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FOREWORD .

The principal part of the material for this study, namely the body
of facts on the career officers in the Federal civil service of Canada, was
collected during the summer of 1957. This was made possible, thanks to the
hospitality of the Civil Service Commission; who allowed the writer to use
its office space and to draw freely on material from its files. No less
helpful were the several Departments, most of all the Department of Trade
and Commerce, whose personnel office supplied all the information for the
case study related in Chapter Six, and took upon i1tself the great trouble
of multiplying the questionneires used for the field enquiry, routing them
to all officers involved and tranemitting the replies to the writer in Montreal.

Thenks to the help of thess agencies, the writer was able to collect
material on the Junior - and other - Administrative Officers, parts of which
had never been studied before. Much of this materiasl has been incorporated
in the study without particular reference to the sources in each instance,
for this would have been impossible. Veluable materlal was found also on the
professional and scientific classes;, as well as on the general clerical
sefvice, and this information has been often used in the same way. The
writer is, therefore, lndebted to the Civil Service Commission or to the
relevant Department, as the case may be, for any information not expressly
referred to another source. The references will be found in the footnotes.
Here the writer wishes to thank in general the Civil Service Commission and
the managements of the several Departments. A special acknowledgment of
gratitude is due the Civil Service Commission and ites Secretary, Mr. M. M.
Maclean, for the permission to quote verbatim from some documants; ag
referred to in the appropriate places. Of the officers on the staff of the
Civil Service Cecmmission, all of whom were most generous with their assistance,

a few deserve particular mention. The Secretary, Mr. M. M. Maclean, found
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time to discuss problems of general policy, referred to him. Dr. O. E.
Ault and Mr. G. A. Blackburn showed great concern for the facilities
extended to the writer and opened many a door for him, Mr. J. F. Dawe
took upon himself the general care for the access tc the flles and avail-
ability of all other information desired by the writer. The Heads of the
several Brenches and many officers on the staff were more than helpful;
speclal mention is due to Messrs. G. S. Follis, E. Gougeon, V. M. Clarkson
and many others.

Mr. L. J. Rodger, Personnel Officer, Department of Trade and Commsrce,
extended his invaluable help, putting his time as well as his knowledge and
experience at the writer's disposition.

From Washington came the immense help of Mr. J. Douglas Hoff,

Menager of College and Foreign Visitor Program of the Civil Service Commission
of the Unlted States. Both he and his associates answered innume;able
gueries, collected documents and mailed them to the writer. The U. S. Civil
Service Commission allowed the writer to spend a week's time in its offices

in the summer of 1955.

Mr. Wright W. Miller, Information Officer, H. M. Civil Service
Comeission, London, secured much valuable msterial on the British Civil service
and transmitted it to the writer in Montreal.

Mr. R. A. Fraser, Lecturer in Political Science, Sir George Williams
Collegse, drew.the vriter's attention to Roderick Seidenberg's book Post-
Historic Man, discussed various points with the writer and edited parts of
the menuscript. The other parts were edited by Mr. H. W. Yarosky.

The director of the writer's studies; Professor K. B. Callard,
suggested this subject; so obviously central in the writer's interest +that
it might well have been overlooked by himself. Professor Callard gave also

the writer the benefit of his criticiem, apart from the usual direction,
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and permitted him to read an unpublished paper of his own. Parts of the
menuacript were read by Professor S. J. Frankel, whose remarks contributed
to the removal of a number of defects.

Mr. I. D; Pal discussed some points and read sections in manuscript,
and Mr. J. A. Galbraith contributed valusble remarks to the tables.

The writer himself is solely responsible for the delimitation of
the subject, its coverage and the arrangement of the material, for the
collection of the information on the Canadian civil service, for 1its
coordination and evaluastion, for alllthe argutients and opinions not referred
to sources either by direct note or by general remark. All the interpretation
of the findings and of theilr mutual relations, and all the conclusions,
general as well as particular, if not credited to sources, are his own; and
he bears all the responsibility for theh as well as for all the shoricomings

and mistakes.
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CEAPTER ONE

INTRODUCTION

The word "career™ has attained a striking popularity with the
public personnel administrator on both sldes of the Atlantic. Most
frequently seen in recruitment literature, it is also found quite
prominently in writings concerned with different aspects of public
personnel administration. The concept of "career®” has obviously been
growing in importance, both with the administrator and with the ordinary
staff member, and both have become 1ncreasingly concerned with it.

jhe eime of this enquiry ere to study the nature of the
concept of caereer, both in theory and practice, as it applies to the
Federal civil service of Canada; to investigate its functions in the
Federal civil service and its enviromment; to compare it with 'career!
as it applies in theory and in practice in the civil services of Great
Britain and the United States; and finally, to evaluate the development
and present position of the ‘career service' in the civil services of
these three countries in the light of their present needs and operative

trends.

THE CONCEPT OF CAREER

The term "career” has different meanings in different societies.
This fact 1ls naturally more pronounced on the level of common parlance,
where 1ts use 1s markedly connotative, than in the more denotative and
formal usage as found on a more speclalized level. As used conversa-
tionally on the North-American continent, the meaning of "career" is

1
hardly distinguishsble from the work-history of a person.

1
Some writers follow the same usage cf. e.g., William H. Form, and Delbert

C. Miller. "Occupational Career Péf%ern as a Sociological Instrument®”.
The American Journal of Sociology v. 54 No. 4 (Jan. 1949)317 - 329.




Such Conversational use may bekound in the officipl recrultment literature
such as posters and pamphlets. Some writers, while following the ordinary
conversational usage, modify it by introducing the factor of success in one's
work in order to meke it a career,3 while others would prefer seeing in it a
satisfaction of a natural need for advancement and achievement in a popularly
approved way.
In Great Britain the term popularly implies the idea of a life-time
pursuit, as suggested by the following quotation:
"As a matter of history, the Civil Service has been built up on
the 1dea of 1life service, with appropriate pensions as an in-
tegral element in its system and its terms.”S
The foregoing might account partly for the popularity of the
expregsion both with the recruiter and the candidate. Vaguely promising
advancement and success, and not encumbered with strict requirements or
harsh' pre-conditions, ‘career’ is an ideal recruitment slogan. Such a

slogan is of growing importance to-day, when the need for attracting

responsible administrative officers to the government service is growing

2. ™These positions are called competitive positions, because appllcants
compete for them in civil-service examinations. Taken all together,
they make up the competitive, or career, service.” Working for the
U.S.A. United States Civil Service Commission, Pamphlet No. 4, June 1955
(G.P.0.code 16-59579 =~ 7).

cf. also The Govermment Personnel System, Pamphlet No. 4 in Personnel
Management Series of the U.S.C.S.C., p.2., for identification of
'career’ with non=-partisan service.

3. e.g. William Seal Carpenter, The Unfinished Business of Civil Service

Reform. Princeton, Princeton Unlversity Press, 1952. p.27,
b, cf. George A. Graham, "Personnel Practices in Business and Governmental

Organizations® 1in Problems of the American Public Service, Monograph
11 of the Commission of Inquiry on Public Service Personnel, N.Y.,
McGraw-Hill Book Co., Ltd., 1935, preface.

5 Taken from Civil Service Pensions, Outline of Case of Retired Senior
Officers, Prepared by the Committee of the First Division Pensioners!
Group, July 1953. London, H.H.Greaves Ltd. - p. 7 par. 19, - the
quotation represents accurately what is implied by ‘career' in Great
Britain.
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more acute and more difficult to satisfy.

It 18 certainly not thie vague and popular idea of 'a career' that the
immense number of references in official personnel literature are concerned
with. True, some of the expressions refer to the slogan for recruitment pur-
poses7, but the majority polntundoubtedly to some more elaborate meaning of
the term. There must be some assumptlion behind an expression such as

¥ This is a brand-new program designed to encourage people of college

caliber to set their sights not on Just a job, but on a career with
the Federal Government."8

The quest for the substance of this concept of "“career™ unearths two
levels of meaning, not very distinct, but discernible under closer scrutiny.
The less pedantic would agree that

"the career concept implies a long period of service, with an opport-

unity for reasonable advancement during that period so as to make
full use of the career employee's increased experience and ability."9

6. Carl Joachim Friedrich, "Responsible Government Service under the
American Constitution” in Problems of the American Public Service,
Monograph 7 of the Commission of Inquiry on Public Service Personnel,
(cit. supra.) p. 37-8. see also pp. 8 - 15,cf. also Commission on
Organization of the Executive Branch of the Govermment; Task Force
Report on Personnel and Civil Service. Washington, G.P.0., 1955
p. XX111, and p. 1 n. A very similar situation on the Canadiam
scene 1is sald to have created similar needs -- see G.A.Blackburn,
"The Role of the Vocational Guidance Counsellor in Staffing Civil
Service Establishements” - a talk given to School Counsellors at
Ontario Department of Education Guidence Swmmer Courses, July 19, 1955.

7. As when Dr. Luther Gulick asked a witness "...what do you think...
should be done first 1n advancing the cesuse of the merit system, the
development of career service ' - Commission of Inguiry on Public
Service Personnel: Evidence. New York, Whittlesey House, 1935. p., 255.

8. The Chairman of the U.S.Civil Service Commission, Philip Young, in a
release to the press announcing the plan for Federal Service Entrance
Exemination, July 1k, 1955, for the papers of July 19, 1955.

9. John W. Macy, Jr. Executive Director, U.S.Civil Servige Commisstom,
in an Address to the 18th Annual Conference of the Texas Personnel
and Management Association, University of Texas, Austin, Tex. September
1, 1956, p.6.




They would generally agree, further,; that career ilmplies a regular

salary, increasing responsibility, increasing authority and rewards, and

some security of tenure and of retirement; while providing a certain social

status or esteem, all with a stress on long service following upon an early

10

recruitment.

The other level. that of the stricter meaning, as used by the scholar

and the leader among civil service practitioners alike reveals 1itself best

in the light of the purpose the concept 1s made to serve. It i1s an end

proclaimed with a striking consistency over the widest range of social

values, mores, and eccnomic interest, by representatives of the most

various backgrounds and approaches. Its remarkable similarity is the mors

10.

Here agreement 1s wide enough: As for the American opinion - it 1s
represented Dy:

(a) writers, see e.g. Reinhard Bendix, Higher Civil Servants in Amer-
ican SocietyLil9h9¢ Boulder, Colorado, University of Colorado Press,
1949, p.3;

William C. Beyer, "Municipal Civil Service in the United States™ in
Problems of the American Public Service (cit. supra) Monograph No. 8,

p.163;
(b) officlal bodies such as; -
Commission of Enquiry on Public Service Personnel. Better Government

Personnel. New York, Whittlesey House, 1935, p.3;

Task Force Report on Federal Personnel, (Appendix A) prepared for the
Commission on Organizatlon of the Executive Branch of the Govermment,
January 1949, Washington, U.S.G.P.0. 1949, p.29;

Second Hoover Commisslon, Task Force Report, p. XV;

U.S.Civil Service Commission, Annual Reports for the years 1955 - pp-
105-6, 1956 - p.1k, 29, and passim.

The Canadlan opinion is represented by D.M. Watters and D.J.S.Gow,
"Career Opportunities for Administrators in the Civil Service of
Canada”. Public Personnel Review, v. 17 No. 4 (October,1956), 197 -
203,

In the British attitude the same basic set of factors was found by
L.D. White, "The British Civil Service™ in Civil Service Abroad:
Monograph No. 2 of the Commission of Inquiry on Public Service Per-
sonnel, New York and London, McGraw-H1ll Book Co. 1935, p. 7-

The International Civil Service 1s represented by the Report on Re-
crultment Methods and Standards for the United Natlons and the
Speclalized Agencles, lssued by International Civil Service Advisory
Board, U.N. 1950, see esp. p. 6 and p. 21 (p. 21 in particular ident-
ifies "limited periods of service” with "non-career basis”.)

This list is by no means exhaustive; rather, it aims at presenting
the width of semi-popular agreement on the fundamentals of career.
A full listing would require a bibliographical volume for itself.



significant when one conslders the profound implications this consensus
has for the entire realm of our social and individual valuss and possibly
for the trend of current history. These far-reaching implications can
only be dealt with briefly, however, and only after a study of the present
function of the concept of career.,

It is agreed that modern government depends in a decisive wey on the
civil service, the core of which consists of a career service or s group of
career men., This is equally true for internationalllas for netional
administrations., Statesman and politician agree here with practlitioner and
scholar. Presidents of the United States have reallzed this truth and have
asgerted it a number of times over the years. President Taft referred to it
in 1913129 and President Eisenhower wrote to Chairman Philip Young of the
Civil Service Commission on August 20th, 1957:

"A strong and competent career civil service 1s the most important
single factor in achleving a scund and efficient management in
Government .

and in the same letter;, where he makes clar the purpose to be served by the
career service, he wrote:

"the career civil service that gives full credit to career civil
servants with the initiative, ability and courage to solve the
complex problems of government and rejects those persons who have

not fully demonstrated their capacity to agsume leadership in their
fields of endeavour.®1?

11, ¢f. Professor Frank R. Scott "The World's Civil Service™ International
Conciliation, No. 496, Jarnuary 1957.

12, "the Government cannot hope to secure and retain the services of an
equally intelligent and ambitious cless of persons /%o that of'many
business establishments’/ while these unfortunste conditions exist."
/l.e. while "the classified service will not offer a career..."/

A Message of January 9, 1913, Senate Document 1113, p.238. Quoted
by Emery E. Olson and Ross Pollock, "Staffing and Training for
Administrative Competence in the Federal Service". Personnel Admin-
istration v.8 No. 1 (September 1945j,8 - 1k.

13. Italica mine. The quotations in the text were picked at random, as
representatlive of & great number.
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Essentially the same note was struck by Sir George Murray in 1912, when
he sald:

"Owing to the nature of work carried on in the public service it is highly
desirable that men should be encouraged to enter it early and remsin in
it s long as their powers are unimpaired - in short, to make their career
in 1t".1k

A number of public hodies arrived at similar concluslons. In 1935 Mayor
Hatton testified to the same effect before the Commission of Inguiry on Public
Service Personnel, when he insisted that the success of democracy depends on a
career civil serviceol5 In 1937 the President’s Committee on Administrative
Mansgement echoed this opinion in its reportal6 The same strain was sounded in

1955 by the Report of the Task Force of the Commission on Organization of the

Executive Branch of the Govermment in which it was observed that:

1k, Report of Sir George Murray on the Public Service of Canada (1912)
Ottawa, Kings'! Printers, 1912. par. 91,

15. Better Govt. Pers. Ev. pp. 242 - 250,

16. The President's Committee on Administrative Management, Report of
the Committee with Studies of Administrative Management in the Federal
Govermment. Washington, U.5.G.P.0. 1937.

On p. 2. the Committee says, as if in a strange premonition: "Facing
one of the most troubled periods in the troubled history of mankind,
we wish to set our affairs in the very best possible order to make
good our democratic claims. If America fails, the hopes and dreams
of democracy over all the world go down..."

How similar was the exchange referred to in note 15, supra:

Question (Dr. Gulick): ™Do you think that this insistence on profes-
slonal people and on the merit system is consistent with our ideas of
democracy

Answer (Hatton):- "Not only that, but it is essential. After all,
there are only two phases of government, as I see 1t; cone 1s the
determination of public policy, and the other is the execution of
public policy. If public policy fails (that is, assuming public
policy is determined largely in accordance with what the people ultim-
ately want) by reason of imperfect administration, then democracy has
failed to that extent." p.2k2.
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“The personnel system as such does not place emphasis on affording in- .
centives for those who would devote outstanding talents to a career

within the c¢ivil service, although the Goverrment 1s dependent upon

men who will mgke natlional administration their life work."17

Contemporary prectitioners follow suilt. Qut of a vast number of similar
statements, only two utterances picked at random will suffice to document the
rcgemblance. Chairman Philip Young, in his opening address to the Golden
Anniversary Conference of the Civil Service Assembly of the United States and

Canada, said:

“...a need that has become more and more pressing as our Government's
activities have grown ever broader and more complex. This 1s the
need for continuity in Govermment service. The long-range programs
of modern Government are dependent upon the continuing services of
trained and experienced career specialists, not only in technical
fields but in administration as well."18

And J.W. Macy, Jr., when on May 1llth, 1956, speaking to the same body on
"New Horizons for Federal Personnel Administration™ referred to the Federal
Service Entrance Examination as:

?,...designed to attract highly gqualified young men and women with the

capacity to grow in the service and become the carser leaders of the
future."19

This is not a new trend among practitioners, nor is it restricted to the
North American Continent. 1In the United States the civil servants whose work
was highly speclalized and responsible remained at thelr posts even during the
height of the period of the spoils system f&f they could not be dislodged without
serious consequencesa. This consideration prevailed through a number of changes

20
of administration in that very period, i.e. 1829-1883.

. 17. Second Hoover Commission Task Force, p. 49.

18. Washington, October 8th, 1956.
19. Italics, mine.

20. Herbert Kaufman, "The Growth of the Federal Personnel System" in
The Federal Govermment Service: Its Character, Prestige and
Problems. The American Assembly, Graduate School of Business,
Columbia University, N.Y., 1954, p.31.




8
In the British civil service the idea of permanency and life-time commit-

ment and tenure has bsen well established for a long time. A concise evaluation
of 1its validity there 1in modern condltions reveals three main points.
a) Cabinet system must rely on the experience accumulated in the permanent
clivil service for its functioning;
0 ) Permanency reduces loss of training, and of accumulated skills, thus en-
hancing efficiency; and,
c) Permanency diminisheg dissemination of confidential informaetion, thus
facilitating the preservation of security and loyalty of Government
21
staff.
In short - the general agreement holds that
"Public dependence on Govermment services and our national security
require that these employees be used efficlently and effectively.,
Our national economy requires that they be used with maximum economy.
These requirements meke a career staffing concept both necessary and
inevitable. Yet -~ such a concept to be successful requires a great
deal more than mere job perpetuation.”22
Thus the bellef prevails that govermment depends for its functioning on an ef-
ficient career service. On the other hand the public dependence on government
is increasing sharply in times when the economy does not respond to our expecta-
tions or gets out of hand for any reason. Such periode and thelr residue com-

23
pound the dependence on career service.

