold tho credit and effioioncy of their Dopartmonts. It nced hardly bo pointed
out that, having regurd to the limited number of theso higher posts, it would be &
great wasto of powor to roquire that all tho clerks employed in the Sorvice should
have received o sufficiently liboral edacation to fit them to fill such posts with effi-
cioncy. But oven those so fitted in tho first instance, unless, from somo excoptional
circumstances, thoy have, at an'eariy poriod of their careor, had work givon to thom
which dovelops their powers, aro apt to dogenerate into mero mochanics, and become
incapablo of tho oxercise of hi?hmf qualities. 'L'he routino work in which they have
Deen so long cn%ageil, and with which they ara so familiar, appenrs to them to bo the
.end instead of boing merely the means to the end. Thoy cannot distinguish and
Y . separate the substango from the form in which it has always beon presented to their
minds, and tho result is that a largo number of the gonoral body of clorks are not =~
-qualified to fill efficiently tho higher posts in tho Service.

Another consequence of not distinguishing work of an inforior kind from tho
moto important work of the Service, is tho discontont to which it leads. Although,

~ as wo havo said elsewhoro, the pay of the clerks in the Civil Servico, as a whole,
-compares fiuvorably with that of clerks in privato employ, the formor in many largo
ofices suffer undor & real ovil in the slownoess of promotion which is the vecessary
.consequonco of very large numbers in tho lowor, as compared with the highor olasses, .
all having a prosumptivo right to rise to tho classes above them, and fow of them
having any real prospeot of doing so. This Is, in our opinion, tho real grievanco of
the Servico, and it can only bo mot eithor by paying oxtravagantly for inferior work,
which is, of course, out of the question, or by distinguishing tho work and pay so
that tho mass of the inforior work may bo ontrusted to a class of mon to whom comn-
paratively low salarios will bo an object, and so that all those who do superior work
may havo a fhir prospect of incroase of pay and promotion.

Unless, thorefore, some division of labor and of pay can be eftected, it is im-.
possible to establish cithor any genoral systera for testing efficioncy, or any systom
of pay or promotion which will stimulato and roward officioncy, v vamove grounds
for discontent. : o ‘ T

It appoars to us that, under these circumstancos, thero is no othor possible way,
if duo rogard Lo paid both to tho economy and tho cfficioncy of the Publio Service,
of providing for tho Tange of work which oxists in publio oflices, than by makinﬁ) a
distinction botween thoso classos ot clerks who do tho higher and more responsible

_work, and thoso who do the inforior work. To carry this out undor a system of
opon competition, it is necossary that thore should be, as wo havo proposed above,
two separate and distinet schemes of oxamination for admission to the Publio Ser- -
vico, and two separate and distinot grades of clorks, the comparative numbers in
such grades varying widely, of course, in different offices, according to the char-
____actor of the worlc of each.” To each of theso grades, cortain rorvice vafes of pay
should be attached throughout the Public Sorvice, and porsons should be appointed
on the distinet understanding that they have no olaim tgfo bodyond the maximum of
tho servico salary of the grade in which they ave placed, and that any forther ad-
__vancement must depend on special official aptitude. Clerks in the lower division
of which the work will be uniform throughout the Service, should also anderstand -~ - ‘
— :slisﬁn&ﬁ;:that:thay_nm_m_nerm“ in_any_office under tho State whore thoy may bo .
wanted. : - ) :
Boyond those two grades of clerks there would bo staff appointments, including
such officors ns chiof clorks and principal clerks, of which the. number and pay
should bo fixed with reforonce to the work of cach Department. The selection of
men to fill thoso ofices should be left entirely to the Heads of each De!)artment.
with the full. understanding that, within the office, morit and not seniority {8 the

condition for selootion, and that reconrse may, if necessary, bo had to the outside
world. The responsible Head of & Departmont has so strong an individual interest
in having these appointments cfiiciently filled, that ho is not likely to abuse this

. 419 . ’
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jowor, even if it bo optional with him to appoint to such offices from outside the
ém-vice. As pointed out by Sir Louis Mallet in his ovidence, any thorcughly com.
potont man already in an office has a great advantage over an ontsider, and is cortain
to got his due. It might be weli, however, that all staff appointments should be
included in an Order in Council, - S ‘ - -
Tho rate of remuneration to be fixed for the lower division of clerks should
only oxceed tho rato fixed for similar work in the opon markot by such an amount
as will attract to the Public Service the élite of the class employed on similac work
outside of it—that is, the élite of that class of persons by whom such situations would
be valued as offering thom better pay than they could otherwise obtain. An oxcessive -
rate of pay for such work, moro especially when admission to tho Public Servico is-
regulated by open competition, attracts men of a class employed generally upon
higher work outside, and mon who are capablo of performing much better work tmn
that required of them. Such men, finding their position fall short of their oxpects.
tions, are not the most eflicient agonts for the porformance of the work they have to
do. Too often they cither become disheartened and loso theijr energies allogother, or
devoto them to matters outside of the Service, or to an agilation for-levelling up
their salaries to those of somo other Department in which tho rates are higher, Nor
is this to bo wondered at. Thoy know that their own salaries are not fixed with
reference to the work which they havo to do, measured by the salaries paid in the open
market, and they see no reason why they should not bo paid as well as the highest
paid Departments, in which, presumably, tho rates of salary have as littlo relation to

tho character of the work as in their own. - .

With theso viows we think that the salaries of tho lower division should com-
mencee at £80, and riso by tricunial increment to £200, Boyond this thoro should
bo a fow places in cach oflice, with duty pay not exceeding £100 a year, which may
be given to elerks in this lowor division; if thoy have special “aptitude, thus
conferring on thom a rank like that of non-commissioned officers, Theso increments
and this duty pay shouid be given in tho samo manner and on the same conditions
as the servico seale increments, and duty pay in tho higher division, as detailed

bolow. , , ' : ' ' S

. We havo taken a great deal of ovidence respecting boy clerks, from which it
appears that their employment, under proper supervision, is both desirable and
cconomical. In ovory office thero is vomo work which can bo done by boys as efficiently
as by men.  The experionce of tho Civil Servico Commissioners, as doseribed in tho
evidence, is that a very ordinary boy, oarly in his career, will do more than halfa
man’s work, whilo ho can be got for less than half & man’s wages, and that tho best
boys will do more than an average man's work. 'Tho aptitude, moreover, which he
gains whilo a boy clerk, renders him at once valuablo to an office whon ho succeeds
m obivining the position of a man clerk. We, therofore, proposo thut tho lower
division should embrace a cluss of boys, a limited number of whom should be promoted

. o bo clorks after approved good sorvice, those not so promated being discharged on
attaining their nincteenth year of age. Tho manner in which thess boyxs shall be
selected and promoted we have explained in answor to the first question. .

-~ The whole of our proposals on this part of tho subject aro based on the assumption
that tho lower division is recruited strictly as we suggest. Any attompt to recruit -
this division from such men as form the main body of Civil Servico writers would
result in the collapse of tho whole schemo wo havo recommended ; though, as we
state hereaftor, wo do not doubt that among tho writers thore do oxist mon who
would bo well fitted for tho now body, Buf we cannot too strongly state our con-
viction that, to a largo extent, the oftficiency of the Public Service will dopond upon
this lower division boing recruitcd from the men whom the proposed torms of servico
will attract in the open market. Not only is the efficioncy of this division, in itself,
a mattor of the gravest importance, but it also effects most seriously the constitution

- and numbers of tho higher division Unless theo lower division is able to take a
large meortion of the work now done by established clerks, our schomo would be
unjustifiably oxtravagant, - : (
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Tho rate of remunoration to be pail in the higher division should bo such as
wounld attract mon of o liboral education, who would otherwise go into the open
professions. The possible prizes would of coursoe be muck <mallor than thoso attainable
outside the Service; but the eredit of serving the Government, tho chavacter of -
sormanency, prospect of pension, and othor advantages which obtain in the Civil
écrvico of the Crown, would by many be regarded as o suflivient inducomopt.” * ,