21, cf. E.N. Gladden, Civil Service or Bureaucracy, London, Staples Press Ltd.,
1956, p. 48,

'22. Administration of the Civil Service System. Report to the Committee on
Post Office and Civil Service etc. Washington, U.S. G.P.0., 1957, p.l1lO.
In this the Committee Staff echo the Special Consultant's Report to the
Committes, p. 23 ibld.

23. See for instance Carl Joachim Friedrich's argument in “Responsible Govern-
ment Service under the American Constitution®. cit. supra, passim.
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In order to fulfill the numerous tasks, both implied and explicitly stated
above, the career service must obviously possess certain characteristics. But what
precisely these characteristics should be 1s a question far more controversial than
the question of whether or not a career service is required; for a genersl con-
sensus on the latter quesyion hasg been shown to exist. It 1s plainly inadeqguate

to say "The term career-administrator and professional administrator are used in-
2
terchangeably in this Report.” This deprives career of all meaning, making

every non-political officer and every administrator by occupation a careser admin-
1strator°25

A degree of security of tenure would be widely accepted as a necessary con-
dition of careef°
®Job security 1s the keystone of any career service, whether in Goverrment or
industry.”™ said the U.S. Civil Service Commisaion,26

Almost as widely accepted as & criterion is a condition of continuous
growth in a career, !

"starting a career in a position of low responsibility and in the course

of it coming to assume large responsibilities. In one phase it 1s a
shift from subordination to many people to superordination over many."27

24, As dld the Second Hoover Commiséion Task Force, see Report p. 1, n. ~ ltallcs
original,

25, See H.M. Somers, "Some Observations on Tenure™ in The Federal Career Service
- A look Ahead. Pamphlet No. 8, Society for Personnel Administration. Wwash-

Ington (195L) pp. 45 - 73.

26. Removals of Federal Employees. Fact Sheet No. 9, November 1955. And compare
Administration of the Civil Service System p. 27: "Throughout the history of
American Government, the use of appointments to administrative posts as pétrbn-
age has been a major barrier to efficlency and competence in the civil servite
and to public respect for 1t. Patronage appolintments destroy the fundament-
al incentive to a career.”

27, Talcﬁtt Parsons, The Social System. Glencoe, I1l. The Free Press, 1951.
P. 242.
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This aspect 1s continuously mentioned and stressed with great persistency in
the circles of the Civil Service Commission in Ottawa. Almost any reference to
career, and more especilally to & career in the sicentific services, will evoke a
mention of development and growth through tralning and learning in the service.
This, however, does not necessarily mean that the service is an organization
where the management invariably, consciously and purposely provides for the
training and development of the employee. There is, nevertheless, the feeling
that the requlrements of present day government are so stringent as to call
for more than a casual employment relation, be it even a long term relation.
This feeling is well expressed by Rocco C. Sicilliano, who said,
"A career in the Federal Service does not consist solely of taking a
Job in the Federal Service and continuing in it until retirement. To
constitute & career, there must be development, advancement, and in-
creased financial rewasrd. There must be a management climate which
encourages advancement by holding out rewards for it. In the final
analysis employee morale has as its backbone the belief of the employees
in their future with the organization...A career system then must lead
one forward, must promise greater challenges, greater responsibilities,
and greater compensation."28
The most careful and explicit statements, evolved in the course of formal
and elaborate enquiries into this subject, reveal a few additional points. The
President's Committee on Administrative Management postulated "opportunity for
advancement on the basis of performance from the lowest to the highest posts
29
in the service™ - a condition seldom attainable in its fullest extent and thus
hardly realistic, if exceptions are not taken to make rules. Dr. White expected
a career service to develgp high morale, and professional standards and ethics,
and to attain a high degree of prestige - all aspects of a pronounced profes-

30 .
sionalization. Everett Reimer stressed prominently two points more common in

28. Rocco Cermine Sicilliano, (U.S. Assistant Secretary of Labour for Employment
and Manpower ) "Building and Using the Career Team" in The Federal Career
Service - A Look Ahead, pp. 11 - 1l4. Pagsage quoted - p. 1l. '

29. loc. cit. p. 118.

30. See Leonard D. White, Govermment Cereer Servics. Chicago, University of
Chicago Press, 1935. passim, and especially pp. 69 and 12. '
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the European and British conception of career than in the American idea. Among
his four characteristics of career he included:

"(3) there are clear lines of promotion for those who demonstrate thelr
ability, and (L) there are planned means for the development of personal
ability through training and changs of assignment."31

In the practice of govermments on the North-American Continent, some sec-
tions of the government services respond with a sufficient degree of approximation
to these stricter requirements to merit recognition as career services. Notably
the Foreign Service 0fficers of the United States, and those in the Departments
of External Affairs and Trade and Commerce in Canade fall into this category.

Here 1s how Professor Herman Miles Somers describes the system in the United
States:

"They understand that a member of such a service accepts the obligations
of working for the entire organization; that he must serve in the job
and the place where the organization feels he is most needed; that he
will be shifted from job to Job and place to place so that his breadth
of expsrience will insure the permanency of his value lrrespective of
organizational and policy changes; that he will move up the salary scale
according to a strictly defined pattern; that he will adopt a rigidly
non-partisan political attitude in all his utterances and behaviour;
that he will deny himself some of the normal civil liberties. In return
for the sacrifices the Iindividual makes, and the benefits the Government
derives from such & system, the career man 1s glven the guarantee of a
reasonably planned career with permanent tenure. The gquid pro gquo
elements of service and reward are visible and explainable to all, 32

The above description strikingiy fits both the Canadlan Foreign Service
33
Officer and officers of the Civil Service in Great Britain.

21. Everett Reimer “Mcdern Personnel Management and the Federsl Government
Service” in The Federal Govermment Service: Its Character, Prestige,
and Problems. pp. 152 - 179. Quoted from p. 156. Italics mine.

32, "Some Observations on Tenure" p. 46.

32. The Foreign fervice Officers in the Department of Trade and Commerce
of the Federal Government of Canada were included in a case study con-
ducted by the writer in summer 1957, and described in Chapter VI of .
this paper. The British Civil Service has been so often and so well
described, that it might be presumptuous to try to suggest any one source.
Perhaps only for the sake of brevity the reader might refer to p. 172 of
John D. Kingsley's Representative Bureaucracy,Yellow Springs, Ohio, The
.Antioch Press (19LLT.
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Two additional polnts, however, have to be clarly recognized as ilmplicit

A
in all the precedling considerations. First it must be recognized that career
is an organizational concept, an instltutional concept. Any course of life,

characterized by advancement, planning; growlng responsibllities and increas-
ing training, may be very successgful without a hierarchical or otherwise reg-
ulated S{étem of consecutive levels of status, but should not be considered a
careero3 The other point to note 1s that regularized edvancement is essential
to the notion of career. In order to enable the career man to achleve a
sense of fulfillment and reward for a lifetime of dedicated work 1n which

his freedom is severely restricted in many respects, there must be adequate
scope for him to advance within the system. He must be able to attalin a
position both reasonably superior to that of his original point of entry

into the service and commanding adequate prestige in his customary environ-
ment to give him the senase of satlisfaction. In other words - what is nec-
essary is & point of entry withln reasonable range from the mark set for a
given social stratum. This need has been realized often enough5351f very
reluctantly, on the American scene. The attitude taken in Great Britain
has been less adverse to the acceptance of this need. There will be ample
opportunity to observe and discuss thie point in the following chapters.
Suffice it here to observe merely, that attalmment to an agreed level is

essential to the consummation of a caresr.

The Basic Assumptlons,

It may be assumed, therefore, that there is a certain degree of agree-

ment upon the inevitabllity of a permanent career core in the govermment

34, cf. R.K. Merton, Social Theory and Social Structure, toward the codifi-
cation of theory and research. Glencoe, I1l. The Free Press, 1949.
Chapter Bureaucratic Structure and Personality (pp. 151 - 160).

35. ©See e.g. Better Govt. Pers. Ev. p. 202, testimony of H. Ellot Kaplan.




services of the present day. It may be further assumed, that the govern-
ments of Great Britain, Canada, and the United States of America recognize
this necessity and attempt to act upon it within the framework of their
respective institutions, traditions, political and administrative goals and
general circumstances. It may be assumed that even in the Amerlcan system
with its relatively large degree of political turnover, the tendency to
Toster a stable core of expsrienced officers is prompted by a feeling of
urgency sufficient to influence the very considerations of non-civlil serv-
ice positions, such as the ones placed in Schedule C, as reported by the
Special Consultant to the Committee on Post Office and Civil Service of
the U.S. Senatea36 It may be assumed morsover, that "any human being in
accepting a positlon, more especially in undertaking a career, will look
at the reputation of the organization, public or private, as to basic Job
37

security.”

The Problemn.

Assuming the truth of all the foregoing, one confronts the inevit-
able questlion of the relationship betwsen the quest for career and the
wider and more fundamsntel values of present day democratlc socleties.
Granted that contemporary sccieties differ in their attitude to moral
ends, one would hardly dispute the wide acceptance of the 1individual asg
an end, not a means, current iIn much of Western thinking. One would
agree that individual freedom of choice and individual responsibility
for its use are widely recognized social principles. Is there no
conflict between such individual freedom and the concept of career, with
its implications of a pre-planned path of development and advancement ?
Is the plan of 8 certein corps of workers, who submit to a set of regu-
lations not dissimilar in some respects to an almost monastic order,
clearly compatible with the ideal of freedom from regulation except in
emergency ?

36. Administration of the Civil Service System, p. 36. Title "Exper-
lenced Hands.”

37. 1ibid. p. Sh.
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Furthermore - a career employees has his clear line of promotlon set before-
hand, the rate of advancement depending not only on his own attainment, but

equally on the plens of the crganization which is a force majeure compared

with his own will. The organization gives the individual status, sets for
him goals and exacts life-long loyalty and devotion in return for rewards
largely conditioned by 1its own fiat, such as rank, remuneration, benefits
and privileges. Only the tanglble rewards, such as salary, leave and super-
annuation have a more or less objective value in the soclety at large, and
some of these dc not compare toc favourably with the sams category of re-
wvards avallable in that society in return for other services. Does not

the modern insistence on career contradict the ambitions of self-made men?
Is it not in some respect a return to feudal concepts of status, of the
station and its duties?

And more particularly; how do the various implications of the con-
cept of career square with the popular temperamsnts and the populer embi-
tions in the several socleties with which this enqulry is concerned?

"How can the career system 1dea with its tendencies toward the
development of self-governing eiite groups closed off from the
mobllity and freer circulation of American society, be adapted
to the emphasis which our traditions and our democratic values

place upon a representative and respongible civil service?

How can all thess competing values be reconclled in a Federal
Government personnel system which is adequate for twentleth
century realities #38

_ The same question may be put with equal vaiidity with reference to
the Canadian Federal civil servics. Less proncunced possibly, because
of a lesser degree of social mobility operating there, the same question

would be neverthelegs far from irrelevant to the British scene. The ac-

38, Wallace S. Sayre, Introduction to The Federal Government Service:
Its Character, Prestige and Probleme {cit. supra) p. 9.
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ceptence in that country of a rigid framework for the clvil service, and of

a more or less planned and largely closed career within 1t; does not mean

the renunciation of liberty of movement and work. O0f this the Civil Serv-
39

ice authoritiem are awars.

Can one adequately plen and plot a minutely set line of advancement
and division of roles and duties in such an environmment, without an eddi-
tional tier of dikes and fences designed to isolate a selected, artificial
environment ? Can career be populaer and unrestricted even in Great Britain
with 1ts more ready acguiescence in a stratified society?

However, the dependence of present day soclety upon govermment for
services; leadershlp, ﬁoliciesﬁ expertise; protection, and co-ordination
is an undisputed fact. ° In a democratic soclety these ends may probably
best be smerved by a career govermment service, by a bureaucracy ready to

L1

serve sine ira et studio. Moreover, a democratic socilety owes these

servants a career tenure, protection and care, for in their service they
mugt develop skille and habits peculiar to the ueryice which outside are
of limited marketable value.

Themse ideas are not new. In Great Britain they have long recelved
general acceptance. The last three generations in the United States are
conscious of these principlez and the prolonged disputes sbout their ap-
plication and violation. Even Canada, with her characteristic reluct-

ance to state explicitly the principles that guide her practices; has in

39. Sir Stanley Leathes "The Qualifications; Recruitment and Tralning of
Public Servants™. Public Administration, v. 1, (1923). pp.343 - 362.

40. See Richard M. Paget "Strengthening the Federal Career Executive"
Public Administration Review v. 17 No. 2 {Spring, 1957), pp. 91 - 6.

k1, Max Weber's phrase, see e.g. From Max Weber: Espays in Sociology,
H.H.Gerth and C. Wright Mills trens. New York, Oxford University
Press, 1946, p. 33L4. See also C. Wright M1lls The Power Elite
(third printing). New York, Oxford University Press, 1956. p.236,
where Mills asserte;......the bureaucrat ....."will serve a new
contfd
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her archives an unequivocal stateﬁent of the necessity of a career service,
written for her as earliy as 1912. :

The study of all three countries reveals to the observer an amazing
variety of attitudes and stages of development. Evaluating these symtems
not on the basis of principles professed by them but on the basls of their
actual practice, one finde much diversity. It is sometimes difficult to
detect common patterns in the practise although there is so much in common
in the respective syatems of principle and belief.

Since this enquiry is concerned primasrily with the Federsl civil
service of Canada, the writer will treat other systems only for purposes of
comparison.

The Federal civil mervice of Canada does not expllcitly profemss the
need of planning careers. Ehe Chairman of her Civil Service Commission,
C.H. Bland, writing in 1935, 3did not show concern for the necessity of a
major reform or even modification of the system as then practised. He
went no farther than admitting the desirability of recruiting “some candi-
dates of university standerd” in order to widen the field from which to
make future promotions. This was & typically North-American attitude; a

reading of the Evidence before the Commission of Inquiry on Public Service

Personnel will bring out thies fact with great clarity. That same- Evlidence

41. cont'd
political administration and its policies am faithfully as he did
the old. That is the political meaning of genuine bureaugracy.
For the bureaucrat as such does not make policy; he provides in-
formation relevant to alternative policies and he carrles out the
alternative that becomes official™. See also his quotation of
Finer, ibid. to the same effect.

k2, See n. 14, supra.
L3, C.H. Bland, Public Perscnnel Administration in Canada, Monograph 3

of the Commission of'fnquiry on Public Service Personnsl. London and
New York, Whittleeey Houss, McGraw Hi11l Book Co., 1935, passim.
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proves nct only a lack of concern, but sometimes even a positlve averslon to
the 1dea of planned career. Some witnesses perceived the less overt implica-
tions of that idea; and did not approve of them either. And a number of wit-

nesses realized that the application of theae notions to the American environ-
hh

ment would call for extensive adaptation.

Some scholars assert, however, that the very function of administration
b5

and the rocle of the adminiatrator have not yet been recognized in America.
This might be characteristic of the Anglo-Saxon peoples, who do not as a
rule think for the sake of thinking or plan for the distent future. This
has been their way from time immemorial.

"True to their genius, both halves of the race (i.e. the English in
1763 in both hemispheres) were following their noses, meeting spec-
ific problems as they arome, not indulging in greet sweeps of con-
tinental planning; such idle dreams could be left to the French,
who had failed.™u6

Moreover, the early history of settlement in the New World encouraged
reliance on physical prowems, depreciated intangible pursuits and occupa-

tions, and militated againat feudael ideas of tenure and status. The in-
b7
fluence of that past is still clearly perceptible tecday. This might con-

tribute to the remarkable lack of planning exhibited =0 often in the sphere
of personnel management on the North American continent, whers public service

hes "developed without a basic plan or definition. It has truly 'just
48
growed’." Even when the avowsd purpose is declared to be planning for
LYy, See e.g. testimony of Haerry B. Mitohell (President, U.S.Civil
Service Commission) p. 6.

L5, See for instance L.D. White's Govermnmeunt Career Service, p. 19.

h6. Arthur R. M. Lower: Colony to Nation, a History of Canada, Sth
printing. London, Longmans, Green & Co. 1953, p. 127.

L7, cf. John D. Millet; Management in the Public Service, the Quest
for Effective Performasnce. New York, McGraw-Hill Book Co., 1954,
pP. 277 - 78.

48. Administratign of the Civil Service System, p. 23.
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the future needs of the civil ssrvice, this planning takes the form of an
engineering approach to problems of bulk and mamss, rather than the form of
charting the development of humans and providing them with an environmeﬁt
and facilities conducive to a lifetime of harmonious and fruitful work. ’

The situation is curious indeed. The lack of planning, the aver-
gion to planning in a field where the need of 1t has been repeatedly as-
serted is puzzling. The more atriking is it, when this inertla is com-
pared with the general boldnesa, the lack of inhibitions and the great
originality and courage displayed in other fields of endeavour in North
America. This neglect of such sn obvious need in organization by a
people known for their bold ingenuity and organizational skill is
surely worth examining.

Nor can one claim that preoccupation with material tasks diverted
the attention from the human subject. True; the activities of pioneer-
ing days were directed outward, away from the melf, lesving little time
¢end attention for oneseif. But today the North-American is aware of be-

50

ing an orgenization man, and he accepts the fact and scme of its implications.

49. See for instance U.S. Givil Service Commission Departmental
Circular No. 808 (with its appendices) July 12, 1955. This
18 the "Announcement of the Federal Service Entrance Examination.”
The F.5.E.E. 1i& by far one of the most successful planning at-
temptes of the U.S.C.S.C.
This situation is by no means universal. It dces not represent
some cases of departmental classes and services, where the human
aspect may be very prominent and the planning very much aware of
the needs and welfare, as weslil am of the possibilities and prom-
imes of ita human objects. As a general atatement, however,
concerned with the general service classes it represents very
accurately both the situation in the United States and in Canada.

50. William H. Whyte: The Organizatlion Men, U4th printing. New York,
Simon and Schuster, 1956.
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Insofar as he does nct accept the situation, he seems to feel a need for
more attentlion to the individual, for more planning of individual develop-
ment and status, not for leszs.

With no greater success can one seriously defend or explain away the
neglect of much & need on the grounds that planning as such contains inher-
ent evils. The attempt to equate individual freedom with the absence of
planning is certainly unsatisfactory and out of date. Two recognized
facts expose the anachroniam of such an approachs
First - the growing interdependence of ail factors, human and non-human, in
contemporary soclety with its increasmingly complex structure.

Second - the 1lnherent trend towards more expliclt regulation and organiza-
tion, the inescapable necesaity of more complete and more streamlined plan-
ning, which the human mind seems to generate and develop.

This inescapsble plenning process sesms to engulf lately the human
individual himselfo5l The proceas may be accelerated by the pressure of
the increasing complexity of modern soccial relations - itmelf a probable
product of the necessity of planning.

These latter wide implicatione, however, must be left out of the
present study. They do not beleng to its fleld proper, which is con-
fined to the narrower limitm set for it within the amsumption thet

"Today - many would say unfortunateiy - the nation’'s choice is

not betwsen bureaucracy and no bureaucracy: 1t is betwesen
bureaucracy by design and bureaucracy by default; the bureau-
cracy of efficiency and the bureaucracy of incompetence. The

former has its dangers and needas careful safeguards; the latter
spells inevitable disamster."s52

51. This is one of the burdens of Roderick Seidenberg's Posthistoric
Man, an enquiry. Boston, Beacon Press, (1957). {A reprint of
University of North Carolina Press edition of 1950.)

52. Gladden, op. clt. p. 195.



Within these limits the study will attempt an evaluation of the
adequacy of the principles and practices adopted 1n the Federal civil
service of Canada in terms of the goals professed; and the needs re-
cognized, by ite central personnel agency. If posmible, an attempt
wlll be made at tracing the causes of these practices, and at study-

ing their underlying beliefs.

THE THESIS.
Tt im submitted, that in the PFederal civii mervice of Ceanada,
53

a career mervice in the strict sense does not exist in the general

classes or functional lines. In this respect the Federal civil

mervice of Canada is saimiiar to that of the United States. Both North

American countries differ, however, in this sphere from Great Britain.

The American countrles are engaged in an attempt to build a general
career service. 1In Canada, as in the United States, this career
service is not yet developed. This state of partial development
is due to a number of reaaone:

I. In the society at large:

a) Unwillingness to accept the full extent of the idea of
career service with all its implications;

b) Hostility encountered by the recurrent partial and
fragmentary attempts to put the principle into practice.

IT. Within the civil service:

¢) Inertia of the main body of the service, which iz the
environment in which the career groups have to be planted
and which moves by its own momentum, carrylng the career

groups along.

20

53, For "caresr in the strict sense” see the formulations given by
Better Govt. Pers. p. 3, and by Watters and Gow - both sources
cited supra, n. 10. See alwo the additional points developed

shaeaniently in +he +avéd miimean
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IIT. Within the career groups:

a) Contradiction inherent in projects that falied to develop their
underiying concept to its full extent, but which have tried
instead to graft the parts adopted onto a foreign stock.

I+t is further submitted thet In some of the more or leas independent,
iacliated and well defined amectors of the civil service, in the sdministra-
tions of some of the departments, there exlat aeciuded elements where the
idea of career has been fully accepted and developed. In these sectors
the fuli benefits of a career service are being derived.

The trend of events and the direction of thought meem to indicate

that the mectors o¢f governmsntal service where the idea of career has
not yet matured will have to follow asuit, albeit at a gradual rether
than a sudden pace, and with inevitebie mcdifications. Tha fact that
the idea and practice of career has alrecdy penetrated some sectors

indicates the possibility of 1ta uitimete adaptation to other ssctors

of the mervice.
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CEAFTER TWO
RECRUITMENT

REIATION OF RECRUITMENT TO CAREER

The principles of recruitment; as well as 1ts techniques, deserve
a very careful consideration. It is through the techniques eof recruitmentv
that the candidate is selected for the civil service; and the set of principles
which govern this recruitment largely determinss the complexien of a service.
Recruitment for 2 carser service mus® attract the candidate who can
maks the service his caresr. Thia entails the inclination Lo a prelonged
service, with the capacity of attaimment to a progressively higher quality
of service.
"The objective is to assure a regular intake of
talented young peopie who have the capacity te
become the top execuvlves and sapecialists of the
future. The flow of such people into the Federal
service should be maintained whether the Govermment
is expanding or centracting.” 2
This statement muy be assumed to express with equal fidelity the
attitude of the Civil Service Commission of Crnadu or of any eother
modern persennel agency. Less ready in the recognition that such recruitment
depends not only on the availability of sultuble cendidates and on the
preper attltuds of ths perserzisl agsrey, hut alse on ths goneral cultural

enviromment, its bellefs and values, Without a general acceptance of

life-time commitment; ne techniques of recruitment and no principles of

=

A truism widely recognized, e.g. C. W. Mills counts "the
criteria of admission" in "the most important set of facts
about a circle of men......if these are similar within a

circle, then they wiil tend as perscnalities to becoms similar."
The Power Elite, p. 281, alsc cf Bstter Govt. Pers. p. 25.

2. U.S.C.S.C. Annual Report for the year 1955, p. 12.
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staffing can produce a career service. 3

Assuming that the necessary atmosphers is present, proper selection
mey produce the men and women who will satisfy the obvious requirements in regard
to: (1) Physical qualifications, (2) Character traits, and (3) Intellectual
equipment.

The physical demands are 2 relative youth, and b good health.
The character traits one would look for are:

a Adaptability to the structurs of the organization, to its lines

and manner of functioning and advancement;

o’

Capacity and willingness to identify oneself with the organization,
and with ite immediate goals and long term objectives;
¢ Stability of moral principles, reliability of a general nature,
wlll power and constancy.
Intellectual equipment would have to include:
a Capability of acquiring the adequate education and training,

and of applying such;

o’

Capability of acquiring the necessary experience and profiting

by 1it;

jo

Capability of exercising judgment adequate to the expected
levels of responsibility.

Thus endowed, prospective employees must be induced to enter the Govermment
service. The various benefits offered as inducements cennot be fully
discussed here for they pass imperceptibly into the fleld of incentives

and rewards in service.

3. "Recruitment can't be turned off and on like a water tap. Our
cultural and pelitical history is such that acceptance of the
ldea of committing one's life to long term govermment service comes
slowly." Joint Committee of Expert Exeminers for the Junier Manage-
ment Assistant, Annual Report and Recommendation of the Chairmen,
1953-1954. Raymond L. Randall, Federal Civil Defense Organization,
Chairman; July 1, 1954. mimeo. p. k.
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As such they must be left for the discussion in Chapter Four.
The statement of their nature may be introduced here, although there is no
general agreement as to their erder of precedence. To the writer they seem
to merit the following ranking in order of iImportance.
1) Security of tenure; 2) Adequate remuneration; 3) Interesting work;
L) Recognition and Preatige; 5) Advancement; 6) Other numerous fringe
benefits. b
There 1s a general recognition of the importance of the principles
and practices of recruitment for the character of the service. The attention
paid to this issue 1in Great Britain is evident to the reader of any of the
documents on the subject. 5 On the North=American‘Continent this concern

6

produced a flood of discussion and opinion, “ which reveal beth the different

4, Although highly controversial; and ranked in the most divergent erder
by different authorities, these inducements are in general agreed en
in essence. The secial values and attitude-patterns influence, of
course, their relative Iimportance in different enviromments, as de
individual differences of temperament and inclinatien. But these
Tfactors influence equaelly the attitude te a career cencept as
interpreted in the present study, and the .writer believes that very
merked differences in the ranking eof the induzements might te
accepted to ser e as an index ef the acceptance «f that concept.

A fuller discussion of the relative impertance ef the incentives-

and inducements - may be deferred te Chapter Feur. The erder propesad
hers, hewever, sheuld net de taken teo decgmatically either as equally
valid in different envirenments, er as representative ef 7arieus

services or eccupatiens - fer what attracts; say, an sdminatrater may
be indifferent te a scientist and vice-versa.

5. See the most recent and comprhensive Report ef the Reyal Cemmissieon

on the Civil Service, 1953-55, Cmd. 9513, with Its momss
¢ ou
énd full verbatim evidence. ’ ’ 8 appendices

6. As a representative of the writers - ses J. D. Millet, Management

i 2 the Qué a8t fer Effoctivo Perf n N
M u ormance, ow
1CGI°aW=Hill Beok C. ° l 95h3 Pp o ’292 =7 . York,

For public bediss see: Bet, Gev:. Pers 19
g o o - . Pr i
Adm. Management. 1937, Beth First , 3 S s semen

and Secend Heover Commiamie
(1949 and 1955, respectivel i =
y). Administratlen eFf Th S
Srotom - 1927 (oanti o) ¢ Civil Service
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theoretical approaches to the matter and the various preposals for
action, as well as the solutions attempted.

THEQORETICAL PREMISES OF RECRUITMERT
TO THE FEDERAL CIVIL SERVICE OF CANADA.

The obgerver of the civil service of Canada has the impression
that the service is administered according to a number of guidelines
tacitly accepted and followed, without much attempt to scrutinize them
and voice any express opinion abecut their soundness. Therefore the
conventions and customs of the service are only scantly available in

~
explicitly Cenadian terms, although they may be found in writings
originating elsewhere.

The recorded sources may be divided into two classes, vizs
Formulations not adepted, and Formulatlens adopted as guldelines, or
originating in practice.

Foremost among the first category are some parts of the Report
by Sir Gecrge Murray, such as the following guotation:

M iveooeslf the service is to be regarded as a permanent career

to which a man is to devohte his active life;, it hecomes
necessary to form a judgment net only on his capacity fer the
work which will fall to him immediately on appointment, but on
his capacity seme twenty er thirty years later for the higher
dutiss which he may then be required to perform.” 7

The Report included a few pertinent words on inducements agsuming - as his

British background prompted Sir George to do - that the principle of

6. - cont'd ‘
The autherlties are best reprasented by Career Staffing.e.c.e.
A Methed ef Manpewer Planning, U.S.C.S5.C, Persennel Mansgement
Series Ne. 10, Octeber, 1956, and Executive and Prefessienal
Develepment, Civil Service Commission of Canada, {1957).

7. Paragraph 55.
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recruting career servants is recognized as valid. Among these
A
induéements one finds: (1) High Standards of competitive examination
in order "to induce young men to look on 1t (i.e. the service) as an
honourable carser in which they may spend their lives," 8 and (2) certainty
of advencement dependent only on ability and industry. 9
The next formulation in chronological order is the implemented
ﬁeport of Transmission by Arthur Young. 10 Its adoption in 1919 marked
a decigive step in the determination of the future development of the civil
ser&ice, for the bequest of Arthur Young & Co. proved to be permanent and
tenacious, the more sc since ft affirmed for the Canadian civil service the
validity and necessity of principles which ruled the system of the United
States, both 1n govermment and many large non-governmental organizsations,
Moreover, once the personnel system of the govermment adopted these principles
and began following them as an explicit rule, they became ingrained, and
the momentum gathered in deily operation proved strong enough to carry along
la?%gr additionsj which were originally conceived on different lines and
meant to follow other principles. Such additions were e.g. the Junior
Administrative Officer and iis sequed Administrative classes; the details
of which willl be explained and discussed later. The relevant recommendations
of that Report were as follcwe.
The Applicant for entry shculd be seisvted ¢u the basis of three criteris;
viz: 1) Suitability of character - proved by the record of his past activities

and by references;

8. Paragraph 59.

9. Par. 60 - This appears to bs meant as exclusion of chance and other
uncontroilable factors - such as success in competitions.

10. Report of Transmission to accompany the Classification of the Civil

Service of Canade, Descrizing i Schedules etc. Arthur Young & CoO.
Chicago, Toronto, New York, Ottawa, King's Printer, 1919.
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2) Education and experience - proved by stetements and certificates

verified or investigeated and confirmed as te reliability;
and 3) Ability to perform the actual duties of the positien to which

admisgion is sought = thig ability to be proved in a test. This
last point may include proof of any knowledge, proficiency, health-
conditions or persensl chearacteristics.

Examinstions should not be general, neither academic;, nor gqualifying or

preliminary. They should test in a direct (!) way the qualifications for a

given class.,

Thus, through the implementation of the Report, the decision has heen
made not to test "capacity some twenty or thirty years later". This decision,
Lowever, has also had the effect of seeking not the administrator of some twenty
years later, but of concentrating on filling vacancies as they eccur - on a short
term basis, not on a plan for the distant future. The implications for a life-
time carser are evident.

Theoretical premises, however influentlel asg factors moulding the
developments, cannot check the emergence of new needs brought about by develop-
ments in the soclety. Such were (1) the necessity of employing non-specialist,
general administrators, and (2) the need of establishing a iong term career

relationship between even new classes of employees and the govermnment. The

causes of these emerging trends were mentioned in Chapter Onme. It is proposed
here to discuses the practices of recruitment in their relation to career service.
The conflict between the principles and new needs, as well as the effects of
contending factors within seach spheré» should become evident in that discussion.

RECRUITMENT PRACTICES IN THE FEDERAL CIVII, SERVICE OF CANADA.
General.

Recruitment Into the Pederal civil service of Casnada is characterized

11. ibid. p. 41,
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by three features, noticeuble threugheut its field and which condition the
thinking of the practitioner. TFirst is the practice of recruiting for an
individual position or a number of identical individual positions. Some

observers attribute this to the Americen egalitarian tradition, 12 yhose basic
tenet is believed to be equaliity of opportunity. This means avoldance of
preferences, which, 1f practiced at points of admission to a group, result in
restricting entry. Such restrictions are felt to be unfair according to the
egalitarians, even if they amount only to giving preference to an employee in line
for promotion as against an outside candidate - a newcomer. The principles of

recruitment championed by the Report of Transmission reinforced that general

stand, as 1t hae been related sbove. The result Is a conception of fairness
which consgists In throwing each vacancy open to competition, and recrulting into
a particular post rather than inte a 1line of advancement. These principles are
generally followed to the present day and indeed they cendition much of thecharacter
of the contemporary service. The deviations - and exceptions from them, are few
and relatively recent - and +therefore not at all well rooted as yet. These few
exceptions sre found only in the Juniecr Administrative Officer Class and in a
number of departmental lines of service, such as the Forelgn Service Officers,
or Northern Affairs or Forestry Officers.

The secend characterisztic is in some respects = d§y£¥ative of the first.
No position; on any level, is exemphed from dirsect outside recruitment in a casse
when there seems to be no convenisnt flsld of candidates in the servize, which

would warrant an internal promoticn-zompetition. Thus any vacancy, at any level,

1
may be occasicnally filled by a direct external recruit. 3
12, R. N. Spanny,"Civil Servants in Washington.n Pcliticel Studies, V. 1
No. 2 & 3 {(Juns and October, 1953). see part 1.
13. Very often the recruit through such opsn competition is an established

civil servant whe wins it and obtains the appointment. Such an
appointment would be termed, post facto, a promotion. See Civil Service
Regulations, s. 61.
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The third characsteristic consigts of the aksolute, continuous and
permanent preference accorded veterans in all appointments cthsr than promotions%h
A claim of a veteran is second only to that of a laid-off employee eligible
for reinstatement.

These characteristics have important impZizations for the development
of a career service. The first, if taken literally, would be sufficient in
itself to prevent the creation of any career service, for, carried to its logical
conclusion,it admits a cardidate %o the position for which he has specifically
qualified, without an attempt to investigate the total extent of his qualif.
ications, and without giving him any rights to positions for which he has not
been tested. In fact, this approach creates organizations of unintegrated
points of activity (-the positions), where certain actions are performed.
¥hile the meterial worked on, whataver it might be, may be moved from one of
these points te arviher and receive in each the treatment proper to the pesitien,
theres i3 no other connsction betwsen the points than (1) the fact that each is
individually subjected %o the uitimate management - threugh its respective

supervisors, and (2) the accidertal relations emerging out of the chance

1k, Givil Service Act, s. 28. - Veterans of Werld War 1 or disabled
veterans with compensable disakility, or the wives of totally disabled,
as well as their widows and orphaned depsndants; are placed at the
head of any eligible list for which they have qualified; veterans not
in receipt of disability pensiens, and widows of veterans are placed
second 1f gualified; and all the other competitors whe qualify - third.
Bach sector 1s arranged in a ssparaste order of merit. The preference
is given the veteran repeatedly, and age limits are removed upen a
certification ty the Civil Service Commnissien that the veteran is
capable of fulfilling “the duties of the pesition seught and probably will
be so capable fer a reascnable psriod of time (s.29). Thus the
preference 1is absolute upen a pass merk, centinmueus -~ for & veteran
employee may exercise his rights even when employed in the civil service,
whenever he participates in & competition, and permanent - fer nothing
short of clear disability due to age may deprive him ef his privilegs
which may be inveked repeatedly and at any %ime.
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sequences in which the material happened to move through the erganizetien
from post te pest. 15 In such eorganizations any pest is filled by
recruitment, and the incumbent is in a positien equal to an eutsider with
whom he must cempete; when he tries to obbtain another positien. The essential
aspects of career, such as regularized progress and develepment, and premetien
to higher posts with the esteem attached teo such premetien - are asbsent from
this kind ef erganizatien. Eventual mevements upward sre all the incumbenﬁgi_
own ventures in repesated new starts.

In this respect the system prevailing in Canada is similar to that eof
the United States. Censcious of the limitations Imposed by their respective
gystems, and ef the handicaps these systems present, beth governments peint
out the great number ef epportunities fer advancement present in their
erganizatiens. But the use of the term 'eppertunity' is signifiqsﬁ; The
term is precise and very apprepriate. The system may effer eppertunities,
which the incumbent might be able te utilize, but the erganizatien dses net
assume the initiative and respensibility fer advancement ef its empleyees.

All that is really premised is that in the event ef vacancies incumbents en
lower leveles whe can preve the qualificatiens may be given prierity ever
eutaiders in filling them. There areminternal prexotien conpetitioens, epen enly
to members of the staff. These are ;rranged when believed advisable, due te

availability ef internal candidates.