The rate of salary which we rccommeond for this division is £100, rising by -
{riennial increments to & maximum of £400, so arranged that a clork whose
incremonts aro awarded without stoppage or deduction shafl roach his maximum in

- (say) twonty-four yoars from his first entry into the Sorvice. 'hese rates of pay should

be uniform throughout the Servico, Besides this, tho clerks in this division should, if
qualified havo the prospoct of the duty pay mentioned bolow, and of appointinents to
Staff offices. ' o :

Wo rocommgnd theso rates of pay on the assumption that tho number of_tho

" higher division will be comparatively small, owing to tho oxistonco of an eflicient

lower division. - ,

These clerks should be required to go through carefully and to master all tho
dotails of the more simple and routine work which the lower division aro omployed
upon. This should be don: during their poriod of probation, Ifat the end of that
Boriod thoy have not suceeeded in doing this, and in satisfying the Head of theiv

opartment that thoy ave likely to becomo useful membors of the higher division
their appointments should not be confirmed. oL

It has been strongly urged by somo of tho clorks who have givon evitlonco beforo
us, that all divisions into classes should bo abolished, and that advancomont (oxcept
in tho case of Staff appointments) should bo confined to poriodical incremonts of
salarics, depending upon the individual merit, or vather the absence of demerit of cach
clork., They think that a clerk’s advancement should not dopond upon tho vacancies
in tho class above him, but that those who are not untitted for advancoment should

roceed without any stoppage to the maximum allowed for the ronoral body of clerks,

ho reasons in favor of such a schore are not without force. But, indepondently of
the fact that such a schiome wou'? bo & costly one, we think that its application, in the
unlimited manner advocated by cortain clorks who have given evidenco, would neithoxr
conduce to the &fficioncy of the Service, nor be beneficial to the best intorosts of tho
men employed. Periodieal increments to men employed from year Lo year upon tho
same work can only be justified on the ground of the incrensed value that thoir
accumulated experienco and incroased efficioncy afforded to the State.  These incro-
ments are now given in _most offices as n mere mattor of course, and aro nevor sus- .

ended unless on the grounds of culpable noglect of duty. Wot ink, howover, that -
incroments should only be allowed upon a certificato from tho immediato suporior of
each clerk, countersigned by the Head of the Dopartment, to the offeci that tho conduct
of the clerk has been, in all respeots, satisfuctory. Although cortificates and reports
upon the condact of individuals are too often given as mero mattors of form, th?re isn
wido distinotion botween requiring u cortificato bofore a man's incroment is pnid, and
giving tho incromont as a mattor of course, unloss an unsatisfactory cortificate is speci-
ally givon, A Head of a Department may shrink from voluntarily coming forward

and saying that a clerk ought not to huve his increment, when, if ho wore bound togive

_ a cortificato under any circamstances, ho would take caro that he did not certify that

tho character of & man was in all respects satisfotory, unloss such cortificate wero

- in accordance with the facts, We think, morcover, that instoad of increments

acoruing anuually, as is now commonly the caso, thoy should acerue trionnially, an
that tho giving or withholding of such incremonts, either in the whole or in part, should
bo determined by tho Hoads of tho Dopartment, aftor considering tho roports of the
clerk’s conduct during the proceding tgroe yoars. In cases of great domerit no part
of the increment would, of courso, be allowed. ,
But no systom of advancement by poriodical ineremont only, whatover tho safo-
%uanls might bo, could roplace, with advantage, the system of promoting by selection..
he stimulus to merit would be gono. Thero would bo no possibility, except in the
v ' - 421 : P ‘
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case of staff appointments, of rownarding exceptivnal merit. Increments would in.
ovitably be given, not on the ground of special fitnoss, but on the ground of absencs
of unfitnoss; and all tho ovils attending promotion by soniority would continug to
oxist in the Service.” Tor these reasons we aro only propaved to recommond what is
kunown as a Servico seale, within tho limits mertioned abovo, . '

- Tho grading which wo have recommended, coupled with the rise of salary b
trionnial inorements to £400, will havo the effect of giving to every clork who obtajns
an appointment in the higher division, and who _conducts himsolf diligently and pro-
porly, tho prospect of obtaining n fair- competency, and will thus do away with the
grouads for discontent now caused by the want of promotion, It will also, by giving
to all a prospect of a competency, have the important effect of fucilitating the further
promotion by merit, which wo now procced to recommend, _

It must be obvious that no possiblo schemo can or ought to securo to evers man
an cqual chance of promotion. The number of prizes in each offico must epend
upon the work to he done, und nothing short of a system of promotion based upon
seniority, not dopartmental but genoral, could secure to all clorks throughout the
Service equal chance of advancement. Such a schemo is_quite out of the qucstion.
Not to mention its extravagance, it involves tho fatul principlo of making promotion
dopend solely, on feniority, To this wo aro strongly opposed. It matorial y impairs -
tho discipline of a Department, and tonds to éncourage a state of indolence which is
disastrous to the best intorosts of the Service. Tho experionce of such establishments
as the London and North-Wostern Railway, the Mersoy Docks and Harbor Board,
tho London and Westminster Bank, the Railway Clearin Houso, Messrs, Glyn, Hills,
and Co., nud of many private flrms of Solicitors, as will ho seen from the ovidence or
information given in t{:e Appendis, is vory striking upon this point. Promotion on
the ground of merit alone is regarded in all these cstablishments as an ossentjal ol.ment
of successful administration, ) : . ~

~ Wo think that in the Public Servico, also;promotion should depend solely upon
merit. The public officers are now divided into classes, and promotion cons’stsin the
removal from an infevior to & superior class as vacancios arise in tho latter. It is
the practice in several public ot{icos to take the list of clerks in order of soniority,
aud to promote tho first man who is stated to bo rlot unfit for promotion. Although
this plan is, undoubtedly, an improvement upon promotion by more reniority, it is
nevortholess, in my opinion, open to serious objection. Promotion should bo a
stimulus to merit. ~ A man should be promoted, not becanse those above him aro
- unfit, but beeause he is tho best man for the place. If this conrso bo pursued, no

man is branded as wnfit, and it would not at all follow that tho senior man, passed
over for one promotion, might not bo tho fittost man for ths noxt, It is urged,
however, by many that promotion by merit weuld in many cases dogenerato inio
promotion by favoritism. No doubt this js possible, if Ileads of Departments, sotting
aside justice, are so foolish a8 to profer comparative incfficiency to tho best servico
and assistanco they can get, - Bug)tho alternativo lies between seniority and selection,
and wo have no hesitation; both in tho intorests of the Publiec Sorvico and of the
gublic sorvants themselves, in strongly recommending that the latlor system shonld
o foilowed. " Tho greatest possible publicity should be given to all promotions, and
the partiality of individual judgraent should bo guwrded against by the Heads of
Departments calling into council the officers responsiblo for the work of the clerks
from among whom promotion is to bo made, ,

The numbers in the present classes have been arranged, not only with tho view of
attaching higher pay to higher work, but for the purpose of creating a goneral system
of promotion, The lattor object wo imve already provided for by our Servico scalo,
and we think that any further pay or promotion should depend entirely on the amount
and character of tho superior work w‘nich has to bo done, ond should only be given
for the notual performance of {his work. In ullotting theso prizes the hest.qualified
man should be selectod without regard to any othor consideration,

Wo thorefore recommend that, according to tho present practice of tho Bank of
England and various private banks and commercin? establishmonts, special oxtra
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rotes of payment, to-be called duty-pay, should bo attached to superior dulies and
work of a special character. This (lntyl)agv should be given in annual paymonts of
various amounts, say £50, £100, and £200. Tho amount of these duty payments
wonld be tho sumo in different offices, but thoir number would vary according to the
work of each. : : : ) ‘ -

The rosult of the whole schome will be that whilst by the Service scalo each
clork is certain, with moderate ability and good conduet, to rise by suceessive incre-
ments to a fixed maximum of- £400, there will also, when tho work requires it, be &
collatoral scale of duty paymonts to bo awarded, without regand to seniority, to the
most competent, by which he may riso to £600, and beyond this thero will be the staff
appointments, open to all clorks who are competont to fill thom, '

The Service scalo will thus preserve a certain uniform minimum of pay throngh-
out the higher division of the Sorvice, at the samo time that tho duty-pay and staff
appointments will afford the means, not only of rewarding merit, but ot distinguish-
ing botweon different officers, In offices, such as the Treasury, whoro the class of -
dutios is high, the proportion of pereons receiving duty-pay will bo large; in the
necounting offices it will be small. Thus, apart from other inducoments, the large
number of duty payments, coupled with the prospect of moro numorous staft ap oint-
n})o;xts, will givo tho most important officos tho moans of attracting the highost
abilities, - : )

Wo do not, it will bo observed, propose to give a large salary to nowly-appointed
clerks, oven in the higher offices; for woare of opinion that tho falary should be low

_in the carlier yoars of tho Service, and should riro more ta iidly as a clerk gots
older, when his responsibilities in life incroase and the vn{ue of his exporionce
bocomes gicator to the State, The examplo of the open profossions, and tho prastice
of privato firms and ostablishments, strongly confirm the view that good service will
bo bettor secured by good prospects in later lifo than by a bigh initial salary.

£t would bo very desirable that an offico like tho Treasury, which affords large
prospects of promotion, and which exercises control over other Departments, shonld .
from time to timo offor its junior clerkships as rewards to the best of the junior
clorks in thoso Dopartments, not only becauso exporience would thus bo gained by
the Troasury, but also becnuse it would bo a stimulus to exortion in other Depart-
ments. -Indeed, we think it would be desirable that a limted number of such
transfors should bo made from tho junior ranks of the less important oftices to all
othor offices in which the importance of the work ix such a3 to justity a large
proportion of duty-pay and staft’ appointments. Tho plan suggestod would tend to
equalize promotion thraughout the Service, and provent the narrow restriotions of
Public Service to special Departments with thoir nocossarily varying prospects. But

" it would be necessary to limit such tranefers to persons who havo entered.the Sorvice
by the higher examivation, and whose merit is proved by dopartmontal reports.

Promotion from the lower to the higher division of the Sorvice should be &
mattor of raro occurrenco. 'This ie necessary, if thore is to be any educational test
for the higher division; and it is veasor able, not only because the original qualifi-

cations are Jower, but ulso because the character of the work in the inforior grades
will bo rarely culculated to develop superior capacities. Such a promotion rhould not
take placo without a certificate from tho Civil Service Commirsioners, granted upon
a special recommendation of the Head of the Department, and with tho assent of the
Treasury, and should be pubtithed in the. Gazette. Tho lower division should,
howaver, have some extension of time allowed to them boyond that fixed for the
outsido public, during which they may be eligible to compute for admission to the
list of candidates for tho higher division, Such a privilege should only bo extended
10 those whoso conduct has been porfectly satirfactory in every respect to the Heads
of the Departments in which they had boon sorving.

Wo bave taken evidonce regarding the employment of fomale clerke. The ex-
perience of the Post Office, as will bo ceen by the evidence, shows that women are well
qualified for clerical work of a less important charactor, and aro satisticd with & lower
rate of pay than is expected by men similx;xélg employod. We, therclore, soo no reason




44 Victoria. Sessional Papers (No,113)

A, 18%)

preein gty oy

why the employment of femalo clerks should not bo extended to other Departments
where the circumstances will admit of it. L
In the telograph office, malo and fomale clerks are employed in the same roomg
without inconvonience. Bat, as regards the ordinary eclerical” work of an office, we
re not prepared to recommend the employmont of wvomen unless they can be placed
in soparato rooms, undor proper fomalo supervision, T
n tho rates of pay which wo have recommended wo have had in view the
London Ofices. Whero circumstances are-similar to those of Lond»n, and where the
" oxaminations aro the same, the rates of service and of duty pay should be similar
~also. But it is impossiblo for us to enter into the various circumstances of provincial
offices. - - o ' :

IIL. The principles upon which men should be transferred from Office to Qpice, especially

© - in cases where one establishment has been abolished or reduced in numbers, ard where

there are, consequently, redundant employés, whose services should, if possible, be made
available in other Departments. ’

With the Service graded as wo have suggested, transtors of clorks between
Departments would be greatly facilitated, aud it the system were in full operation
there would probably be no griat difficulty in providing for all cases of abollition of
offices or reduction of establishments, As the Service at prosont exists, however,
transfers are beset by innumerable difficultics. Tho man who is transforred to a now
office thinks ho should retain not only the rate of pay he had iu his old office, but
also his chances of promotion. - Tho men in the offics to which he is transferred con-
sider that they are wronged if ho is 8o placed as to interfere in any way with their
chances of promotion, . ) o

Nor is thero likely to bo any advantago to the State by the transfor of men who
will become redundant while our proposals are being carried out. 1In amnost all
offices there is room for a large number of tho lower division, necessitating u con.
sidorable reduction in the numbers of the present cstablishments. Ifor some time to
come, therefore, the work upon which redundants, if transferred, would be employed,
would be work wiieh properly bolongs to the lower division.  And it would often
be cheaper to pension off redundant clerks, appointing now olerks in the lower
division in tho offico in which vacuncies exist, than to transfor tho redundants from .

“one offico 1o another with their old rates of salary and somothing like their old
chances of promotion, _
~ As regards the transfer of men gencrally from office to offico, and from ono
branch to another within the same office, wo think that in the lowor division of tho
Service, where the work and pay will be uniform throughout the different offices,
transfers can be easily mado; and wo have already suggosted that overy clerk
appointed to this division should hold himself ready to servo at any time in any office,
ven in the higher division such transfors in the oarlier years of service are very
desirable, both in thointerest of the Public Service and of the clerks thomsolves. clerks
would thus obtain a moro varied and oxtensive knowledge of official work than they
in general possess at presont. And we have above recommonded that offices with
larger prizes should, whon possible, be reoruited from those with inforior inducoments.
But trang*  must be made Judiciously, and must not be carried too far. There is &
great deal o work in public oftices special in its charactor, and requiring much study
and care to master, the porformance of which would, thereforo, be seriously embar
rassed by frequent transfers, -

IV. The system under which it is desirable to employ Writers or other persms for the
discharge of duties of less importance than those usually assigned to established Clerks
or duties of a purely temporary character,

Temporary sorvice, in somo form or other, has always from nec'dssity had a l&c.e
in public oftices. In timos of pressure clerical assistance had to be prooured, and this
was provided cither by the direct appointment of temporary Clerks, or by hiring
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from n law stationor such mon as wero from timo to timo required. . But besides
employing such porsons on duties of a purely tomporary character, they wore also
made uso of, moro particularly within the last fow years, in many offices a8 a cheap
deseription of labor for the disclmr(;i,ro of pormanent duties of loss importanco than
those usually assigned to established elerks, , —_—

Many of the old tomporary clerks were cmployed continuously for yoars in the -
same Departments, and not a few of thom were appointed as vacancies arose to por-
manent elerkships. - In fact it was the practico in somo Dopartments to rooruit the ‘
cstablishmeonts aimost wholly from the tomporary olorks, o

The employment of men from s law stationer, although it bad the morit of
oxcluding absolutely all claims of tho writer upon the State, was opoen to the objection
that of tho ehilling paid for each hour of a mun's sorvice the mon seldom get move
than cightpence. The Stato thus prosumably procured loss servico than its wages,
if directly paid, would have commanded. This objection, no doubt, weighed with
Heads of Dopartments, and direot forms of hiring woro in mauny cases adopted

instead. .
In some Dopartmonts this servico was organized upon torms which implied a

cortain permanenco, viz., progressive wages, and gratuity on dismissal proportioned
10 length of sorvice.” The distinction, howovor, botweon this sorvice and established
gorvice was oxprossed in the forms of ongagement beyond the possibility of doubt,
and porsons 8o engaged wero from timo to time discharged as the necessity for their
emp oi'mont ceased, : . _