B I

B T I I S SR I PN

15, This is a highly schematic and eversimplified analysis, for each
material processed in an organization must impose on it a certain
sequence of operations in response to the necessities or convenlence
of the work-process., But 1t is conceivable that & variety of materials
proceszed would force the organization to re-arrange its work-sequence
and its lay-out, as 1t is indeed the daily experience in any
organization. The difference is rather one of attitude, and it ie
essentially identical with the distinction between a !job-tenure!
system and a ‘'career-tenure' one, in the language of the U.S.C.S.C.;
(see e.g. Caresr Staffing referrsd to in a. 4.).
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There is, howsver, a significat difference between the two North
American systems, in their treatment of such future advancement. In Canade
any advancement 1is termed a promotion, even if i be the result of a sucsess
in open competition without the bensfi: of any privileges. 16 The Civil Service
Act, 1952, directs indeed that "vacancies shall be filled; as far as is
consistent with the best interests of the Civil Service, by promotion”
(s.29 (1) ). 1In the United States, however, advancement cf employees through
open competition is not regarded as promeotion by civil service personnel
authorities who do not claim credit for such advancement, albeit in implicit
form. In the attempt to provide advice and assistance to employses interested
in developing themselves for prcmotion both govermments profess aqual
solicitude. 17

The second of the characteristics deacribed above must inevitably
diminish the effectiveness of the reference to “he available opportunities,
for it detracts from their ultimsate number and the probability of their
attaimment. The situation would be quite different if there was an established
principle of recruitment to the lowest point of admission in sach line of work,
s it is more or less the grastice in Freat Britain. Such practice makeg the
incumbents feel that the group ¢f employees is ihe reservoir of the futurs
higher posts, and that diligsnce and real merit cannot fail to bring advancement.

This is the main spur of a career service.

16. Civil Service Regulations, 1954 s.51.

17. Further discussion of this point nmust be deferred to Chapter Three:
tructure and Promotion.
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v 8 schems of carmer sarvice any disrupbtive Tacters are particularly
noticeable and harmful. Cn= of these - and the most prominent in the services
of toth Canada and the United States, is veterans’ preference.

Ite results are nct favourabis toc the development of & carssr corps.
There are the standerd criticisms of {his prectice, such as the argument that
this preference progressively debars women from the service; that it lowers the
standard by admitting veterans who have scored Lower in the compstition than
non-veterans, thus in effect subverting the merit sysiem; and thet it fills
the service with clder and less adaptablc material, A far more significq?
criticism mey he mads, howsver, namely *that it encourages the veheran to iook
at the service aa a refuge in case of failu:: 1in other lines of work, and that
it discourages non-veterans, v o might aspire to a career service. These latter
see their prospects in service disrupted by an acsidental factor, uncalculells
and not subject to conbrel bty orderly and sustained effort. The significance
lies in the fect that orderly and sustained effcort is the almoat singis method
by whick the -ivil servant can show his meric, and by which he may legitimately
gtrive te¢ advance. It 1is, morsover, the method most congenial with nis
circumstances; his skilis and duties. In this respect the system in the United
States may be slightly less harmful than the Canadian, for 1t works by
'added points?; noi vy absolute prefersncs except in the nagzs of vaierans wl'h
a 'rompensabls disability' of ten per cent or mores, whe are given first priority
upenr & pass ir examination., In both North-Amsrican countries Lhe issue of

18

veterans' Pproference iz a very sensitive one, tcuching off strong smotions.

TP

18. Two interesting facts might be mentioned as illustrations. (1) The
proposals of the Task Fercs on Personnel and Cilvil Service of the Second
Hoover Commission were not included in the ultima*e Report. see Task.
Force Repert pp. 114-115. {2) An attemps by the Canadian Leglon, late
in 1949, to have veterans exempted frem any age 1imits on appointment,
put the Civil Ser~ice Commissicners under a great =train, in apite of the
admizsion by the Legion itsslf that 1t weuld be undesirable to fill all
Junicr vacancies with aglug .zslorans,
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The situation 1g quite different in Great Britain, where the division into
veterans and nen-veterans 1s less sharp and less meaningful, and consequentliy
the preference took ithe form not of an individual privilsge, but of a gensral
allotment in the reconstruction competitions. =t The implications for the
composition of the British career service ars; therefore, of a different order.
They involve not a depression of standards of qualification and performance,
but a modification of the technigvs of selsction calizuia“zd 4o compensate for
dissimilarity of experience = a factor not necessarily decisive as determinant
of standards of attalmment and capabilities.

A number ef miner points sheuld be mentiened here. One is the recent
removal of the marriage bar on appeintment and retention. The Canadisn civil
service followed the example of Great Britain and the U.S.A. only in November,
1955, and since that date marriage does not unecessarily preclude the career ef
a wonan in the civil service. 20

Anether characteristic festure i1: the centi.wous a*t«mpt te solve
shortages in some categories of recrultis through manipulations of initial salary.
The shortages are caused by a nurser of factors, among which the rapidly
expanding econcay of the country takes a prominent place., It causss a grave lack
of enginecers, physical scisntiste; some slerical smpleoyees and cthers, In a
semi-infiationary econemy with cenditions appreoaching fvll employment, the Civil
Service Commissien feels that the service is at a disadvantage not being able to

stand ite greund in competitien with the financial attractiens offered elsewhere.

S T ST R

19. Civil Service National Whitley Ceuncil, Recruitment to Established
Posts 1in the Civil Service during the Recensiruction Peried.
statement of Goverment Policy and C.S.N.W.C. Repert. Cmd. 6567, 1944,

20, Civil Service Commissien of Canada, Annual Repert for the year 1955,
Do 9
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This 1s a real problem in & society where life-tims cemmitment is rare end

2 job in the civil service 1s one ef a mumiasr of pesitions one occupies in

one's working life. In such circumstances the immediate salary is far more
impertanpyﬁthan the more remote prospect of the attainment to the upper rates in
the cateéﬁry to which one seeke admission. This is erhanced by the frequency

of ~=ases, where the prespects of the future lie in a direction other than the
upper rates of salary in one’s initial category ef employment, even 1if ene
remaing in the ¢ivil service feor a prelonged time, In addition it sheuld be
considered that many classss have only a shert rangs ef pay-ratss.

The recruiting agencies - the Civil Service Cemmission and the
Deparimental Persennel Officers - are urging a constant watch intended to keep
up with the ‘going rate'! in ths various categories of empieyment. The result
is a very frequent, sometimes more than once in a2 singls yesar, revisioﬁ of
entrance rates. When coupled with a simuitansous adjustment all sleng the line,
such changes cause only a centinucus flew, with a gveat lcad of paper werk and
1ittle stability. But whensver such adjustiment 1s delayed even for & short while
and for any reason - 1%t may happsn ‘hat the nsw onbtrant 1s paild more than his
gsenior celleagus, and ths resuiilan! bililtorness may cause congiderable damags to
the service, particularly in morais and devetien, 2L

Moreover, in cases of shortage th» Treasury Board may be persuaded to
exempt & class frem the previsisns ef sectien 12 eof the Civil Service Act te
previde fer payment at rates atevs ths minimum fer shs class. In mest casss
the seme precautiens ars nscsssary as in tho zase ef 2 salary ravisien, and

indeed the danger &f injustice ia greatar.

21, of Reyal Cemmissien en the Adminisrative Classificatien in the
Public Service, Reper+t, i9h6. Ottawa, King's Printer, 196, p. 15.




The sitvatien Iin classes, hi% by shartage wiich brought about the
oxpedicnts described, is aet peculiar to Canada alens, nor are the solutions
applied to it. In the United States recruitment at a rate abeve the minimum
in cases ef shertvage was appreved by the Cengress and put inte effect on
September 1, 1954, a2 The situatien in Grea* Britain, héwever, seems to sonfirm
the conclusicn that in a soclety conditioned to a life-term commitment other
conglderations méy prevall over immediate salary rate, making such adjustments
less urgent and less frequent. = A similer conclusion of a British economist
suggests that the raising of ceilings on recruitment salaries may not be an
appropriate answer at all in such circumstances. 2k

Shortages have prompted a development in another directlon as well -
namely & growing number of continuous competitions in the Cenadian practice. 2>
These change the character of the hiring in effect;, from competitive to
qualifying, for every candidate who qualifies in the examination 1s offered an
;mmediate appointment. A prolonged period of such practice must uwnavoldably

gffect the general character of the classes involved.

RECRUITMERT TO THE CAREER CLASSES,

In a study of recruitment for careers in the Canadian civil service
the cleriocal clesses must be included. This does not imply that the average

clerical officer has a career in the civil service.

22, Sect. 10k, Public Law 763, approved September, 195k4.
23, Royal Commission on the Civil Service, 1953<55, Report 91.
24, Barbara Wooton, The Social Foundations of Wage Policy. Loundon,

George Allen and Unwin, (1956). p. 178 ff.

.25, Civil Service Commission of Canada, Annual Report for the year
1956, p. 11.




There are, howsver, twe reascns for Inclusicn of these clesses. First -

the classes intended to provide a general career service, namely the
Administrative Officers' classes; were launched through the competition for

Clerk Grade 4 positions, and the clerical emplcyees are eligible for promotion

to the administrative series. Second - a considerable proportion of the incumbents
of senior positions ir the civil service - namely 275 out of a total of 863 -

were originally recruited at s c¢lerical or even sub-clerical level. 26

26, The following table vresents the results of a census made on the basis
of the records of 863 officers in receipt of a salary of $7,500 and
above p.a. This group included all present recipients of these
salaries, and a few separated very recently for various reasons. The
records are kept by the Civil Service Commission in Ottawa, whose kind
permission made them available to the writer.

TABLE 1. Numbers of senior civil servants In the several salary-ranges as of
July 1957, showing the respective numbers of those originally
recruited at a salary of $3,000.- or less.

Range of Total in the Total recruited at Number recruited at

Salary, $ |range (R) a salary below or at salaries in $ (1)
$3,006 (2) 0-1000 [L001-2000 |2001-3000

7500-8000 | 2 1 ! z

8001-900 320 101 ' 5 k1 55

9001-10000 275 107 7 Lé 54

10001-11006 120 39 2 13 oh

11001-12000 85 13 i 3 9

12001 -13000; 36 9 2 7

13001-14000 15 3 : 1 2

14001-15000 6 2 2

15001-16000 1

16001-17000 2

17001-18000 o]

18001-19000 1

Grand Total 863 275 15 106 154

Source; Records kept by the Civil Service Commission, Ottawa.
Notes:

(1) In some cases the original salary at recruitment is not available. The
lowest and oldest rate was accepted instead in these inastances.

(cont’d)
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Clericeal.

Recruitment into the clerical classes is conducted regularly for the most
junior grade of Office Clerk, and occasionally to higher levels when a vacancy
cannot be filled by a promotion-competition for lack of a suitable field of
candidates. In the latter case the number of actual vacancies is anounced.
Constant shortages have caused concern sbout the efficacy of recruitment drives,

particularly about the publicity given to recruitment. Advertisement in the daily

2
press has come intoc use lately, with some favourable results reported. 7 The

same causes prompted the introduction of premlium rates for high-school and

university graduates; and thelr wide publication. 28

26, - cont'd.
That rate might be, and sometimes was indeed, a result of a promoction.
However, the number of cases does not exceed 24, out of which 3 are known
to be promotions. The slight distortion in favour of higher rates of
salary at recruitment is insignificant.

(2) The figure $3000 has been selected because this was the minimum originally
get for the Administrative Officer Grade 1 - the first non-trainee
grade. {1947).

(2) In two cases a short interruption in service, of less than a year's duration,
was disregarded. One case, with a prolongsd break, was excluded.

27. C.S.C. Annual Report for the year 1955, p. 16.

28. cf. poster calling for Office Clerks {the lowest grade in the clerical
series, salary range in 1957 $1860 p.a. to $2640 p.a.) in competition
No. 57 - M985, where high-schaol graduates with 2 years of office or
teaching experience are offered $20L0 at entry, while university graduates
are promised $2520 at entry. See also Charles H. Bland “Opportunities in
Government Service®, a talk broadcast on August lith, 1955, No. 5 in the
series Canade at Work.

cf. discussion supra, and notes 23 and 2h.
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Under the pressure of the shortages referred to, an attempt is
made to simplify and modernize procedures in order to eliminate avoidable
wastage of candidates., Machines are used in scoring tests thus shortening
the delay between the announcement of a competition and appointment. In
continuous competitions testing is done as soon as possible after application -
same performance tests are made on the very day of application. Tests of
broader applicetion, objective cnes and suitable for a number of similar
classes are being Iintroduced - a significant departure from the orthodox
interpretation of the Report of Transmission of 1919029 The actual conducting
of examinations 1s gradually delegated to the Departments, along with the
rating of non-objective papers. In an attempt at raising the quality of
recruits;, on the other hand; the use of oral interviews as part of the examin-
ation is spreading. There 1s even the intention, not yet implemented for want
of staff, to extend the practice of intervliews to the recruitment of 0ffice
Clerkso3o
Among the gualifications sought two points are significant. First -
the sbsence of upper age-iimits permits the admission of people who are clearly
not at the point of seeking a career.3t There might be reasons for a
deliberate policy cf employing older people. Such reasons were made public,

for instance; in Great Britair in August 1955, 32 in spite of

29, C.8.C. Annual Report for the year 1956, p. 11.

30. This is a time-consuming technique, which in a country like Canada
1nvolves sending exsminers on a circuit if uniformity of the
standerd should be safeguarded. "In Great Britain interviews were
discarded from recrultment to the Executive Class in 1952-53, thus
saving a delay of 3 months in announcing the results and making
appolntments. See Cmd. 9613 Evidence 3-4 days, qu. 342-356.

31. See e.g. poster 57-M985, Office Clerks: "Age at least 16 years™
or poster 57-M998, Clerks 3 - no mention of age at all.

32. See Central Office of Information, London, Refsrence Divieion,
The British Civil Service, R. 3188, December 8, 1955, mimeo.
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the criticism voiced previously by people concerned with the career structure

of the civil service., 33 In the case considered here, however, there seems to

be no other reason than the hope to fill a number of vacancies which need filling
badly. The point did not provoke any reaction, which is only natural in the
given circumstances and the general conditions as described in this study.

The other significant point is the general nature of education required
and the absence of any particular requirements. This point opens the way to
a variety of duties and positions, which is, theoretically at least, favourable
to a career approach.

The Civil Service Commission undertakes to sult the interest of an
applicant whenever this ig feasible, and to appoint him to a position satisfactory
to him. A candidate who refuses to accept an appointment after having success-
fully participated in a competition forfeits all his rights acquired through
that participation unless he can show good reason for his refusal. 34 An
appointee remains on probation for at least six months. This appointment becoues
permanent if he is neither discharged nor put on extended probation. The
system of probation is not effective enough as a mesns of testing one's
sultability for life-time employment in the civil service, and many entrants
remain in the civil service as permanent employees due to the default of the
Civil Service Commission in serious scrutiny at the lapse of their probation. 35

The over-all picture is one of a system which has grown by trial and
error, with no coherent set of basic principles, Conflicting tendencies exist
side by slde. In some quarters there must be a feeling of growing inadequacy
of such method in the increasingly exacting conditions of a modern goverrment,

for one of the Civil Service Commissioners told the writer that he and his

33. Cmd. 9613, Evidence 4-5 days, qu. 672.

34, Civil Service Regulations, 8.32

35. Royal Commission on Administrative Classification; 1946, Report p. 19.
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colleagues suspect that the legacy of the 'lean 30's' persists in the form
of complacency, which has continued with the infiux of veterans after the
war. He suspected that some practices and procedures which might have been
adequate twenty-five years ago, were still being dragged along in a very
tight labour market, to the detriment of all concerned.

University Graduates.

University graduates used to be hired as professionsls or sclentists
by the civil service on the basis of theilr specialized education; in the few
cases where their service as consultants for a fee would not suffice. A few
doctors or lawyers were clearly necessary. A more extensive use of people with
training for the professions is a development of the last generatlion. This shgll
be discussed in the third part of the present chapter; here the newest arrival
in the civil service, namely the general graduatf)will be considered.

The need for highly educated people other than members of the professions
in the civil service is a sign of an advanced and sophisticated machine of
government. In Great Britain this need became apparent at the time of the
reforms of the Indian Civil Service. It was probably prompted by the variety
of national cultures encountered by the empire with their complex problems. The
nations of the American Continent met such & challenge only after the first

world war and its aftermath. 36

The reasons were probably similar, namely the
growing demands of a progressively complicated administrative situation with
even wider tasks.

The non-specialist university graduates are recruited for two broad

categories, (1) the all-department Junior Administrative Officers and the

36. The first examination for general graduates on the American
Continent was set in 1934 by the U.S. Civil Service Commission.
Canada recruited the first graduates as such to the Clerk Grade U
class in 1936. The information about the Canadian practice has
been extracted from the files of the Civil Service Commission in
Canada.
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one -department classes, such as Foreign Service Officers in the Departments
of Trede and Commerce and of External Affairs, and a few others. In the
following discussion all of them will be treated jointly whenever there is no
express necessity of a separate presentation.

The plan of recruiting general arts graduates or other non~specialiéts
with university degrees was novel in 1934. There was no convenlent point of
admission for them, and the planners were clearly aware of the need for a
step in an untried direction. 1In August 1934 the Civil Service Commission
argued before the Treasury Board that most departments of government suffer
from a shortage of experienced officers capable of conducting the more responsible
work. The departmente, said the Commission, cannot induce a well trained person
from outside for various reasons, not the least of which ig the fact that the
work of govermment 1s not quite parallsled or duplicated in other spheres of
activity and it requires responsibility and experience unattainable apart from
assoclation with government offices and their functions. The provision of such
officers depends on “a considered plan for recruitment and careful anticipation
of the needs of each department.”