The Treasury, by Minute of 8&th Decombor, 1869, directed tho attention of
Departments to the expediency,of offocting a substantial reduction in the number of
permanent clerks, with the view of checking the heavy and growing charge for
suporannuation; and shortly &fter, by Order io Council of 4th Juune, 1870, it was
proscribeG that no person was to be employed, even in a tomporary capacity in
the Civil Service without a certificato of qualification from tho, Civil Service Com- .
miss’ners, : , 4 : L

It thus became necossary for the Treasury to settle what the tomporary sorvice
of the future should bo, and in ordor to stamp upon it inoffaceably its temporary
character they decided that for writers' corvices thoro should be—1, no competition;
2, no progressive wages; 3, no maximum ago for admission; 4, no holidays or sick
leavo; 6, no compulsory quulification boyond handwriting wnd the power to copy;
and on these lines the Ordor in Council of 19th August, 171, was passed with the”
regulations thereto appended. : ‘ -

These regulations, however, were not limited to the future. Thsay applied, also
to all the writors at that time in the Sorvice, and thoy seriously conflictel with the
conditions under which tho writers in many Dopartmoents had been engagol, and
wore then sorving. Accordingly, the third clause of the Ovder was subsequontl
modified by the Treasury Minute of the 27th Juao, 1872, and by tho Order in Council
of the 9th August, 1872, by which compensation was allowed to those writors whe -
had been serving on other torme, and the date of introducing the new conditions of -
sorvice was postponed for more than a year in their favor.  Subsequently further
modifications were malo to the writers’ advantago, in rospect of allowance for
holidays, sick leave, &o. , ‘ - _ : .

The regulations affecting temporary clerks or writers wero examined ia the
Reports of two Seloct Committeos of the House of Commons appointed in 1873,
These Committeos recommended certain alterations in the regulations, to some of
which the Treasury have givon effeot. , . o

" The old writers and oxtra or temporary clerks, that is, those serving before the
4th June, 1870, who could plead something in tho way of expootations, either hold -
out to them in oXpross torms, or crested and oncouraged by the raceipt of progressive
wages, stand on a vory ditferent footing from tho rest of the writors. ~The sort of
indirect olaim which thoy have has been rocognizad by the appointment of many of
. them to the permanent oatablishments of the offices in which thoy wera serving, u.nd

by compensation beiny paid to those wh;s; :mployment_ on the old terms of servics
. . ' : 4 .
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was discontinned. A fow of these old writers, however, still remain, and we.
recommond that the thoroughly qualified of them shall Lo appointed to tho new
lowsr division of the Service at 3\cir oxisting salaries, and that the romainder
should bo compensated and dischavged. : : : ’

As rogards the rest of the writers now in the Sorvice, including (a) those tom-
porarily employed at fixed wages prior to 4th J une, 1870; (4) those who before that
date were hires through a law stationer; and (c) thoso appointed subsequentlyto.
4th June, 1870, as Civil Servico writers,no question whatever as to lbreach of con.
tract, either divect or indivect, can be sustained. L

uch evidenco wus offored by Mr. Brant, the representative of tho Writers, with

the view of showing that writers have baon misled by tho terms of the regulations;
but we do not think that the régulations aro fairly open to the interprotation the
writers would appear to have attached to them, nor can wo admit that on this ground
the writers have any clnim against tho State, Tho question to bo considered is one
of ferms of servico only, or, in other words, how the Stato can bost provide for the .
cfficient and cconomica discharge of work of a simplo character, whether temporary
or otherwise, consisting of (a) mero copying, and () routine work conducted under
direct provision. . ) : ' : T

All the copying which ean he done by means of-copying-presses should be so done.
But there must of necessity in every office bo somo copying which can only be done
. by hand." So far a8 mero straightforward copying by hand is concerned, the employ-

mont of writers, whosv title should however bo altored to that of copyists, might be ---

continued.  Men and boy copyists should bo omployed on the same conditions of
gorvico as those at present in force fov mon and boy Civil Sorvico writers, but tho age
of men copyists for admission to tho register of the Civil Service Cornmissionors
should not exceed thirty, Copying should, as far as possible, bo paid for as picce
work, which affords a direct inducement to the copyists to copy fast and well, and
enables him to add to his earnings with a positive economy to tho State. On this
point we would dircet attention to the remarkable results obtained by tho adoption of
this p'an at the Board of Trade, as deseribed in the ovidence. The oxigencies of the -
Sorvice will not, howover, admit of a body of Copyists being pnid wbolly by pieco
work. Occasions will ariso when they must be paid by time, and wo think that a rato
of 10d. an hour, or in some cases 1s. an hour, would be sufficient romuneration undor
such circumstances,  According to the statement made by the writers themselves, .
scarcely fivo per cent. of their number aro employed on mere copying. If this be so,
tho number of copyists is not likely to exceed 100 for the whole Servico.

The rature of the work other than mero copying on which writers are now em-
ployed in difierent offices varics vory much.  No doubt they frequently do the eame
gort of work as the established clerks with whom-they sit, and who recoive, perhaps,
morc than doublo their pay.  But, as writers havo Leen largely employed in substi.
tution for ostablished clerks, the conclusion 1o bo drawn from the similarity of the
duties performed is, not that. the writer is doing work of a high class, but that, the
clerk is doing work of a low class, : :

For this'class of work wo bave recommended the intreduction of a snbordixste
division of permanent clerks. Thero is much 16 bo taid against making such & class
permanent, and giving them the benefit of superannuation ; and in Mr. Childers’ .
evidence he points nut strongly tho reasons against giving this cluss the benefits ol
gecurity of terure ard pention, Heo eays thut if men have no clnim to superannua-
tion it is more caey to get rid of them when their services are no longer required,
and that a large peneion list would bo upt to create dangers in Parlimmnent tor the
Public Service, from which the Service itsolf would suffer. But, on tho other hand,
provided the work in iteelf is permanent, security of tenure, which is certainly an
object fiom the employé's point of vicw, may be given, not only without any addi-
tional cost to the State, Lut actually with a reduction of cost, 1t is tiuo that there
would te the additional cost of rupcrannuation, but fuperannuation is a means of
procuring cheaper ecrvice, nnd in all employment of labor security of tenuro has a
Fositive monoy value as an slement of reduction in the scttlcment of wages. More-

: 426 ' :
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_to ereate now permanent ¢

over, tho practical inconvenienco of having men employoed continuously in carrying:

. out the administration of one oftice, some of whom aro ontitled to superannuation,

and others are not, is very great, The “ temporary ” system of employment for perma-
nent work had not been long enough in oporation for tho question of suporannuation
to arise. But, it would, no doubt, havo been raised sooner or later, not only by the
temporary writers themsélves as & rewnrd for their long and continuous services, but
also by Heads of Departments seoking to got rid of men who from age had become
incapacitaten foir further work. And we do not think that the Government could
haye resist. *he claim to pension which long and fhithful service in- this capacit
would have given. Under these circumstances, wo are of opinion that it is advieable
that superannuation should at once be regarded as a part o the terms of servico of-
the proposed lower division, and that the rates of pa should be fixed accordingly.
Tho rates which we have recommended aro nccording{y based on the supposition 51&&
superannuation at tho rates laid down by the Statute and the 'Froasury Regulations in
this respeet will bo allowed to the clorks in this division. :
There is often in some offices, at certain scasons and on certain occasions, a tem-
porary pressure of work ; whilst in many. growing offices with new business thero is
a vory proper tendency to ]wrovide for tho prossuro by temporary assistance, and not
orkships until the nccessity for them is well established,
Wo think that the successful candidates on the Civil Servico Commissionors’ list for
whom no vacancies have for tho time being been found muy woll be employed to-

- meet those occasional temporary demands. :

-As regards oxisting Civil Servico writors some, no doubt, will bo rotained a8
copyists. Wo have already pointed oub that they have no claim whatever to con-

- tinued omxloyment, still loss to appointments under any now organization of tho

Sorvico. As thoy ontored with a lower examination and at rates of pay inferior to
thoso recommended by us for the lower division of permanent clerks, we do not think
that the general body of them would be suitable for that division, Still,in the interests

of tho Public Sorvice, it may be desirable to appoint the most efficient of them if they

prove their fitness by a supplementary oxamination, and if their ago did not exceed
thirty years at the time of their being placed upon the vegister. And, of course, no ..
such “writer should bo appointed to this division unless ho can produce o cortificato
from tho Head of the Department in which he is serving, to the effect that it is desir-
ablo in thainterests of lKo Public Service to retain zmg employ him in tho Depart-
mont, - ) . : . -
We have taken somo ovidence on tho employment as writers of non-commis-
sioned officers in the army,—a plan which teems to have answered woll in the
Science and Art Department. But, whilst it may possibly be advicable to extondtie
omployment of such men in the War Offico and’ its subordinate departments under
military officers, wo doubt whether the antecedents of a soldior’s lifo aro such as to

- make the source of supply one that could ke depended on for tho Sorvice genorallg'é

and we do not see how _nni: plan for the partial cmployment of such clerks is to
mado consistent with a scheme for recruiting the lower division of the Servico by
examination,

ing departments under tho War Office and Admiralty men employed as writers are
ad logs and have longer hours of daily attendance than oidinary writers in the

ivil Service. It is to be observed that some ot them wero formerly-artizans, and
have aceepted their appointment to clerical duties onthe ipresent terms as promotion.
This wouid seem to indicate that the work required of them is such as can be
obtained on comparatively low terms: It is, however, boyond cur functions to inquire- -
whother this is really tho case.- And wo will only observe that, in recommending a.
general scheme for the Civil Service, it ia not our wish to interfero with any plan.
which there particular depariments mey have found convenient and economical for
the performeance of their particular work. :

427

From ovidence which we have taken it will be seen that in -certain - manufactur- .
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General Observations.

Having thus attempted to answer the questions put to us, we desiro to offor tho
following additional observations ;— : )
‘Tho assimilaiion of the vates of pay in tho Servico would almost of n necossit

lead to uniformity in hours of attendance, in holidays, and in sick loave.  Wo thin

it would be wejl that uniformity in such matters should exist. But theso matters, not
having been spccially referrved to us, have ouly incidentally como under our notice,
Asregands the hours of daily attendanco, it may bo woll to point out that the scalo of
salary we proposo “fur the lower division of clerks js based upon salaries paid in
private establishmonts, in which the hours are in no caso léss than seven cach day, -
and generally moro. | - . 5

Theo subject of suporannuation has not been direetly roforrod to us, but has been
foree1 on our attention, It has been urgod that it wouK] be economical for the State
to give an option of retirement with suporannuation allowance aftcr twont yoars'
service. Various witnesses support the proposal chiefly on the ground that it might
quicken promotion. No doubt there is considerablo forco jn this view if the prosent
division u{v classes coutinues, ~ But it has little woight if a sorvice scale such as we -
huve jroposed was adopted.  In thot case the question will bo simply whethor s man
with twenty years of sorvico has an oquitable right to a ponsion of twonty-sixtioths of -
his oxisting salary, just as a man at the ago of sixty has to ten-sixtioths, aceording to
tho number of yeavs of his sorvice, Wo do not sce any abstract justico in the proposal,
Tho increments upon the original salary have only tho juatification of the incroased
valuo of tho Stato nequired by tho official experivnce of the clerk. But if he leaves
the Public Service in the prime of lifo with & peusion calculeted upon this augmented

. salary, tho State will dorive little or no advantage for the incroments which represent

maturity in work  On this ground wo have not deomed it right to support tho

-proposal, - Another consideration has also weighed with us, Ifit woro fair that a

¢lork should have an option of resigning aftor twonty years' service, with superannu-
ation, on tho ground that tho Servics did not suit him, it would be nocessary, in

Justice, for tho State to exercise the power, which it now possosses in theory, bat

rarely” exercises, of dismissing a clork aftor twenty yoars when he did not suit the
Service, But this would place tho clorks in a worse position than thoy arv at prosent,
for they aro now ontitled aftor a sorvico of twenty yoars to count ten years in addi-
tion to their servico when they aro compelled to retire cn-abolition of office..  Thero
is a further consideratio, viz., that the adoption of this principle would have the
offact of wenkening tho tie which now binds a man to the Sorvice, and of inducing
him to look outsido that Sorvice for his prospocts of advancemont, On the whole,”
theroforo, wo do not sco any advantago, eithor to tho State or to tho clorks, in the
proposat made to us. . - —
o Itis very important that tho genoral rogulations affecting the Civil Sorvico should
bo laid down’in the most formal and pormanent mannor possible, and this would best
bo eftected by embodying thom in an Act of Parliamont.  All appointments, promo-
tions and transfors should be publishol in the London Gazette. . -
Many witnosses have suggestad that there should be a Board of Control or Appeal,

which should finally decide on all quoctions of promotion aad transfor from ono Dopart-

mont o anothar.  Wo aro unable to recommend tho croation of such a bady.  Sueh
mattors vitally affoct the alministration of public dopartinents, for which the Gov-

-ernmeont is rdsponsiblo to Parliamoit; and, as poivted out in Me, Lowe's evidonco, it—

i8 scarcoly coucoivable that any Government should dologate its powerain thisrospeot
to persons who are not Cabinoet Ministors, - o R
Wo have thought it our duty to invito and rocoive all roprosentations which the
Sorvico itsolf might think desirablo to make &0 us ou tho questions indicatod in tho
Chancollor of the Exchoquer's lettor. Although wo distinctly informed tho witnesses
who profferod their ovidence that wo wore limited in our inquiries to tho goreral
organization of the Civil Sarvico, anl could only liston to particalar oasos as ilustra-

tionsof gonoral dofoots, it was natucal that dopartmntal anl ovon psrsonal griovancos
‘ 428 .
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should Lo forced on our attention.  All that wo can do in relation to these is to sco -
how far they bear upon questions of genoral organization. = It would have been im-
possible for us, and was not within the scope of our instructions, to examine into the
trath of the ropresentations thus made to us,’and into the proper mode of meeting i
tho various complaints. - This could only bo dono by means of a special inquiry into ~ —— :
. the circumstances of each Department. - In some cusos it will bo found that the com-
plaints thus made are mot_by counter-ovidonce of & trustworthy charactor, showing-
that tho gentlemen who have mado the representations in question have been misled
by a natural and, to a’cortain point, praisoworthy ovor-estimate of the comparative
valuo of their work. And if, in other cases, similar complaints have not been mot
by counter-evidence, it must not bo assumed that, wore the opportunily given, no
such evidenco would be forthcoming,. ) '
As regards other evidonce, we have been able to avail ourselves of the Reports of
tho present Chancellor of the Exchequer and Siv C. B. Trevolyan, and the accom-
_panying papers which wore laid beforo Parliament in 1855 ; and also the Reports of
~ tho Committeo of the llouso of Commons, presided ovor by Mr. Childers and M.
Otway in 1873, and tho ovidenco laid before them* We havo also, as will bo seen
_.. from tho evidence annexed to our Report, obtained the opinions of Mr. Childers and
Mr. Iowe, and of many experionced ¢ &{mrtmen(nl officers; and haveo had the further
advantago of diseussing with such officors the questions undor consideration. Weo
have also obtained from various sources outsido the Servico information concerning -
the terms on which eclorks aro engaged and employed by largo companies and
private firms: ‘ . L
The gbove evidence and information, coupled with tho experionce which our
own members possess of tho working of tho different Departments with which they
are or have been connected, will, wo think, show that wo have not comoe to conclusions -
on his difficult subject without taking sufficiont means-to make ourselves acquainted
with tho facts and with the opiniors of tho most competent persons. .
Wo havoe tested the effect of our recommendations by endeavoring to sco how -
they would apply-to offices of various kinds with respect to which wo havo accurate -
knowledge. We Lelicvo the result to bo that, if tho rcorganization of theso offices
could at onco bo complotely effected, they might obtain the advantages of the Service
scalo and duty pay which wo have recommended without additional cost to the public.
 Wo have not, however,-attempted to apply in detail tho principles recommended
by us to each separato Department. To do so will require much time and attention,
and will throvr considerablo labar and responsibility on the Treasury. Wo uro of
opinion taat th e position of that Department in relation to other Departments should
be mnado as strong as possible ; that it ought to have the means of making itself
aceuratoly acquainted with the wants and conditions of the other Departments ; and
that it should thus, whilst acquiring their confidence, be able to oxercize an officient
and intelligent control. These objocts might, wo believe, be attonded if the 'I‘re'asurr
wero from time to tilme, in rovising tho vovera! offices, to summon to its aid a small
Committeo or Council composed of 1leads of Departments, who would thus bring tho -
oxperionce of one offico to bear on another, and assistin introducing such an amount
of uniformity as is practicable and desirable. , SN
We desiro, howover, again urgently to ropresent that, should Governmont approve
of our principles of rcconstruction, it will bo absolutely necessary groatly to curtail
tho numbers of supovior clerks by a largo substitution of clorks of the.lower division.
If this bo not done. tho increased expendituro to tho State of the plan, wo propose,
would be too great to justify its adoption. Bt if it be carried out-with vigor an
judgment, we beliove- that thore would be little or no inoroased cost to tho Stato,
which would gain lnrgoly in tho increased efflciency of the Service, and in the romovalt
of those chronic causes of discontent which aro continuslly productive of large