The Civil Service Commission obssrved thet a number of professionals,
such as doctors, lawyers or engineers who were employed by some of the departments,
proved to be excellent material for administrative pecsitions. The absence of
such potential administrators from other departments, where no professionals,
or only very few of them were employed the Commissioners attributed to the
fact that the education of Junior clerks who are the bulk of recruifs has been
cut short by thelr entry upon work. The Commissioners concluded; on their
experience, that university graduetes are the best materiasl for administrative
positions. They found support in the identical experience of the Civil Service

Commigsion of the United States. S(

37. Letter from L. D. white, U.5, Civil Service Commissioner, to
C. H. Blend,; Chairman, C.S.C. of Canada, April 19. 1935.
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They proposed admitting university graduates without specialization
to a point fairly high up the clerical line - namely Clerk Gr. 4. They did
not think creating a ssparate and isolated "Administrative Class" would be
acceptable 4o the Canadian public or fitting to the style and needs of the
Canadian Civil Service. Neither did the idea appsal to them of making the
‘administrative clerks’ an exclusive preserve of university graduates, or
of giving them any a priori rights to all upper positions. Their plan
provided for the admission of capable non-graduate Clerks Grade b, or
Principal or Chief Clerks to the same administrative groups. This plan, the
Commissioners felt, "will make it reasonably certain that qualified employees
will be availeble to compete for responsible positions when vacancies
ocour....." 38

"The attention of the Treasury Board is especially directed to the
point® - the Commissioners wrote further-"thet it is not proposed to create new
positions for the appointment of these Adminiastrative Clerks, but merely to
utilize such positions of Clerks, Grade 4 or higher as may fall vacant in
Departments where the neesd of better trained administrative officers is
apparent.” This plan represented a definite departure from the traditional
method of recruitment aimed at a spscific Job, for "its purpose is tc provide
the various departments with young men and women who have the capacity to
develop into senior officers, 39 and not "to perform the duties of the class
to which they seek to be appointed". Thus an instrument was created, the use
of which proved to be more versatile than the other technigue. This was not

overlooked; after the second world war, when recruitment into the various classes

g

38. This and the following quotations are taken from a memorandum of the
Civil Service Comuissioners to the Treasury Board, August 7, 193k.
quoted by permission of the Civil Service Commission.

39. Bland, "Opportunities in Government Service". ({cit. supre.)
ko. Civil Service Act 1952, s. 25 (2),
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was resumed, The Departments of Trade and Commerce and of External Affairs,
when resuming their normal recruitment of Foreign Service Officers; found
this new method ready for use.

The lmplementation.

The first competition was launched in 1936, for Clerks (Male) Grade k4.
There was, however, an internsl contradiction in the plan. Its main objective
wvas to attract to the service young people with a wide range of capabilities,
with executive ability and promise for the future. The whole traditicn of the
- gervice, however, was one of & congeries o¢f classes with each class having
its own particular functions to perform. There was no concept in the service
of the amateur equally at home in every place but nowhere involved in too
minute details. The departments wished to obtain officers capable of performing
detailed duties. Their requirements wers phrased accordingly and they
expected successful candidates to fill defined and particular positions. The
effort to effect a changes in this attitude, to bring the departments over to
seeing the administrative recruits in the proper light has been a long and
frustrating battle with ingrained habiis of thought.

Each year, when asking the departments to state the number of
Administrative Officers they wished to recruit, the Civil Service Commission
would repeat:

"Phe purpose of the Junior Administrative Officer
is to provide potential administrators for training
end for long-term adminstrative requirements. Therefore,

we guggest that you do not ask for the services of
persons to do immediate specific jobs." L1

'S From the yearly circuler letter sent by the Chairmen of the C.S.C.
to Heads of Departments; asking for the requests of the departments.
This particular letter has been dated on March 11, 1955,

Quoted by permission of the Civil Service Commission.



hho

The departments keep, nevertheless, asking for persons with special
interests, skills or backgrounds, and the Commissioners try thelr best to
satisfy these wishes. The situation calls for recruiting with some regard
to the particular nseds of the various positions offered by the departments,
and this necessitates a more selective attitude to the entrants. The
Commissioners feel that without & careful consideration of the requgts of
departments their endeavours are "blindfolided”. Thus the recruitmegt of
the non-specialist class lasnds back again in the proximity to the familiar
quest for specialists, if not as proncunced a quest as is the case of other
classges,

The Civil Service Commissien attsmpted tc reconcile these disparate
views and needs, but without much success. The departments assigned to the
Junior Administrative Officers duties of a conventicrnal character, which kept
them from the rotation which had been planned for training purposes, and
turned them into more educated wierka., - The Civil Service Commission
sometimes reacted by refusing to appeint such officers to the departments
concerned. The departments, not particularly interested in an overly high
standard of entrants, clamcured for rather considerable mumbers, while the
Commission, with an eye to the origlinal program, would recruit only a few
each year. ha At length a plan has evolved, which attempts t¢ reconcile the
particularistic practices and expestaticns of the dspartments with the
generalistic central planning.

"We propose now®™ - wrote the Chairman of the Civil
Service Commission in the cirsular quoied above 43

Lo, In one case a department rsquested, cver seven years, twenty-nine
Junior Administrative Officers. Their total share in appointees
was eight; out of which thay succeeded in retaining three.

L3, See n. 41.
Thig was a solution adopted in the U.S.A. sarlier in 1935.
Related by L. D. White, see n. 37.
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"to meet both needs by setting up two iists from
our present competiticn.

1. Junior Administrative Officer (A) from which

assigmments will be made to the administrative type
of position only and

2. Junior Administrative Officer (B) on which will

be successful candidates with special interests and

education for such Departmental jobs as Cltizenship

Officer, Treasury Officer etc. "
Yet, by 1956 the idea of Junior Administrative Officers being primarily
a ‘'generalists' class had made further progrsss, at least within the staffl
of the Civil Service Commission. The existence of list (B) did not sericusly
hemper the original plan; and in the oral examinations conducted in February
1956 the examiners had before them a list of a vast number of positions in
fourteen departments, which were open to recruits through the one and
reasonably uniform examination in whose administration they were engaged.
The departments’ demand for these officers is growing apace.

In order to meet the growing demand for Administrative Officers and
Foreign Service Officers, the Field of recruitment must be kept wide and
growing. No statistics are avalliable te show tiie numbers of applicants for
the examlnaticns heid over the years, but the information that exists shows
that the ratic ¢f candidates who were offered an sppointment to the total
number of eligible candidates approaches the point of exhaustion. While in
1946 out of 20 eligibles a total of i% were appointed in various classes, and
in 1952, 43 out of 45 eligibles wers offered appcintment, in 1953 all 36
eligibles were offered appcintment, but only i8 accepted. b The Chairman
of the Civil Service Commission sould still maintain in 1950, that "with

thousands of applicants from which to chccase the Commission can afford to

be selective”., b5 In 1957 the situation was less encouraging.

bk, Fuller numerical data infra, Table k.

45. €. H. Bland, The Public Service of Canada. An address "delivered in 1950°
(no other information avaliablie) mimeographed by the Civil Service
Commission, Ottawa.
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The poster issued 1n 1956 anncunzed & cuntinacus competition - & sure sign
of acute shortage of candidates. The intense effort is directed not only at
approaching a wider field, tut slsc at inducing a higher calibre of graduates
to compete. This would mean, of course, a higher yleid of eligible candidates
as well as a bstter quality of recruits.

In this effort the title of the classes underwent changes in order to
make it more attractive ard alisc to enhance the prestige of these classes.
The field of candidates is scanned more actively by teams of recrulters visiting
the cempuses, by contacts with faculty members, even by personal letters sent to
each prospective graduate in some fields, as was dons in 1956. ke The question
of age limits came up for a more searching scrutiny. In 1ts course a
significant plan was proposed in 1938, wken the imposition of an upper limit
of twenty-five or twenty-six years was suggested instead of the absence of any
restriction hitherto prevailing. The suggestlion was motivated by the anxiety
that admisslon of clder people, say at the age of twenty-eight, would open a
haven to all kinds of misfits with academic abilities but no cther credits. b1
This point has not yet been settled %oo clearly. In 1957 the age 1limit was
thirty-one as of June 1, 1957, for the external competitor, L8 and thirty-five
for the promotee from within the ranks.

The initial educational requirements of an honours degree or Second
Class Honours with some graduate work or a pass degree with graduate work

was reduced over the years to a graduation from a university of recognized

standing, in the case of an outsider. Promotees from the ranks must meet

L6, ~ C.S.C. Anmual Report for the year 1956. p. 9.
by, C.S8.C. files; internsal memcrandum, signed and dated February 2nd, 1938,
4y, Poster No. 57-205C. Various Carsers for University Graduates.

Examination Announcement.
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different conditions. According to the tradition ot recrulting university
graduates as Clerks Grade b it is implicitly recognized that the senior clerks
are entitled to share the privileges cf the 'administrative clerks.' The

dilemme of reconciling this title with educational standards was solved iIn 1956,
when an explicit statement followed the practice that had evolved since 1952,
Clerks Grade 4 or their seniors were to be admitted to an examination for the
course on administration provided for the Junior Administrative Officers during
their probationery year. These who gqualify for it are admitted as Administrative
Assistents, to participation in the course, and after completion of training
they return to their original departments. Their further advancement depends on
succees in promotion-competitions. Thers are no previcus educational requirements
with respect to these cases, for the experience and proven ability of the

entrants seem to give sufficient ground for confidence in their promise.

The 1ssue of initiel salary wae as controversial in relation to this
class as to the clerical, end involved similar considerations. Even more crucial
has been the gquestior of promotion as an inducement. This has been found
closely related to that of establishment and the number of vacancies to be
filled by recruitment in a given year. It was felt that a set goal would
meke the competition more reaiistic and the poasition of the recruiting agency
less ambiguous, for some commitment could be given to the applicant. As regards
future advancement, the Commissicn was powerless t0 4o anything. They could
only, and still can only publicize the experierce of many officers who have

advanced quickly in the service, as an incentive to potential applicants.

Lo, This issue as & whole is still under consideration by a newly formed
advisory committee of senior officers in the Civil Service Commission.
It seems, nevertheless, that the general direction of the developments
18 c¢learly foreseeable. The proposals, cne may venture to forecast,
will most probably reaffirm the main lines foreshadowed in the present

practice, witn a possible improvement of promotion practices in the
direction of a more systematically planned progression.
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Any apecific and detailed plans of sdvancement were and still are impossidble
in the Cenadian civil service, which prefers to base advancement on individual
initiative and snterpriege rather than on a closed system of ranks and sters. 20
The Commission la aware, nevertheless, of the disadvantageous effect that this
inability to attract good people by a promise of planned and regulated
advancement has on their recruitment program. o1

The novelty cf recruiting non-speclalists was not a puraly Canadian
phencmenon. In all the consecutive drives in this direction the experience here
parallels closely developments in the United States. The plan of recruitment to
the Junior Management Assistant class there was agncvel in its beginnings, and
ran into similar difficulties when faced with the traditional specialist
orientation of the civil service. 02 The hopes for them were as high there and
their reception and adjustment within the service as repeatedly wanting, as in
Canada. 23 The persistent difficulties which keep the issue open in Canada
and which lead to repeated starts and unceasing vevisions, ok are found as well
in the U.S.A., where they resulted in ths rezent intrcduction of the "entirely

new approach tc this scurcs of high calibre smpioyees” - the Federal Service

Entrance Examination. 25 On the other hand the fact of its being novel saved

50. This being cns of the main issues of the present study, discussion will
have to return to it at a number of points at the risk of some repetition.
The author sees no cther way of doing justics to his thesis than to let
it emerge and assert itself at sach of the relevant points. The
unification of thess variocus ingights and remarks will be achieved in
the final chapter, "Discussion and Conclusions”.

51. See for instance the paragraph "Advancement™ in the folder issued to
announce the Fall 1952 recruitment competition for Administrative
Trainee (Junior Administrative Assistant). No. 52-700.

52, cf. Bet. Govt. Pers. pp. 4#7-8.
53, For the hopes - see Pres. Com., Adm, Man. p.9. The results have been

briefly diszussed by“ﬁ%eratt Reimer in The Federal Government Service:
Its Character, Prestige and Problems, (cit. supra) v. 169.

54, see n. 49,

55 U.S.C.S.C. Annual Reports for the year 1955, pp. 108 ff. -
{Quotation from p. 108);~for the year 1956 - p. 31l.
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the U.S.A. and Canada the agony of readjustment of well rocted institutions
after the -disruption of war, which tock such great amount of energy in Great
Britain. 56
The British civil service, whose principles of recrultment are so widely
different from those current in North Americs. must contend sometimes with
similar problems. One of these is the quest for people who c¢ould be immediately
useful in a particular post. Once in a while a department would ask for a man
whom it would be possible to’place soon in the Minister's private office,
And every year the civil service of Great Britain feels the lack of a few -
three or four - individually outstanding candidates. o7 The difference between
that situation and the North American circumsiances is Indeed more than a matter
of numbers or ratios. The quantitative distinction becomes here gqualitive, at
once inherent in the disparate systems of civil service and generating this
disparity. Even in that system, however, the needs of the departments make them
press on the personnel agencies for lowering the standards and increasing

58 This country, on the other

recruitment; as was the case repsatedly in Canada.
hand, was spared the problem of compulsory military service interfering with

recruitment. 59

56. Memorandum by the Civil Service Commlissioners on the Use of the Civil
Service Selectlon Board in the Reconstruction Compstitions. London,
H. M. Stationery Office, 1951, S.0. Code 25-256 - gives a description
~of some aspects of the Reconstruction Compstitions, and provides an
insight in the magnitude of that task. Referred to in the following
pages as CISSB.

57 Cmd. 9613, Evidence. 3-k4 days, qu. 379-380; 27th day, qu. 3948 and

many more.

58. See supra and n. 42. The British situation reported in Fabian Publications
The Reform of the Higher Civil Service. London, Victor Gollancz, 1947.
par. 19.

59. For the British solution sse Cmd. 9613, Evidence, 3-4 days, qu. 32%-330,

The U.S.A. situation in Futures in the Federal Government pemphlet No.30
of the U.S.C.S.C., 0ctober, 1955, U.8.G.P.0. 1955 = 0-358323. p. k.
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Educationsl requirements for career recruitment showed a similar
development in all three countries despite their differences. While in Canada
the initially strict criteria wers toned down, in the United States considerations
other then formal education attracted attention, such as "frustration -
tolerance”, versatility, ingenuity, or capacity for teamwork, and in Britain
gimilar considerations were suggested at that very time. 60 This is a
significant fact, for it underlines the basic identity of expectations in
relation to the career servant, current in all three countries.

While professing a less institutional approach to career, and one more
favoureble to individual initiative, Canada remained, nevertheless; behind
Great Britain on one related point. The prospective promotee in Canada needs
a departmental nomination for admission to the examination leeding to the course
on administration for the J.A.0's. No such requirements restrict the applicant
in Great Britain. 61

The prospective carser civil servant in Canade is at a clear disadvantage
as compared to his British and United States counterparts. In those countries
only as many candidates are declared successaful as can be appcinted. 62 This
permits the immediate appointment of all successful candidates, thus avoiding long
periods of delay before appointment when eligibility lepses with the ‘death’

of the register. Both Cenada and the United States, however, suffer from the

handicap of not being able to promise any definitely set prospscts of promotion

60. Everett Reimer, loc. cit. p. 175, and Cmd. 9633, Evidence 3-4 days,
au. 388,

61. C.5.C.,Home Civil Service, Administrative Class Limited Competition
1957, pemphlet 16/57.

62, In the U.S.A. this was the practice with the J.M.A.'s. The F.S.E.E,
practice is not yet clearly settlsd. The J.M.A, practice see in
E. Reimer loc. cit. p. 169. In Great Britain the present intake runs
behind the demand; leaving vacancies unfilled.
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as an inducement. This characteristic was presented as a virtue in the
foliowing quotation.

"Individuals should be informed that they are being recrulted

bscause they have a high potential of reaching top grade positions

but there must not be any guarsntee that this will happen.

Otherwise the idea of the ‘crown prince’ will dominate the process

and many of the va.ues of the program will be destroyed through

gheer disdain of the J.M.A. for other smployees. The new J.M.A,

should be told frankly thet he can be aimed in the right direction

but from there on in, it's up to him to make the grade." 63

Present problars,

A number of poinus parsistently challenge the practitioner, who did

b,““’ not yet, however, find any feasible way of mesting them. One is thes _ong delay

after the beginning of a competition and before offers of appointment can be
made. This has deen reduced lately to about six or seven months, from September
to the beginning of March. Many promising candidates turn to other employment
during this period. The requirements of ranking the candidates on a numerical
scale, seem to rule out any improvsment on this score. Over the ysars maay
details have been streamlined or «liminated sapscially in the administraticn
of the written tests, which now t2ke one week-end of well orgsnized activiy.
However; a vicious zircle sgasms to opsrats bers. Tios svarcsity of successifull
candldates, and the losz of scme of them Ius % 1siays, makes it desirabls tce
attract as great a number of compstltors as possible.  The increased numbers,
however, contribuvte to the delay, thus increasing the loss; according to the
law of diminishing returns.

Another problem is the question of standardization of intake. It has
two aspects; - When the norma. compstiticn does not satiefy the demand - a
continuous corpstition is announced. Its implicetions as to comparative standing

of entrants have been discussed above. The other aspect is the occasional entry

of a promotse, or a newcomer, much above the intake point as initially p.snned.

63. R. L. Randall, Report of July 1, 195% (cit. supra. n. 3} p. 5.



{ﬂf/

\S)}
no

Such an entrant can neither be checksd too clcmsely at his entry - for the
position usually calls for a considerable floxibllity% which militates against
strict requirements fcr eligibiliity, nor can he te subjected to the induction
processes ususl with Juniors. Thiws position; nevertheless, will necessarily
enable him to influernce in & real way the careers of his subordinates.

The candidate who passes the written test is invited to an interview
before a board composed of an examiner on the staff of the Civil Service
Commission who acts as chairman, a repressntative of the department interested
in the candidate, and technical membsrs. These boards, conducted as far es
possible by one chairman throughout the countiy for the sake of a uniform standard,
are serious, conscientious, resourceful and highly successfulo6u The combined
results of written and oral exsminatione serve as the mark which determines the
final order of merit. The interviewing %oard is not an examinatiqn board of
the academical type, and does not probe educatlonal qualifications;

"There the candidates’ perscnal qualiities are asseggg; an

effort 1s made to discover whether they have the cepacity

for leadership, .....initiative, common sense, the ability

to work with and lead others, community spirit and the sense

of servlce which an ideal pubilc serrant shouid bring to his

job." 65
This is, therefore not a board of the Civil Service Selectlon Board type either;
rether it resembles the Final Selection Buard of British practice. 66 It might be

relevant to point out, that in Britain the practice of interview came under

o A - -
many severe attacks as a device of social discrimination. o7 White the technique

bl . A sample of recommendeticns of soms boards is given in Appendix 1.

65. Bland, Opportunities in Govermnment Service.

66, See memorandum cilt. supra. n. 56. {CISSB}.