* Papers velating to the Reorganization of the Civil Service, 1855, Reports of Qommittee of Inquiry
into Public Offices from 1843-to_1860. Third Report from’d.xe Select gqmmittce‘ on Qivil Servico -
Expenditure, 1873,  Report from the Select 00;1\2\39&@ on Civil Service Writers, 1873, —
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-augmentations in the public expenditure,
labors rendered.

~unless a considerable sum bo spont in inducin
—Tor tho consideration of Government and of Par

tages which will follow. the chan
‘requisito expenditure,

Of course, wo do not conceal from oursolves the fact that

~ -commutations, tho reorganization of the Civil Se

‘and of diminished productiveness in the

, in tho first instance,
g rotirements by suporannuation and -
rvico would be very slow. It will by
liament, whether tho ultimate advan.

ges proposed by us are sufliciont to justify the
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F. R, SANDFORD,

. C. W. FREMANTLE,
T. H. FARRER,
T. WALROND,
HERBERT JOYCE.,

11 DowniNg STREET, 27th January, 1875,

My DEar M. PLA‘YI-'Am,—-I have read the able I
Inquiry Commission with great interest; but before
—-sions with regard to it, I should wish to seo the evi

irst Report of the Civil Servico
coming to any positive conclu-

and to test very carefully tho applicability

denco upon which it is founded,
of the recommendations to the Civil

-Sorvice as it actually oxists, The proposals you make aro important : they involve
a sweoping and, in somo respeots, a reactionavy (or seemingiy reactionary) change;
thoy aftect a large number of individual interests, they will be jealously criticised, .
andif through any inadvertenco thoy should fail in their application, they may pro-
~duce serious evil, ~ Precipitate action has, I think, already dono harm in this mattor:
and, though I do not advocate delay, I 4m most anxious that what is now to be dono
should be done’ witk deliberation, so that it may bo as far as possiblo final in its
-charactor, ) i '

’ The Civil Service has beon undée
indeed, it may be said 10 have bee
becoming important, on the
be cast into & permanent mould, and that it should onjoy &
-constitutional changes aro concerned,

Mistakes have, no doubt, been mado in the cours
1858 ; some, perhaps, as the result of er
recommonded by Sir Charles Trevelyan

" from an imperfect appreoiation of our rec
provented their being thoroughly acted

on of lato years;
the last twenty ; and it is
d economy, that it should
poriod of ropose, so far as

'going & great transformati
n in the crucible for
rounds both of officioncy an

o of tho various changes since
rors or defects in the measures originally
and mysolf; others, as I venture to thin®,
ommendations, or from difficulties which
upon. But, upan the whole, I think very

great progress has been made in” ndministrative reform ; that ground has beon won
which will not bu lost; and that we have reached a poiut at which, profiting by tho
-oxperionce both of success and failuros, wo may hope to establish a really satisfactory
leasure that the present Roport adopts the two cardinal prin-

-8ystom,
F old insisted, viz., proper division of official. work, and a proper

I observe with
-ciples on which we o
system of solecting Civil servants, as the basis of a sound Service, »
All the roforms of late yoars have boon directed to secure one or other of these
objects, and we havo had the advantage of seeing many oxperiments tried with moro
-or less skill or success. ' The now Pproposals are intended to correot the failures which

have attended thoso experiments, but not to roverso or set aside the principles on
“which thoy have been made, : -

The salient points in the
1. The introduction of th

new schome appear t0 mo to bo—
e system ot;g,srvico pay and duty pay.
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2. 'l‘_ho groat {eduction of the Civil'Servico writer class, and the roovganization of
the Service in suoi, 2 manner as to assign the butk of the work now doune by writera
*  {o established clerks. .~
- 3, Tho substitution of solection from a list,of successful candidatos for tho present
_system of competition, ‘ R .
4. Tho proposals with regard to promotion by merit, to transfers from office to -,
.offico, and to statf appointmonts. - - -
(1.) Service pay and duty pay. . ,
BB Sofaras I am compotent to form an opinion, I think this distinction a good one, ,
BB The chief - dificulty to my mind is that of adapting it to offices organized on the old .
-class system. The diﬂicuily is recognized by the Commission, but I do not think wo
shall be ablo to estimato it fully without actually trying tho scheme, and, as it were,
working it out with reforence to a cortain number of offices.
~ Personal oxpeotations will have to bo satisfied on tho one hand ; and economy
must, on the othev hand, be kept in view. Probably it will Le found impossible to
bring the whole scheme into operation at once, while to introducas it piecomeal will
greatly detract from its advantages. . , )

As an illustration of the difficulties, I select one instanco quated in the Report
itself, ~ Tt is said that among the offices now placed under Regulation II are somo
appointments in the Burial Grounds Office with salaries rising from £80 to £100, and
no further. But the Servico scale for the proposed lower division of clorks is to go
up to £200. How aro ‘Lose Burial Grounds oflicers, then, to bo dealt with ?

Are we to give a man who is now content with a maximum of £100 double his
promised salary ? or are we to throw the work into the hands of boy clorks ? or are

- we to effect savings by a reduction of numbers which will mako up for the increase
-of pay ? ' : .
P Xgnin, take the case of men like tho officers in the Inland Revenuo Department,
ri;;ing from £90 to £150, with the prospect of £650, and tho possibility of rising to
. £1,200. I .
I suppose wo may discard the last-mentioned possibility, as the £1,200 a year
appointment would be in the nature of a staff appointment, and the possibility would
remain, - - : . ;
Bat is tho wholo difference between £200 and £650 to be treated as duty pay ?
and if 5o, shall we not run the risk of establishing scales of duty pay which wﬁf be
geriously inconvenient horeafter ? I donot say that those difliculties aro insuperable,
but they strike me as grave, and I should be reluctant (as at present advised) to
.commit myself to the system without secing how it can be practically worked out.
(2.) 1 agrec with tho substitution of established clerks of a lower division for
: .Civil Sorvice writers ; but here, again, I sco tho difficulty in effecting change with
a due regard to economy. L : R
The mere replacomont of writers by clerks of the proposed second division will
.causo a considerable increaso in expenditure, unless it be accompanied by a reduction -
in the number of firat division olerks. Such reductions would—be difficult. They
would not only involve the necessity of addivg largely to the ponsion list, but
would very often bo resisted by the Heada of Departments, who would bo apt to
maintain that they could not spare their suporior men.
Their objection to do so would probably not be woakened by the introduction of
the change in the system of making appointments to the first division, which would
ive them the power of selecting from a tolorably large number of men, instoad of
ing obliged to take a total stranger. : : e . '
‘%Vith regard, therefore, to points 1and 2, I would say that the success of the
plan depends on the mode in which it is worked out; that that mode cannot be well
‘ascertained ¢ priori; and the only eafe course appears to me to be that of instituting
~a detailed inquiry into the offices which will be affected by it before we decide upon

taking any final stegs. Such an inquiry might, I should think, be conducted without
great_ labor, ut least far onough to onable us to judge of the practicability of the
.scheu}e. . : a1 : R