Y See, emong others: ibid., par. 84-87:; - Kelsali, op. cit. p.p. 91-92;-

Williem A. Robson, ed. The Civil Service in Britain and France,
London, The Hogart Preas, 1956. p. 156; Gladden, Civil Service or

Bureaucracy, p. 176 ff.
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of interview was abolished in the selection «f the Executive Class entrants,
it remained in use for recruitment into the Administrative Cless, it belng
argued thet members of this class certainly cemnct be selected unseen, since
such a large proportion of their work consists in dealing with the public. 68
On the other hand the British Boards do not assign any numerical marks, for
"such & method would, in the Commissioner's opinion, te fellacious.” 69
In North American socisty, significanwiy, no protests arose on the
account of social discrimination. Rether, it 1s urged that the practice be
made more sxtensive both in Canada and in the United States, where Iinterviews
are administered to those Federal Service Entrsnce Examination candidates whose
duties may involve extensive public contacts. 70
The operation in ites totality recrulis the Junior Administrative Officers
and, at the same time, the Cierks 4 {the world "Grade" was deleted from use in
the vocabulary of the Civil Service Commission on March 27, 1956). In this
respect the Canadian practice 1s simiiar to that in Britain, where some Executive
Officers are selected from the marginaily failing candidates for the
Administrative Class. This fact points to similar implications for the possibility
of promotion of officers not initialiy recruited to an administrative class,
and of their ultimate career in the sdministrative classes. [+ The attaimment
of such a career 1s in both countries more difficult for women, whom some
departments refuse to accept, others try to decline, or restrict to lower, not

administrative classes.

68. Cmd. 9613, Evidence 3-4 days, qu. 342-356.

€9. CISSB par. 34.

70. See Second Hoover Comuisslion Task Force pp 88-9. Use in FSEE recruitment
reported in Federal Service Entrance Examination, Manual of Instructicns
for Individusl Oral Interviews. Bureau of Departmental Operations,
examining Division, U.S.C.5.C. mimsc.

71. Cmd. 9613, Evidence 3-4 days, qu. L05-4i5.




The general level at which the sights are set in the Canadian practice

may be best described by the following quotations,
An unsuccessful candidats wrote on April 30, 1951, to the Secretary of

the Civil Service Commission:
" You state that the Beard found my qualifications "not
strong enough”. In view of this rether general statement
and since the questions asked by the Board were personal....
T would.......request...... e more preciss statement of
my lack of gualifications

The reply of the Secretary is dated May 7, 1951. It reads in part:
"In selecting Junior Administirative Asslstante the Coumission
attempts to find persone with very outstanding qualifications.
They should have quaiities of adaptabllity, resourcefulness,
initiative, maturity, and the abllity to work harmoniously
with assocliates. The fact that the Board did not rate you es
successful is not tc say that it did consider that you lack
any of the g»allties I menticned above; but it is to say that
in the opinion of the Board you lacked them in & sufficient
measure to warrant placing you in the very small group which
was declared successful®™. 72
In line with sericus attitude to the recruitment of administrative entrants
a careful consideration has been given to their probetion. This period used tc
be no less than one year, and in 1946 an additional improvement ceme with the
latroduction cf a formel Review Board at the cluse of the prcbationary period.
Tne Board would be composed of a Personnel Seslection Officer from the
Headquarters of the Clvil Service Commission, as Chairmsn; a representative of
the employing department - preferebly the Chief of Perscmnnel: representatives of
the orgenization and Classification Branch and the Staff Training Division of

the Civil Service Commission - whenever possitle. The representative of the

72, A Correspondence file, Civil Service Commission, Ottawa. Quoted by
permission of the Civil Service Commiasion.
The main problem of examination is explicitly presented in this
correspondence. The quest is directed at qualitative, as well as
quantitative, characteristics. One certainly cannot be dogmetic in
things human. But, on the other hand, it is doubtful whether
communications, which originate in a procedure set for selecting
people, may justifiabliy be couched in vague and indefinite expressions,
such as the ons gucted in the letter from the .enquirer. This does not
detract anything from the tact and good sense of the reply.



department would bring a written report on the progress of the probationer,
and he should be prepered to make any recommendations the department might
wigh to present. The probationer would be invited and interviewsd. The Board
would sppraise the material pressnted to 1t and recommend action. This
ﬁrocedure would formally affirm the permanency of the successful probationers
in accordaence with the statutory provision. 13
The experlence in Great Britain travelled along similar lines. The
regular probation of two years in the Administrative Class 1s extended to four
in the case of a limlted compstition entrant. Th The use of an interview at

the end of probetion has been introduced only recently in Great Britain. 7

Scientific and Professional

The shortages encountered in recruiting intc the civil service are
gravest in the scientific and professional classes. While in other classes it

is difficult to recruit, in these it is even more difficult to retain the employee.

73. Civil Service Act, 1952. &. 23 (1).
The Board goes, nevertheless, teyond a formal adherence to the letter
of the law, as the folilowing excerpt frcm a Report picked at random
from & 1955 file wonld indicate.

"The Depertment’s immediate plen for Mr.-- are to lsave him in *he Personnsl
Division and to develop him as a general Personnel Officer. They foresee
an administretive caresr for him but they cen also see him in pogitions

such as that of Personnel Seiscticn Officer in the Civil Service Commission,
where he would have to deal with large numbers of people in various
departments and to exercise judgment in this selection of people"

Quoted by permission of the Civil Service Commission; Ottawa.

Th. Pamphlet 16/57 cit. supra.
It is difficult to decide, whether this is in favour of the promotee,
giving him a longer term for adjustment, or to his disadvantage; it is
certeinly meant primarily as a safeguard for the service. It is
lnteresting to note, that White prcposed a five year probation for the
U.S. Govermment Career corps. See Govermment Cereer Service. p. 49.

75. See Dorothy Johnstone, "Developments in the British Civil Service,
(1945=1951)". Public Administraticn. v. 30 No. 1 {Spring,1952). 49-60.
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Nationel shortages aggravate the situation. As a result, not only had the
service to resort to all the expedients mentioned so far, including an almost
overall use of continuous open competitions, but in many cases instantaneous
hiring is practiced; with all formalities following later, when the recruit
1s already employed. Often subprofessional people are hired and provided
training in service, while working as subprofessicnal or ancillary personnel.

The scientist who takes up an apprintment in the civil service does ao
usually for the sake of gaining experlence or training which will be useful in
later practice, or tecause cf the prestige and standing of his prospective
sclentific supervisor, or lastly - in some cases - because of the desire to serve
the comunity more directly rather than through the medium of working for a
private organization. 7

These characteristics of the scientific service contain a conflict which
is graver than all others in its implications for a career in the clvil service.,
The nature of aclentific work makes scientists more responsive to direct hiring,
as for a given project, laboratory or line of work. But such fragmentary hiring
prevents the unity and unifoirmity cf & scileutific career service, as well &s the
best utilization of the available perscnnel and the best advancement for the

individual. 1O

In the Canadian practice, both ways cf recruitment, directly
by department with later reference to the (ivil Service Ccmmission and central -
by the Commission; are in simultaneous use, as they are in the other countriss.
In the quest for university graduates - scientists and professionais as well as

general arts graduates - a new approach is graduelly coming to the fore. This is

the seasonal employment of students. From 2 means of attracting trained people

76. C.S.C. Annual Report for the year 1956. p. 10.

77. G. A. Blackburn, "Engineers in the Civil Service of Cenada®,
Enginesering Journal, May 1955.

78. See o.g. Cnnd 9613 Evidence, 18th day, qu. 2715,
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for work possible only in the summer months - and presumably cheaper
work, student employment beceame a major activity. In 1955 the Civil

Service Commission planned
"to encourage & wider use of under-graduates for summer work

as & means of promoting interest in govermment service -
particularly in the arts, the humanities, and commerce......
it is realized that it will be necessary tc acquaint students
with the possibilities of careers in the Service well before
they reach their graduating years..... a general program.....
should be extended downward to include high school students
who may go on to university. Some work was done in this
area during 1955. More will be done in 1956 and the following
years." 79
During the summer of 1956 the Commission employed 1172 students, and
their records are preserved for prospective appointmentogo These
employed students represent 46% of all the group who were offered employment
in that year.
The scientist, as well as the professional man;, is hired on
the strength ¢f his testimonials submitted with his application, on
the recommendation of his teachers or cwulleagues, and on the record
of past work. These are considered by a board of examiners, composed
of representatives of the Civil Service Coummiassion, the employing depart-
ment and the profession concerned. In case of direct hiring - the board
is convened as soon as 1s practical. The exeminers interview the candidate,
and submit a recommendation based on all the material available. 1In
cases of great urgency, or when an outstanding candidate is available,

hiring may be effected instantaneously, after an ad hoc board of examiners

convened on the spot rates the data and approves the action.

79. C.S.C. Annual Report for the year 1955, p. 13.

80. J. C, Woodward, The Scientist in the Public Service of Canada -
address at Anual Conference on Public Personnel Administration
of the Civil Service Assembly of the U.S. and Canada, Weshington,
October, 1956.




58.

The umusually great difficulty of recruitmen%ﬂresulted in & study
of the reasons for refusal of appointments, in an attempt to eliminate
them. Such study was underteken in 1952, 81and the replies obtained in it
from 39 cases are presented below.

TABLE 2. Reasons for Refusal of Appointment by Scientists and Professionals,

39 cases.
Number of cases Percent of
Reasgons for refusal of appointments | Enginsers|Chemists Total | the totel
& Biologists number of
replies
Low remuneration 3 8 11 28%
Opportunities for advancement
believed to be low 7 3 10 26%
Profegsional supervision believed
inadequate 3 0 3 %
Offer arrived too late 12 8 20 51%
Location too remote 2 3 5 13%
Working hours and conditions
unattractive 1 1 2 6%

Source; Civil Service Commission, Ottewa.

Note: Multiple reasons were reported in some cases, and all of them are
listed above.

The alternative employment accepted by the refusing candidates was
believed capable of throwing some additionsl 1ight on their decision, therefore
1t was included in the study with the following information as a result.

Only thirty-five replies to this question were received.

TABLE 3. Alternative Employment of Sclentists and Professionals who
Declined Civil Service Appointment, 35 cases.

Number of cases Percent of
Alternative employment Engineers |[Chemists Total [the total
& Blologits number of
replies
Another Federal Agency 2 3 5 13%
A Provincial Agency 3 1 i 10%
Induscry 15 5 20 51%
Private Practice 1 0 1 3%
Postgraduate Studies 0 5 5 13
TOTAL 21 14 35 100%
Sources Civil Service Commission, Ottawa Note on p.59

81. By Mr. §. F. Dawe, Civil Service Commission, Ottewa, by whose

oawvms aa @ .- £ O _
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Note: While none of the respondents bellieved the conditions of work in

the govermment to be better than outside, ten of them (26%) were

of the opinion that these would prove about equal.

The situation in recruiting the sclentist or professional in

Canada resembles in a striking manner the one found in other countries.
The response to the needs 18 accordingly similar, with very few differences.
Une of the more significant differences is the distinct achievement of
insvantaneous central hiring by the Civil Service Commission, reported in
Canada. The best the British Civil Service Commission can do is a delasy
ot sour to eight weeks, g@s compared to two or threse hours in Canada;82
Direct departmental hiring is practised in Britain as well, and with equal
speed and efficiency. The cardidate must usually be less than twenty-eight
yeare of age in Grest Britein, and is sdmitted to the basic grade of
Scientific Officer, or to the Senior Scientific Officer grade, at the age
of twenty-six to thirty-one. Only in exceptional cases, is appointment
given to a more senior gradeo83 This practice differs shsrply from the
Cenadian or United States one where hiring goes on all along the scale,
whenever needed and possible. Occaslonal volces are ralsed againgt the
rigid rules in Great Britain, although these rules are in accord with the
general style of the civil sexvice thareOSh

The most significant step for the entrant’s future career in the

civil service of Canada is; however, his probationary period and its formal

82. See Cmd. 9613 Evidence, 3-4 days qu. 487-8.
The informetion about the Canadian practice comes from an interview
with Mr. V. M. Clarkson, Selection Officer,C.S.C. Ottawa, to whom
the writer is indebted for many points contributed to this discussion.

83. See Cmd. 613, Introductory Factual Memorandum on the Civil Service,
Dated 15th December 1953, Submitted by H.M. Treasury, par. 215.

84, ©.8. Sir Frederic Brundrett, See Cmd 9613 Evidence, 23rd day,
qu. 3399.
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conclusicn. After cme or iwe ysars of provwinticn a rrofessional or
Scientific Review Board interviews him, after mailing tc him & question-
aire designed %o e&licit hils reaction to his assignment and conditions of
work. His reply to the questionnaire is studied before the interview.
The avowed purpose of the Board is to help the probationer to adjust
pimself better to the service, to effect & change of assigmment or
place of work if necessary, to provide the probationer with a clear
appreciation of the support he may obtain in solving his problems or
difficulties, and to protect both himself and the service from the
perpetuation of sny initial error. The probationer should, consegquently,
acquire a confidence in the career he might be able to carve for himself
in the service. To this end he is offered the opportunity to speak
frankly, in the absence of any representative of his department, who is
called in later to present the plans the department has prepared for the
future of the probationer. These ars discussed, and confirmed or altered.
The recommendetion of the Board concludes the probation and i1s intended to
Jaunch the reviewed employee on & permsnent career.

This imposing venture is as yet far from perfected. The Civil
Service Commission is engaged at present in the standardization of the
incidence of review, whether on the lines of a salary-step barrier or of
the term - deadline°85

The Civil Service Commission believes that in spite of all the
great effort put into the recruitment of the scientist and professional man,

the calibre of the recruit is far from the best. Judged by their

intelligence and personal suitability, the majority of professional

85. As the Selectlion Officer mentioned above,; Mr. Clarkson, informs the
writer; the term - deadline (i.e. a set date of review laid down
at a fixed interval after hiring) seems to be gaining support
over the step-barrier suggestion, which would prevent the entrant
from obtaining more than & set number of increments unless
approved by the Review Board.
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people recruited in the early post-war years belonged to the lower

helf of their college groups°86 A Bimilar compleint was voiced by the
Prosident’s Committee on Administrative Management in the United States°87
This does not seem to have been the experience in Great Britain, where

the quality ie believed to be good, even though the service does "not
quite get the proportion of cream that (it) had twenty or twenty-five
years ago." 88

QUANTITATIVE RESULTS

There 1s a lack of statistice with regard to recruitment into
the clerical classes of the Canadian civil service. This is due both to
a failure to collect data and the intermingling of some of it with
general statistics on the service as a whole.

Data on the administrative officers were intermingled with those
on other classes of senior clerical officers, and did not prove very
Informative for purposes of enalysis;, due to gaps and uncerteinties.
Only the ratio of acceptance of appolntments to the number of offers
could be esteblished for the years 1946 tc 1953. This is presented in

Table 4.

86. A study conducted by G. A. Blackburn, C.S.C. in 1947, internal
memorandum of January 12, 1948. The author went on to say that
since the above-average employees tend to leave for outside
employment there was a danger that by 1953 or thereabout ail
govermuent positions wculd be filled by employses below the
everage in their profession.

87. see p. B8l. Faulty standards of selection are blamed there.

88, Cmd. 9613 Evidence, 19th day, qu. 284k, A characteristic gequence
follows in qu. 2B45 vig:
Qu: "Would not a major factor in stimilating recruitment and

getting high - quality entrants be career prospscts.

Ans. Yes. "
c¢f. also, many other opinions to the same effect in the evidence,
e.8. 3-l deys; qu. 543-7; or Report, par. 538, and passim. The
general feeling in Great Britain seems to be rather cne of

satisfaction with quality in spite of evident shortcomings, and
deficlencies in gquantity.
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TABLE 4. Rate of Acceptance of Appointments Among Successful
Competitors for Junior Administrative Officers, 1946-1953.

Year of Percentage
Competition Successful Appointments of Successful

Appointed.
1946 20 o 30.0%
1947 37 17 45.9%
1948 60 31 51.7%
1949 30 21 70.0%
1950 31 18 58.1%
1951 53 a7 50.9%
1952 Ls 23 51.1%
1953 6 18 50. 0%
Total 312 161 51.6%

Sources Civil Service Commission; files.

The data for Foreign Service Officers of the Department of

Trade and Commerce will be presented in Chapter Six, where that service

is studied.,

The data for scientific and professional personnel are availsble
in coherent order only for the post-war period; with the exception of
the year 1947-8 and with certain omissions for the preceding year.

The presentation follews in Table 5.

ZéQLE 5., Trends in Recruitment of Professionsl Personnel to the
Civil Service of Canada after the Second World War.

Ysar of Number of Total of Percentage of Total Percentage
competition applications discarded offers of appoint- number of of appli-
ment refused new cants
appointments appointed
1946-7 858 815 43 5.0k
1947-8 not available
1948-9 3ho7 2933 15.6% kgl 1k, 4g
194950 3408 3075 19.8% 333 9.8%
1950-1 2515 22hk2 13.7% 273 10.9%
1951-2 2246 189k 19.9% 352 15.7%
1952-3 2089 1765 25.9% 324 15.6%
1953-b 3108 2880 2k 7% 228 T.3%
1954-5 3Tk 3456 31.7% 338 8.9%
1955-6 311k 2732 35.2% 382 12.3%

Source: Studliee conducted for the Civil Service Commission by Mr. G. A.

Blackburn, Assistant Dirsctor of Plenning &nd Development. Numbers
used by permission of the Civil Service Commission.
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Note: A fuller teble and notes are given in Appendix 2 to which the
reader is directed for reference to the following discussion.

While the results show a slightly erratic fluctuation, a few characteristics
mey nevertheless be seen.

The number of applications was decreasing until 1952/3, after
which a significant increesse was evident for two years. The improvement
in the number of appointments offered lagged for one year,; and improved
significantly only in 195&/5° In the same year & significant drop appeared
in the proportion of appointments accepted, as shown by the increase in the
percentage of appointments refused. The proportion of waste in recruitment,
ag shown by the percentage of discards, has been falrly high throughout,;
while the proportion of new appointments effected is seemingly erratic,
with some tendency to change in the inverted direction to that shown by
the number of applicants.

The conclusions of studies conducted by research officers of the
Civil Service Commission seem to agree with those of the writer; as far as
the fluctuation in numbers are concerned. The sald officers conclude that
the decrease in the number cf epplicants evident in 1955/6 would be
considerably greater but for an increase in the number of student assistants

attracted by en improved salary range089 Even so the percentage of acceptance

89. The employment of student assistants for SUNmer MONLHS LS8 Shown in
the following table.

ZégﬂgiiL Seasonal Summer Employment of Stvudent Assistants in the

Professional Branches of the Civil Service of Canada, 1949-1956.,

Year Appiications Employed
1569 3300 T TICNRT
1350 Loo9 1277
1951 2668 799
1952 2331 716
1953 2637 8k
1954 3356 886
1955 4136 888
1956 5701 1172

Source: Civil Service Comeission, files,
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of appointments among student assistants is said to be alarmingly low,
nemely 46%. The corresponding rate for graduates is said to be 52.8%,
significantly lower than in 1954, when it was 63.7%, (48.8% in 1952).
The reason for the decline in both the number of applicants and the
proportion of those accepting appointment is sought in the deterioration
of the value of starting salaries, which were adjusted in 1955. That
adjustment ig sald to have been reflected in the increase in the nmmber of
applicants in the 1955 competitions. The subsequent increase in earnings
outside the civil service was charged with detracting applicants in 1955/6.
A factor contributing to the general increase in the number of appointments
effected is the larger number of positions offered to recruitsogo This last
observation may he interpreted to mean, that in conditions more similar to
those of l95h/5 the number of recruits would be smaliler, thus stressing even
more the role played by the rate of initisl salary, in comparison to outside
pay.

One more observation is in crdsr. The average rate of acceptance
of offers of appointment reveals s characteristic which might be significant.
The ratio of offers accepted by scientists and professional pecple over the
years 1948/9 - 1955/6 is 76.,2%091 This rate is strikingly close to that
found emong Foreign Service Officers in the Department of Trade and Commerce,
which is 77.1%,92 both significantly higher than the rate of acceptance of

Junior Administrative Officers, which is 5106%093 The implications of this

90. Civil Service Commission, internal memorandum, deted September 7,
1956, and files.

91. See Appendix 2.

Q2.4 See infra. Chapter Six -~ Table 19.

93. See supra, Table 4,
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fact should become clear in the discussion throughout the following

chapters. They will be further interpreted in Chapter Seven.

An interesting sidelight on this last point comes from Great Britain.

As the following Table 7 shows, in that country 72.6% of those successful

in the reconstruction examinations at university graduate level accepted

appointment tc the civil service.

TABLE 7. Reconstruction Recruliment at the Civil Service Selection
Results by Number and Percentage.

Board in Great Britain.

Choice of Participant Entries 1o |qualifiedjouccessiul,|Appointed |Percentegs,
ag tu class Qualifying (paes to |[pass at appointed
Examination |CISSB FSB to success
Number| % [Number] % Number| % .
Administrative Class
Only 2590 1657 486
Administrative Class
and Foreign Service
("dual choice™) 1761 708 186
Total k351 2365 bh.d 6725 hs.b | bes 11.2]  72.6%

X Includes 19 candidates who were originally unsuccessful at the CISSB,
and were successful at a second attempt directly at FSB.

Source: Memorandum by the Civil Service Commissioners on the use of the

Givil Service Selection Board in the Reconstruction Compstitions.

H.M. Stationery Office, 1951.

S.0. Code 25-286.

Note: Percentages (sxcept in the last column} shown in rslation to

initial number of sntrants.

Internal percentages are: 54.3% of

entrants passed the qualifying examination; of these 27.9% passed
both CISSB and FSB successfully; 72% of the successful took up

appointment.

Figures were not avalleble for a similer analysis of normal competitions.

Those included in the above Table present, however, the years 1945-1949,

which should be a falr semple for comperison.

ol

ok, N.B. - The percentage of 72.6 applies in Great Britain to both
the Administrative Class and the Foreign Service Officers.

classes are inseparable as a result of the "dual cholce".

These
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A gimilar study of the results of recrultment to the Junior
Management Assigtant cless Iin the United States reveals a situation very
different, as the following Table shows.

TABLE 8. Recruitment to the Junior Menagement Assistant Class in the
United Stetes. Results by Number and Percentage, 1949-1952.

Year Participants Participants Passed success- Percentage of
in written in oral fully in both Appointed successful
examinations examinstions examinations appointed

1949 12,579 ? 562 86 15.3%

1950 1h,21h 1650 820 302 36.8%

1951 11,461 1681 681 230 33.7%

1952 8,78k 935 325 71 21.8%

Source: U. 8. Civil Service Commigsion, Washington.

Notess 1) A few appointments executed later than in the spring of each year
- might have been omitted.
2) Some fallures were due simply to absence at the examination.
Numbers unavailable.
3) No numbers of passing and appointed avallable for the year
1953, or after. 95

The percentage of appointed is even at 1ts highest significantly
lower than the corregponding figure in Cenada.
When discussing the numbers of applicants for the above sxaminations,
vizs 19371 in 1950, 15493 1in 1952, 8376 in 1953, H. Emmerich and J. L. Belsley
remarked, that the figures attest to the declining interest, with the

declining belief, in the career offered by the J.M.,A. program and its valueag6

Trends in Recrultment.

In all three countrles a few common trends are clearly visible. The

95. The information for this table came to the writer from the staff of
the Civil Service Commission in Washington. Special thanks sre due
to Mr. J. Douglas Hoff; Manager, College and Foreign Visitor Program,
and Miss Sally Greenberg, who extracted the data for Mr. Hoff.

96. Herbert Emmerich and G. Lyle Belsley "The Federal Career Service -
What Next ?' Public Administration Review, v. 14 No. 1 (Winter, 1954),
1-12. In the article the numbers are given as 21000, 15000 and 8300
respectively - difference ilue probably to rounding up. of. The Federal
Govermment Service: Its Character, Prestige and Problems, .. 148,
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most prominent is the growing number of young people continuing longer in
schools or proceeding to college, and the simultaneous greater demand for
them in the general economy wilth the accompanyling greater compefitioﬁ for
their services. The govermments find themselves in a market which is
growing steadlly tighter. This 1s one of the basic notes in the evidence
given before the Royal Comnission on the Civil Service, 1953-55,97 it is
the main theme of the releases of the Civil Service Commissions98in Canade
and in the United States. The answer to this challenge in North America
is a series of plans and recurring efforts at a better technique of recruit-
ment and the offering of more attractive conditions. As one of a series of
efforts to produce new plans, the United States launched the J.M.A. program,
an afterthought to the Junlor Professional Asslstant drive in the early
thirties, and the recent FSEE. A parallel development in Canada produced the
Clerk Grade 4 (Male) competition, and the various changes of title, through
Clerk Grade 4 (university graduates), Junior Administrative Assistant, and
Administrative Trainee, brought it tc the present denomination of Junior
Administrative Officer and its sequel Adﬁinistr&tive Officers. From an
unsystematically recruited class it became here a recognized member of the
Unlversity Graduates group, recruited since 1956 by one consolidated competition,
as far as the basic grades are concerned.

Great Briteln, with its longer rooted traditions, perceived the

changes as clearly as did the others. The number of new departures there

97. Cmd 9613, Evidence; 3-4 days, p. 48 pars. %-8; 8th day, p. 236
pars. 108-9; and passim.- Ibid. Report; pars. 398, 433, 469, and
assim. These are places selected casually, many more could be
pointed out. The situation did not change, compare CSC Annual Report
for the year 1956, p.p. 3-k.

98. ¢f. the Annual Report of the Civil Service Commissions in both countries
for the years 1955 end 1956, passim. See also the Address by the
Prime Minister, the Rt. Hon. Louis S. St-Laurent to the Professional
Institute of the Public Service of Canads, Ottaewa, February 23, 1957.
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1s far smaller however. The standard reaction was to watch the develop-
ment carefully in order not to let the government employment fall too
far behind the line 1n attractiveness. There were only two really new
departures in the general field. Admission into the clerical classes, in
which there was a great shortage of personnel was allowed without an examination
on the strength of the General Certificate of Educatlon in 1953099 And for the
first time, recrultment has been opened to the Administrative Class above
the basic grade, in the competition for Principals in 1945, and again in
1948, 100
The graver shortages in recruiltment in all countries are accompanied
by the more frequent and more incessant mentlion of career prospects in the
civil services. 101
Another development concerns the scientific and professional classes.
From the fragmentary direct hiring, appropriate in the time when these
employees were rare and not essential, the recrultment changed to an emphasis
on central hiring as an importent activity. The problems involved in this
development have been discussed above, where thelr basic Iimportance and the

inherent impossibility of a permanent solution were hinted at.

99, Cmd 9613, Evidence, 3=4 days. qu. 306-311.
100. D. Johnstone. loc. cit.
101. Note the titles of "Career-conditional® and "Career" employees

in the civil service of the United States, (gg C.S.C. Annual Report
for the year 1954, p. 28.).
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CHAPTER THREE

STRUCTURE AND PROMOTION .

Advancement 1s recognized as an importent element of career.

"We know that there can be no true career service, in govermment or
anywhere else, without promotion™ said Mr. J. W. Macy Jjr., in a recent
address,l But, in order to maske a career. in service reasonably predictable,
promotion itself must be reasonably foreseeable, reliasble and responsive

to planning. This ias the more important to the civil service, for born
good civil servants are not born risk-~bearers, as R. N. Spann observedoe
They seek some securlty of progress to the top.

Advancement in an organized service may teke place only through
climbing the rungs of the hierarchy, along the lines of progression provided
by the structure of the organization. It depends, in short, upon the
estaﬁlishment and the structure, which provide the supporting skeleton.
For a career system, which is a long term commitment on the part of both the
government and the employee, the ladder must be cleaer and constant, not
subject to frequent shift.and change ; which might frustrate a life-time plau.
Thus both the classification system and the policy of promotion become geared
to the purpose of maintaining a career system, if such is the purposs of
the organization,3

For the classification plan to favour a career system means to

promote the possibility of a meaningful and satisfying long term connection

1. -To the Civil Service Assembly of theU.S. and Cenada, on

New Horlzona for Federal Personnel Administration. May 11, 1956.
2. loc. el
3. cf: E. Relmer, loc. cit. p.161-2, on the role of planned

upward progression. Also C. W. Mills, op. cit. p.237, on the
effect of its blocking. See C.S.C. of Canada, Annual Report for
the year 1955, p. 21 - on the connection between the classification
plan and the career idea. (This last reference is especially
important for its implications for the discussion infra.)
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between the employee and the organization, and to facilitate the employee's
progression over a long period from one engaging position or work -
agsigmment to another, with ever wider responsibility and increasing
authority. The increased reeponsibility and authority are the indices of
advancement, accompanied usually by enhanced hierarchical status and greater
revards at appropriste intervals.

The positions or work-assignments may be precisely and narrowly
8et, or broad and general. In the first case & long line of carefully
graded positions or work-assigmments must be provided in order to induce a
person to plan his life-work within an organization with a prospect of
advancement over & long pericd. In systems which resort to a broasd classi-
fication this consideration does not assume the same importance, for the
officer can advance to a c¢ertain sxtent without & change in his classification.
This applies to functional advancement as well as to authority, remuneration
and even hierarchical stetus. On the North-American Continent the accepted
pattern is one of narrow classification. This pattern progressively reveals
its inherent limitations in the modern conditions. In the growing complexity
of governmental functions which has necessitated the employment of members
of many thousands of different occupaticns, the task of keeping the classif-
ication up to date is beginning to assume baffling proportions. The trend
is turning, therefore, towards favouring broader clasxs;if’.‘i.ca‘c,ions°)+ This
tendency is corroborated by the restrictive influence of minutely described
classes, which confine the incumbent within narrow lines - a feature

5

particularly serious in conditions of manpower scarcity.” Moreover - the

L, cf. Second Hoover Commission, Report, p. 54, U.S.C.S.C. Annual
Report for the year 1956 - p. B3. See the discussion in C.8.C.
of Canada, Annual Report for the year 1955, p.20. This is a throw-
back to the Report of Transmission of 1919, p. B.

5. See Herbert Emmerich, "What's A.ced for Public Personnel Administration®™.
Public Personnel Review, v. 12. No. 1 {Januery, 1951) 3-8.
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use of narrowly described clesses hebituates the organization to narrow
specialization of its employees, to their use as specialists and to
expectations of specialist services from them. Such a stand compounds
the difficulties for it contributes to rigidity when elasticity is needed
to remedy shortage of staff.

The other of the components mentioned above -~ the degree of
responsibility and authority - may be inherent in the position or Job, so
ag to make 1t an attribute fully separable from the person of the incumbent,
who doss not personally acquire any status. With a change of job he may lose
whatever authority he would have wielded before. This set-up, agaln usual
In the North-American conditions, is a concomitant of the position-classif-
ication systems. It is not favourable to & life-time career service, and
when the shortcomings of positlon-classification become more noticeable,
the voices calling for some form of recognition of personal rank and
permanent status become more numerous. It is characteristic that the
recognition of the advantages of a personal rank system is more pronocunced
in regard to the incumbents of most senior positions.6 A variant of this

plan is the idea of a "pool" of senior civil gervants, championed by some

6. efs (1) First Hoover Commission, Tesk Force, p. 39, p. 56 - (the
‘rusk Force proposes personel rank for incumbents of "top career
positions” and recognizes the personal factor which determines
the classification of & scilentist's position).
(2) 8econd Hoover Commission, Task Force, p.15 & 50 ff. (Recommendation 8);
Second Hoover Commission Report p. 38 ff. (Recommendation 6);
See E. Reimer, loc. c¢lt. p.177 for a brief discussion of rank vs.
position-classification systems. See also 0. Glenn Stahl, "Security of
Tenure - Career or Sinecure ?' - The Annals of the American Academy of
Politicel and Social Science. v. 292 (March 1958) §5-56. The growing
importance of status in modern conditions is discussed by Whyte in
The Organization Man, Part 7 The New Suburbia: Organization Man at Home.
The need for personal rank in certain circumstances and at higher
levels was discussed by Herbert Emmerich in "What's Aheed for Public
Personnel Administration";, and, together with Belsley, in "The Federal
Career Service - What Next?' - both cit. supra.
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writers and vigorously opposed by others. The idea of a personal status
alsc underlies plans for “civil service reserves" which have lately been
appearing. All these attest to the need for remadmitting personal motives to
participation in supplying the driving force in civil service - the need of
& career gervice.

Whatever the system of classification and of lines of hierarchy and
promotion, the policies of complementing the classes, as well as the policies
of awarding promotions, will decide the value and attractiveness of the
career system to the employee, as well as its worth to the orgenization. As
for complementing the classes two conditions are necessary for a flow of
promotions, namely (1) a right proportion of incumbents on the consecutive
levels, so as to avold severe blocks or glutting; and (2) judicious consideration
of resort to lateral admission or external recrultment; which may restrict
the openings for advancement and frustrate the employees in line for
promotion. Ceare must be taken also of the right proportion of incumbents within
the organizatlons or agencies, wilth proper machinery provided for the transfer
of promising employees whose advancement may be blocked.

In this setting the structure of the Federel Service today end its
nethods of awarding promotion are discussed below.

CLASSIFICATION AND STRUCTURE IN CANADA.

a  General
The Federal civil service of Canada is similar to that of the United

States in that "it consists of separate posts each listed with its duties
described in the classification schedule.....every post is classified and a
small difference in the nature of the work justifies a higher or lower
clessification."’ This ie a highly developed position classification system,

with its specialization pushed to an extreme. The nmumber of separate classes

T C. J. Hayes, op. cit.
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cannot be ascertained for it is variously given as between 2051 and 2600.,8
Any change in the classification or in the conditions of one of the classes
requires a recommendation of the Civil Service Commission and a resolution of
the Treasury Board (in lieu of an Order—in—Council)9 - quite an involved
machinery. The fesulting rigidity of classification is one of the main factors
which contribute to its being evaded and defeated in practice, as when a
position is classified in a class not because of its appropriateness by
function; title or description, but for the convenience of that classification,
on account of a feasible rate of compensation and the acceptability of the
title in the set-up of the agency, if not in the particular conditions of the
post. Thus the class and title are not necessarily indicative of the function
of an employee, and classification is subverted into a vehicle for assigning
remunerationalo
Rigidity of classification may become an inherent trailt of a system
which resorts to it, and may produce a fragmentation where even numbering of
grades does not mean necessarily that uniform levels cut horizontally through

the service. Such is the case in Canada, for the number of a grade in &

8. The lower number - by the C.S.C. in the Annual Report for the year
1955, p. 20. The higher number as an approximate by the Classification
Officers of the C.S.C., in interviews with the writer.

9. Co S, Act 1952, s, 11; Financial Administration Act, 8. 5.

10. This may be illustrated by the case of an administrative officer in
one of the Departments, who was assigned to personnel work. He was
nominated for promotion from Head Clerk to Personnel Officer 3 in
1954, He missed, however, the prescribed written exsmination which
barred the entry to that class, due to illness on its date. Therefore
the Civil Service Commission suggested, and effected, his promotion
to Technical Officer 3 - & class not barred by examination. Fifteen
monthe later he was promoted to Administrative Qfficer 3. He
progressed in thet same line to grade 4 as secretary of the Branch.
(Source: files of one of the Departments.)
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11
series does not imply correspondence tc the same number in ancther series.

There 1s no remedy for this disadvantage in the Canadian system, unlike the
United States, where the pulverizing tendency of position classification is
counteracted by the introduction of uniform and all-pervading, but

separate and independent, grading for the sake of compensation, on the G S
scale. Even in spite of this integrating and regularizing salary scale, the
position classification in the United States proved to be too unwieldy in
times of emergency, and necessitated the use of what was virtually a dummy-
class system, in the form of "mester-sheets".l2 These converted the classes
in some cases into actuslly broad categories, enabling the service to survive
" the strain without having its forms burst and the existing framework dest-
royed. Some measures of flexibility is a clear necessity, and the higher the
development of differentiation and minuteness of classification, the greater
the need for flexibility. TFor in systems builit on a position-classification
plan staff in the several departments or lines of work\}gﬂnot Interchangeabls;
as the Civil Service Commission of Canada was aware in l93hol3 The need for
such interchangeability, howsver, was hacoming progreasively more pronounced,
as sald above, and it contributed tc the evolution of a plan for a series of

non-speclalist administrative classes, as relsted in the preceding chapterqlh

S

11. See, for instance, the long lists of classes included in Treasury
Board Minute of July 5, 1957, T.B. 519506, where the variety of
mesnings given to the same grade number in varioue series is
striking. See also n. 10 supra, for promotion from Technical Officer
3 to Administrative Officer 3,

12. L. DeWwitt Hals "Streamlining Classificatlon” Personnel Administration
v. 7 No. 10 {June,1945) 9 - 17.

13. An internsl memorandum dated March 2, 193k,

1k, The said need became evident in the United States and in Cenada

at the same time, about 1933-4. Both countries still lack such
a genuinely'generalist’service. In the United States it has been
observed

(cont‘d)
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b Administrative Officers.