R
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(3.) 1 pass on to the system of seloction from a list of successful compotitors in
lieu of the present system of corinetition; and here, at least, so far as tho second
division is concerned, I sce no d.iiculty, while I recognizo sgveral advantages over
tho existing plan. 1 have littlo doubt that the proposed schemo would attiaet g
sufficient number of sufiiciontly ablo young men to supply the sccond division, and
thero would be quite as many of them who would win’ their way into the first
division as is at all necessary to keep up tho spirit of the Sorvice. - '

I have some doubt whether the advantagoes to bo offered in the first division will
bo suflicient to attract the class of mon whom wo want, If we simply requiro men
of a likoral education to fill appointments which must bo held by * gontlomen,” w
Heo shall no doubt get them; but I doubt whether, if the whole schomo of tho Report is

: adopted, wo shall tempt into the Sorvice those able young men of whom wo now ean
show epocimens, who havo stuff enough in them to'make good their position in any
open profession, but who have a taste for the Public Sorvice, serve their appronticeship
to it, and ultimatoly riso to the highest posts in it.

(4.) 1 am rather alarmed at tho suggestion that such places as chief clerkships
and principal clerkships should be treated as appointments for filling which “xecourso
may, if necessary, bo had to the outer world.”

1t may bo true that tho heads of oftices would not bo very likely to appoint bad
raen to fill important posts, bat there would often bo a strong temptation to confer
them on good men with political or social claims in proferonce to mon with merely
official claims. At all events, I cannot help thinking that the 1isk of this might be
sufliciont to oxcite apprehensions which, even thoug unfounded, might keep many
men {from embarking in the official carecr, - . :

Transfors, again, might bo easily so worked as todiscourage, instead of encouraging,
official merit. Interest, of conrse, would be of no uso to a man-unless ho had merit
onough in the first instanco to got himsolf a place on the original list, This, howover,
according to the favourite hypothesis of the opponents of competitive oxaminations,
would be no test of Lis real fitness for official work, and might bs nothing but the
rosult of de :terous cramming. The advantage of being on the list would bo great;
the disadvantages of the lists being & long one would be, or would appear, small; -
consequently there would bo a prossure to reduce the staudard; and men of very
moderate abilities might ultimately find their way to the privileged cirelo.

. Onco there, the man with good interest would have great advantages, both for
getting himself appointed to an office in the first instanco, and for getting himself
transferred to a botter offico afterwards. If this should havo tho offect of deterring
superior men from entering tho Sorvice, it will lead to the filling of moro staff
appointments from tho outside, and this ayain will react upon the Service itself,

T express theso doubts with the consciousness that the points in question must
havo occurred to the Commissioners, and that they have, in fact, mado somo sugges-
tions which, at least in part, would meect thom.

Other suggestions might also bo made, and some such have occurred to me. I
think it well, howover, to eall your atiention to them, as I am vory anxious that the
question should recoive the fullest consideration.  Again thanking you for the pains.
which you and your colleagues have bestowed on the inquiry, -

— I remain, &o.,
STAFFORD H, NORTHCOTE.
Tho Right Honorable .

Lyox Pravramr, M.P,,

- ke, &e, &es -
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Civin Szrvice CoMMissION,
CaxnoN Row, 2nd February, 1875, .

" My DeAR CHANOELLOR OF T3 EXCUEQUER,—I have the honor to rcknowledge
tho receipt of your letter of the 27th ultimo. I have laid it bofore my colleagues,
and beg, with their concurronce, to offer the {illowing explanations on the subjects
to which you rofer, _ - ’ :

- Before proceeding to observe specifically on the four \points in our Report to

" “which you -have called our attention, I think it woll to mako the following general

remarks:—

" In tho first place, whilst agrocing gonerally in your indication of the snliont
points in our scheme, we think it right to observe that thore is ono further point to
which wo attach the greatest importance. This is tho reduction-of the present classes
of superior clorks, and tho reorganization of tho Sorvice in such -a manner as to
assign a largo proportion of the work to our proposed lower division, We aro satistied
that in many, if not most offices, thore is too large a proportion ot clerks, all presumed
to bo doing the same work, and to bo entitled to promotion to the highest clerkships,
whilst ns a matter of fact many of them are, aud must be, employed on routine work,
and havoe little real prospect of promotion. We have, thorefore, in our Roport strongly

. insisted ¢n & largo reduction of tho present superior clarses as tho best means of
promoting efficiency and coutent as well as cconomy. , :

In the second J)luce, we would observe that, when wo recommend that Heads of
Departmonts should oxercise a considerable amount of freedom and responsibility,
not only in selecting clorks in the first instance, but also in promoting thom, 2nd in
making appointments to ntaff posts, as well as in transforring clorks from ouico to
office, wo have had in view tho Heads of Deparfments, wl.ether political or pegmanent,

" who are directly responsible for their efficient management. If such men, with the
assistance of the principal officers of each Departmont, mako these selections, theve is
little danger that the power will bo otherwiso than honestly and cavefully oxorcised.
It is to theiv interest in every cage that tho man most suitable for the post should be
appointed to it. - . T \ .

In tho third place, we wish to state that we ontirely agreo with you that the
~ success of the schemo will depend very much upon tho modo in which it is carried
out. The division of official labor so as to apportion pay to work is, as you *ightly
obsorve, one of the cardinal principles of tho schemeo. In fact, the success o% the
schome deponds upon this apportionment being carried out with judgment, and,with
fairness as beiween one office and another. Vo aro quite alive to tho difficulties
attending such an apportionment, and its application to tho existing orgunization of”
the different otices, and we havo recommonded that, in making it, the Treasury
should have the aid of & Committee or Council composed of Heoads of Departments,
Difforent men’s views of work, and their-langunge concerning it, vary so greatly,
that anything like an uniform distribution of pay aud work throughout the servics
could never bo brought about, unless tho work of one Departmeont were weighed
against the work of another, and some common measure wore applicd to all.

We quits agreo that ample offic’al criticism should be given to our Roport, and
it is of couras for the Government to determine whether it is necessary to institute a
dotailed inquiry into each offico before they decide upon adopting any of our recom-
mondations, I think it well to suggest, however, that if the Governmont approve
of the creation of a class of olerks of the lower division, all vacancies might, ponding
the reconstruction of individual offices, be filled up by the appointment of clerks of”
this division. If this were done, it would not be necessary, pendin final reconstruc-
tion, to fill up vacanoles arising in existing establishments with theixvarions rates
of pay aud prospects of promotion. We havo already stated our conviotion that
there are t0o many clerks having & nominal or presumptive right to rise to the
highor classes, and a reduction of such clerkships as they fall in would in itselfbo 4
groat advantage, and would facilitate the ultimate adoption of the now scheme, OF
course cases might arise, more particularlg's:ign the smaller offices, in which a clerk of
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A higher doscription than that provided by tho Iower division might bo roquire)
“These, howover, would bo excoptional, und might be provided for during the trang
tion period by transfer from some other oftico. A :

proceed now to observo seriatim upon tho four points of your lotter.

1. Service Pay und Duty Pay,

-The difficulty whjch you point out of n lapting this proposal to offices arganize}
on theold system is one which we fully recognizo, umrl have already pointed out
tho way in which wo think 1t should be met. 1t will hero only be necessary to ret
10 tho two illustrations given by you. N T o

(a.) The caso of the clerk in” the ofice of Burial Grounds was mentioned in the
Report as u striking instanco of the inequality in value of appointmonts compeoted
for at the same examinntion, There are very few offices roeruited under Regul-tion
IL. in_which tho attainable maximnm falls short of £100_a year,-tho- maximom—
proposed for the lower division, nnd it is obviously not desirable that such offices
shonld continue to exist as reparate establishments where they can be amalgamatel
with some larger offices.  As fur ns oftices in London and places similarly civcum.
stanced are concerned, wo think that work which requires the regular and continuel
-emplayment of 2 man clerk is not too highly paid for by the scale which we propose.
Wo distinetly, howevor, contined our vecommondations in this respect to London
oftices, und to offices in & similar position to thoso in London, as it was impossible
for us to enter into the various circumstances of provincial offices,

(6.) With regard to the case of the [uland Revenuo Department, it is not our _

. intention that the whole diitérence botween £200, the maximum we propose for the
sorvice scalo of the lower division, aud 4639, tho present maximum of the highest

~clax®of clerks in that office, should be treated as duty _pay._On the contrary, we
. Yecommend that the duty pay for the lower division should not exceod £100. Bat,
us regards the Inlund Rovenue and offices of a like character, our viow is that,
although & large proportion of the numbor of clerks would belong to this lower
division. there should alvo be a linited number of clorks in the highor division having
the maximum of a service scale of £100, with augmentations for duty pay which
might make it £600, all places with smoluments beyond this amount being regarded

-t stadl posts, :

2. The great reduction of the Civil Serzive Writer Class and the reorganization of the
Service in such a manner as to assign the bulk of the.work now done by Writers to
Istablished Clerks. . _

- You observe that “the mero replacemont of writers by elorks of the propoced
-econd division will cause a considerablo incresse in exponditure, unless it be accom-
pauied by a reduction in tie present number of first division clerks.” Upon this
point it may be romarked that we anticipnte that the clerks of the lower division
avill. 'man for man, do not only much botter, but much more work than the prosent
writers, Moreover, it would™ be impossible to maintain the prosent systom of
‘writers, as they are at present employed, at the prosent rato of pay. But a large
reduction of the oxisting higher classes is, as above ohserved, an essential featuro of
‘our schemo, and it is by the replacement of thoso clorks by clerks of the lower
-division that a saving would be ettected, L :
We aro fully alive to the difficultios attending those reductions, and wo are aware
that such reductions must add lurgaly ut first to the pension list, In some cases it
would bo found that the pay of a clork selected for roduction would excecd the
amount of bis pension, togother with the pay of the clerk in the lower division by
whom he wouid be replaced. In such cases thero would be & saving, but undoubtedly,
-on the whele, t} o cost tu the State during the period of transition would bo greater
than it is at prosent. , : : . X
- As wo havo said in the Roport, it is for tho Government to determine whether
-the ultima'c advantages consequent upon the changes proposed by us will justify the
- C 434




temporary increase of cost.  Not only aro we satisfied from the cvi'donce’wo have
t ken, ang from our own oxperience, that, in tho interoests of officiency, a large
veduction is necessary in the number of clorks whoso pay is greater than their work

pay to work unless such'a reduction is mado. ' It'will have, morcover, to bo cirriod

proposo, supplemented by staf’ posts, will atford ample-opportunity of rowarding
them, - ) - - )

3. The substitution of Selection from a list of successful candidates for the present
. : B » system of Competition, ‘ '

We have already pointed out that it is an essential feature of our schemo that
the_seloction_wo_ propose should be mado only Ly the Heuds of Departmonts, in
concert with their principal ofticers, who ave intorested in and rosponsible for the
working of the Dopartments. Wo think this of the utmost importance, and have no

. fear, with this procaution, of improper selection. "It must be rememboered that the
T requiroments of the difforent offices aro very difforent, and that whilst somo posts
. requiro the very able men of whom you si)oak, for others, porhaps for tho bulik ot tho
N Servico, o fuir amount of ability, combined with industry, good education, and good
8 eharactor, are suficiont. qualitications.  Qur schome is so tramel a3 to meot both

requirements, Tho latter qualificutions will be a sine qud non’ for the whole of the
higher division whilst, as regards tho posts reqiring superior ability, the examinations
in extra’subjocts which wo have proposed, cc .pled with the personal inquniry which
will accompany personal selection, will afford ample moans of tosting that ability,
atul the duty pay, with the prospect of staft’ appointments, will atford ample means
of attracting it, : B -

... Asregards tho pressure which might, under this plan, ba brought to bear to
reduce the standard, I have to point out that we foresaw the inconvenience of allowing
any considerable body of qualitied persons to be pressing upon the Government for
public employment. ~ W therefore suggested that tho list of cligible candidatos at an

time should not excoed tho average number that would be absorbed in six months. I
this limit bo obsorved, tho tondoncy will probably be, not to reduce the standard of

O m~ @ =
f

adi il e A

<xamination, but to raise it; because the number in the higher division being com--

2 paratively small, thero is every prospect that tho competition will bo keen,

' Your observation that the terms offered for the higher division may not be such
a3 will attract men equal to the best men which the Servico now obtains, would have
much forco if it were intonded tnat all or many of the appointments ovor £600 a year,
that is tho staif posts, should be given to persons outsido the Sorvice. But this is not
our meaning, - Wo think that recourse should be had to men outside tho Service only
‘ in the event of thero being no one in it thoroughly fitted for the post. But weo con-
f sider that the efficiency of the Service, as is stated more fully in reply to tho fourth
l point infra, requires that this power which tho Government now possosses, but rarely.

oxorciees, should be continued, and should bo :J)p!ied to tho increased number of statt
: offices which will exist if our scheme is adopted.” Putting theso statf offices aside, the
terms wo suggest aroe higher than those now offored genorally throughout tho Service.
And as regards 10 Treasury and other important offices, the elnstic plan of duty pay,
coupled with tho staft offices, will enable the romuneration of the clerks to be fixed
oven higher than it has been under the old system, should a comparison of theiv
work with that of other Dopartments show that such higher rates aro required.
It is furthor to be observed that tho able men to whom you rofer as now in tho
Sorvice must have beon appointod under the old systom, “and not undor the very
recont systom of open competition. The plan which wo propose will establish a far

strictor test on entrance than evor oxisted under the old system. It scems to us,’

therofore, both that the inducemonts to able men to onter the Service will bo greater
than thoy have yet beon, and that the standard of qualifications for entry into the
Servico will be higher. ) ‘ ‘

ns-2sy
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justities, but wo see no_ possibility of reconstructing the Service so as to apportion”

out with judginent und with vigor. Tho torms should be liboral, bat thoy should .
Yo obligatory. - Tho best men would, of course,.bo retained, and the scale which wo

~
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fers from Qfiice to O_ﬂice,

4. The proposals with reqard to Promotion by Merit, to"l’rans.
and to Staff' Appoiniments,

Heoro again 1 will, in the first, instance, repoat that in recommending selection by —
Heads of Departments for theso purposes we had in view the 1ead of the Department
who is divectly responsiblo for its effictent managomont, = ‘ X

Tho main reason wo had in view in recommonding that all appointments beyond
£600 a year should bo treated as staff posts, was to provent clerks claiming a vosted
right in such appointments, _Fxporionco shows that this clnira is only too apt to
ucquire such force as to degrado promotion into a system of mero seniority, - It is
this, and not jobbery. which is the real evil of the Service, and it will bo a_manst
important step towards sccuring promotion by meorit that those posts should not he
regarded as posts to which the clorks have any vested right, ; .

‘As rogavds transfers from ono office to another there is no doubt that theso might
be 8o worked as to discourngo, instend of to encourage, official merit, . But it is to the
interest of all Heads who aro responsible for the monagement of their Departments
that they should not have inefficient men transforred to them, and there would be no
difticulty in surrounding this power with sufficiont safeguards, _

The power of transforring men from office to offico at present exists, and our
recommendations respecting transfors are made with the view not only of putting
themn on a bettor footing for the future, but also with the view of somewhat equalizing
promotion throughout the Service by making the clerkships in the most important
offices, so far as practicable, prizes for the best clerks in other offices in which, from
the nature of the work, the well-paid appointments are fewor, )

A proof of the evidence is enclosed.

LYON PLAYFAIR.

1 have, &c,,

The Riyght Honorable 4
Tho Chancollor of tho Exchequer,
&e., &e., &e. ‘ -
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