The introduction of these series; however, did not cause any marked
change in the situation. Today as befors some departments ftend to put all
their entrants into specialized wcrk as soon as they receive them; thus
frustrating the attempt to build up a class of officers who could serve
in many pceiticns interchangeably. The fact is, that instead of producing
a number of officers who could range widely over a variety of work-assigrments,
the system deprives a number cf classes with distinct titles of their more
intrinsic distinctions by filling them with a variety of men selected by
criteria not necessarily related to these respective classes. At the same
time the incumbents of positions classified as general are not necessarily
non-gpecialists, being in fact specialized more often than not.15 On the
other hand, many one-man classes continue to exist. The resulting structure
is somewhat non-descript, and amorphous.

Over the range of the Federal civil service in Canada a few trends
are discernible; nevertheless. A few departments welcome the Administrative
Cfficers assigned to them and develop them, as far as the 3pecialist
traditions permit, along non-specialized lines. A series of
Administrative Offlicer grades exlsts, leading from Junior Adminlistrative
Officer, through Administrative Assistant, or somestimes skipping this stage

to Administrative Office 1 to 8. There is mno rule or custom, however, which

N

1k, (cont'd)
. PR we are bucking a sizeable tradition of

speciallization. Because of demand of industrial

organlizations, colleges have tended more and more

to trein people in those areas which are merketable.

Our requirements on the other hand are for the

broad general type of background."

(Randall, in the Annual Report of July 1, 1954, quotsed above.)

15, In many ceses the situation to-day is not different from that
described in the intvernal memorandum cited in n.l3, supra.
Specialization suits better many Departments.
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prevents some Administrative Officers from leaking out of that series

into some other, related or unrelated hierarchy, nor does anything prevent
lateral entry at any point from outside the series. There is, therefore,
no definable group of Administrative Officers by occupation and membership,
only a group of incumbents pro tempore. There is, moreover, no device nor
any desire for one, to keep under control the numbers of incumbents at

any level in the service as a whole.

c Scientific end Professional Series.

In the case of sclentific and professional employses in Cenada there
is & clearly vieible tendency to clarify the structural principles. Lete in
1954 & study of the problems in&olved in the classification of chemists served
as a pilot project, and during 1955 a few other series of scientific classes
were studied and a classification plan developed for them. These series were
analysed and lines of laboratory, supervisory, research and managment
activities were 1dentified where feasible. Positions in these lines were
assigned to one of five grades respectively. The qualifications and work
assignments for each level were standardized and related to one another.

Thus & plan for reasonable uniformity has evolved. This was a conslderable
advancement as compared with the situatlon that prevailed before, when in
some professions the employees were sometimes classifled so unsystematically

as to blur their identification and make any coherent service impossibleul6

16. ©.g. Chemlsts were classified into 42 classes, including
Technical Officers, Agricultural Research Officer, Forest
Products Engineers, Scilentific O0fficers - Mines and others.
These classes comprised 22 different scales of remuneration,
ranging from $2940 to $8200. The differences in compensation
amounted sometimes to as little as $6.75 a month.

Source; Internal Memorandum to the Civil Service Commission
of November 25, 195L. Confidentiasl, approved by the Commigsion.
Released for use of the writer by permission of the Commission.
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The uniformity of classification gtill does nct exténd to the whele fleld
of scientific and professional classes, however, and comparison on the
basis of their designation by grade number still éannot be made .17

The employment of considerable numbers of scientific and
professional personnel is a recent phenomenon in civil service generally.
Not even in Great Britain were they separated from other personnel or
regarded as a particular group having common interests before the first
world wareleIn 194k they were still in a state of "chaos of grades and
services", with more than 500 spread over more than 120 unrelated hierarchies,
and with no systematic promotion or a prospect of career provided foral9
The belated adminisirative development of the sclentists 1n the civil services
of the world may be due not only to their late appearance among their older
and more prominent colleagues, but also to the fact that théir work depends
less on hierarchical and administrative arrangements; and more on the
personal contribution of the sclentist, whatever his status. Moreover, only
the administrative improvements 1n the scientific classes brought to light
the problems which have come to occupy the centre of the stage recently,
namely the question of the career prospects of & scientist whose unwillingness
to carry administrative responsibilities prevents his advancement. This
question recseived attention in the Canadian civil service when the new structure
of these series was considered in 1955, and advancement up to the top grade 5
was provided for prominent scientists without obliging them to carry such

responsibilities.

17. Compare for instance the two Minutes of the Treasury Board of
May 9, 1957, No. T.B. 517272 and No. T.B. 516045,

18. L.A.C. Herbert, The Professional Civil Servant's Handbook, London,
Institute of Professional Civil Servants, 1944 p.L5.

19. Kingsley, op. c¢it. pp. 168-9
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In the case of the sclentific classes the question of proportion
of incumbents on the several levels of classes and grades is less important,
because of the individual nature of their work, which, as said, does not
depend on hierarchical complements but rather on general facilitles, such
as availability of help and materials.

ESTABLISHMENT AND STRUCTURE IN CANADA.

A more serious problem of a structural nature in the civil service of
Canada is the attitude to the establishments of the several departments of
government. It has been noted above, that proper establishment of departments
is essential for making advancement predictable and constant. In the
Canadian circumstancés this problem is somewhat unique. It is possible, and
indeed not unusual in the Federsl Departments to utilize any unoccupied
post on the establishment approved for & department in order to provide for
any position necessary, whether related to the approved establishment-post or
not, as long as a number of conditions are observed. These are 1) that the
position so created 1s urgently needed; 2) that no more suitable or more
closely related post on the approved establishment is vacant; and 3) that
the Incumbent actually put in the position and assigned to fill the unoccupied
establishment-post receives a gdlary not in excess of the rate approved for
the post. Thus a position approved for a high ranking officer and not filled
may be preserved on the estublishment as a spare, or used as a temporary
perch for a necessary clerk or typist or messenger. Since the departments
are not overstaffed in relation to the approved establishments, but rather
heve ample spares, this situation does not hinder promotions, but it
contributes to the erratic shepe of advancement, which is\lessldetermineé\
by vacancies and more by arbitrary factors.

As noted above, the use of classes in the civil service is often
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regarded more as a vehicle for the award of a proper salary than as a
means of systematization of the gervice .20 The structure of the class
from the standpoint of salary is therefore, of some importance as a factor
in determining the attractiveness of a career in a certsin class.2

The classes which should be considered on this score in the present
study are chiefly the Administrative Officers and the sclentific series.
The first series presents ten grades, each with a spean of four steps of
salary; only at the level of Administrative Officer 1 there are flve steps.
At thirteen points these steps overlap, sometimes on more than two levels.

Assuming that an officer would advance to the top of the basic grade of

20. A one-time Director of & Branch in the Civil Service Commission,
and at present a top-ranking officer in one of the Federal
departments, commented on this fact in an interview with the
writer. According to his analysis the attitude to establishment
and cless was traditionslly a flexible one. In & small civil
service, as was the Cenadian until recently, the classification
officer wag familiar with every corner and the attitude to set
rules was both lenient and sceptical. The classification and
assignment were primarily a means of having some particular job
done. This once achieved; the clasgification used to be changed
upon & switch of the employee to another job. The only belief
held dogmatically was, that any minute change in & person's duties
had to be reflected in his compensation.
This tradition must still persist, for in a Conference of Senior
Pergonnel Officers on Executive and Professional Development, convened
in Ottawa on Mey 20 and 21, 1957, the same observation was made and
recorded In the Summary. An additional value was recognized in
the service - namely the factor of prestige. Therefore, it was said,

gome departments request unique titles for their classes, in order
to boost morsale.

21. The importance of this factor should, however, not be oversstimated.
The considerable ease of change of class on promotion, and the
orientation of the civil servant at a Job or at its improvement,
rather than at a regular and prolonged service in a certain class,
should be remembered. These tendencies deprive the farther prospects
within a class of special significance. These prospects tempt probably
only slightly more than those of any cognate class. It is
different, however, in some professional classes.
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Junior Administrative Officer, and thereafter receive promotion to the
next level at the next higher salsry rate, and advance again to the top
of the grade and continue in this fashion, it would take him twenty-eight
years to attain the highest salary provided for Administrative Officer 8.
Some within-grade increases amount to $150 p.a. (at lower levels), others
to $180 or $240, while at the most senior level the increment would amount
to $360 p.a.oe

A typicel scientific series is of a somewhat shorter life-time,
23 years in Economics or Statistics, 20 years in Astronomy, 19 in Chemistry
series, etc. Grade to grade increments would be about the same as above,
with the rare case of a greater increment for most senior positions.23

The top levels do not provide, however, a salary which by itself
could inspire twenty-odd years of patient climbing. Moreover, the civil
servant who would progress systematically and orderly over all the rates
provided in the plan would be regarded a distinct fallure in the service.
Even in the case of sclentists, who are sometimes bound to a class-series by
~their specialty, and in consequence should progress rather within the series,
many Jjumpe up the scale wouid be expected. These would be the effect of
participation in open competitions, in limited promotion-competitions, of
reclassification or promotion without competition. All these procedures
will be discussed later on.

Class and Advencement.

For the purpose of promoting a career service, neither the structure

of the several classes in terms of compensation, nor their arrangement in

22, Based on T,B., 519606, July 5, 1957. A full diagrsmmatic picture
may be found in Appendix 3.

23. e.g. Dominion Astronomer; 2 x $500. Based on T.B. 517272,
May 9, 1957, and T.B. 516045, same date. See App. 3 as supra.
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consecutive tiers was very successful in the Canadian civil service. The

causes are not readily discernible at first glance, for the overt differences
between this system or that of the United States and of Great Britain are
not very strikingggh Overlapping salary-rates are not confined to the
Canedian systemy; for they are common in that of the United States as well,
if nct on multipls levels as In Canada. True, the deficiencies of overlapping
may be partially aileviated there by the resort to classification of consecutive
levels in & functional series on the alternete, not on the consecutive; steps
of the General Schedule scale . This, however, is not the invériable rule.
Another characteristic of the system in the United States which may
have considerable consequences is the fact, that a genuinely successful officer
does seldom have to spend a year on each and every consecutive step of the
salary-scheduls, even if his edvancement is confined within the lines of one
series and proceeds regularly step by step. Canada does not follow this lead.
A closer look at the British system; however, reveals the difference
with urnmistakeable clarity, showing how that system favours the long term
career commitment. For the distinctions are not merely in external details,
These latter are rather eimilar. There is no overlapping in the British
salary schedules, but the general level of salaries is more or less com.parable°
The length of time of possible advancement within a class is comparable as well,
being of the order of thirty years in the Administrative Class, and even
thirty-eight in the Executlve Class, in extreme cases. After that length of

time one would have reached the upper ranks where there are no increments to

2k, See the charts in App. 3.

25, ©.g. Social Insurance Administration Series (Code GS-025);
Positions at GS.-8, GS-9, GS-10, GS-11, GS-12, GS-13, GS~1k;
but Veterinary Livestock Inspection Series (Code GS-70l) shows positions
at G8-7, GS=9, GS-11, GS-12, GS-13; Agricultural Marketing Specialist
Series shows the same sequence with additional positicne at GS-1k,etc.
(Source - U.S5.C.S.C., Position Classification Standards.)
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the one rate of salary. Nevertheless such prolonged advancement with delayed
promotion would not, usually, bring one up to those ranks at all, and the
usual rate of advancement is mucﬁ faster. The difference, therefore, as
compared with Canada, seems to lie neither in the length of the total period
of financial advancement, nor in its rate. It seems rather to lle in the
marked advancement in terms of responsibility and authority, as well as range
and level of work, which is involved in a promotion in Great Britaln; as
distinct from advancement by monetary increments and seniority. Moreover,
a promotion usually brings & quite substantial increase in salary. In the
life of the British civil servant promotion is an event far rarer and more
oﬁtstanding than in that of his North-American colleague, for the usual
advancement of the Britigh officer is not regarded‘as a promotion. This
advancementcontinues between promotions, and proceeds by way of small
increments and by way of informal recognition of his growing experience,
manifested, for instance, by more attention and weight being given to his
opinion. These satisfactions are not hampered by the length of time spent
in one class, nor by the laterally restricted range of the lines of promotion,
usually confined within a functional line of grades - the "Class" as the term
applies in GQreat Britain. The variety of work is decidedly not restricted
by the classification system. And a tendency is evident in Great Britain
toopen a runway as long as possible for promotion of people of genuine ability,
for the British civil service authorities are aware that

"persons recruited to the service.....should be placed

on an equality for the purpose of opportunity of

promotion to higher posts.....artificial barriers to

promotion; where now they exist, should be removed;

and the material hindrances must not be allowed to block
merit and ability." 26

26. Joint Committee on the Organization etc. of the Civil Service,
appointed by the Civil Service National Whitley Gouncil, Report
dated February 17, 1920. par. 55.



83.

Nevertheless, the Administrative Claess is still in many respects
a separate preserve, and its upper sector, the Higher Civil Service;
including the Under Secretaries and above, are "the grades above the
‘normal career level'! ".2! But civil servants of ability aspire to that
level, with its exacting duties and corresponding prestige, and they reach
it.

Compared with that prospect, the amorphous upper layer of the civil
service in Canada seems far less effective as a goal for an ambitious person,
a goal whose prospect could spur him to é life-long effort. There is not in
the Canadian service a distinct level of prestige-posts, no traditions of
long stending to enhance ai. set off the social standing of such posts as
do e¢xist in the upper reaches or the civil service, not even a very clear
conception of these upper reaches as &n entityo/ This situation, however,
is sc1ll more favourable to # person with an ambition of msking the c¢ivil
service his career than is the case in the United States, where

"If a civil servant daces by chance graduate into the

political hierarchy ot Secretary, he risks not only

demotion but discherge, if his political bacxers are

defeated at the polls.” 28
The similar danger to careser wervice from that open upper outlet into the
political is being diminished in Canada at present; with the Introduction of
tne pxecutive Assistant Deputy Head into the uppermost hierarchy of the

departments. The introduction of this political officer will leave the

post of Assistant Deputy Head &s a clearly a-political, civil service career

27. Committes on Higher Civil Service Remuneration, Report
February 1949, Cmd. 7635. par. 3.

28. H. Struve Hensel "Ways and Means for Recruiting Capable Federal
Executives” Public Administration Review. v. 13 No. 2
(Spring, 19537 123-129.
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position°29 Whether this innovation will enhance the prestige value

of the upper classes in the civil service of Canada remains to be seen.
The probability does not seem very great, given the general temper of the
North American, and the prevailing evaluation of any occupation or
position mainly upon the criterion of salary or income; which is serving

30

also as & ready modulus of advancement. Moreover, it seems Iimprobable
that a distinct claess of higher civil servant can emerge in the Cenasdian
circumstances, to counterbalance by 1its sccial status its monetery
deficiencies. Too strong is the influence of the United States pattern,
where the idea itself provides "ammunition that is easy to use and hes
always been most effective." 31

Advancement must take place,; then, along the rungs of his scaffoldirg.

PROMOTION: PRINCIPLE AND PRACTICE.

&  Principls.

In the civil service of Canada promotion is the achievement and the
prize of the employee. He is the primary beneficiary in it, and it is up to
him to utilize the opportunities which may present themselves. Frequent
reference is made to the analogy with a bottle of milk, where each droplet

of cream will ultimately find its way to the top,,32

29. Note the misleading, inept nomenciature. The writer is indebted
for this point to Mr. L. J. Rodger, Personnel Officer, Department
of Trade and Commerce.

30. cf. M. Dreese and K. E. Stromserr "Factors Related to Rapidity
of Rise of Interns in the Federal Service™ Public Personnel
Review, v. 12, No. 1 (Jamiary 1951) 31-7.

31. Paget, loc. cit.
32, Everett Reimer, when discussing promotion (lggo cit. p. 173.) refers

to the ‘cream approach'! current in the U.S.A., along with fshoe
leather' approach and with ‘desk-to-desk' approach. One should
observe that the second and third methods are subordinate to the
first, for only when the milk, as it were, is left undisturbed and
the cream droplets climb up as may heppen, some will use their

shoe soles, others will shove imperceptibly from desk to desk. It
would be different in a 'separator approach’, if one may venture an
extension of the metaphore.
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The employee, the metaphore suggests, has to be free to pick up the
opportunities whenever they flash on, unhampered, and the result will
come as if by itself - the best employees will rise to the top of the
hierarchy. The interests of the service are paramount; to be sure.
But where not contrary to these interests, vacanclies should be filled
by promotion,33
There is in this attitude a remnant of the characteristic
North-American belief in the esasential fairness of free access to
opportunities, the fairness of unrestricted possibilities, and the
responsibility of the individual for the use he makes of his chance
when he gets it. This ‘go-getter’ attitude is essentially a stand
of the public, rather than of the authority. The public, the hypothetical
mass of aspirants tc public office might take a position of asserting
"Well, you had your chance’. The management cannot preserve such a
detached disinterestednsss. The management is interested not only in
having competent people at the top, but equally in having the most
efficient service of each employee and the best morale of all. To the
management; a vacancy is a task vacated, which has to be placed in worthy
hands; to the group of competitors for a job it is an opportunity which
should be distributed fairly. It is not the position of the management
that is embodied in the customary North-American attitude, for it is not
ag the bounty of the king, or other form of prerogative, that promotion
is being given out. It is &s a post which belongs to the people, which
is being offered to whoever merits it best. The public, it is believed,
has a preeminent right to the vacancy, and under its eyes it should be

allotted in fairness, without preferences. Therefore the 'separator

approach’ is foreign to the North-American. He prefers the 'milk bottle!

33, Civil Service Act, 1952, s.49 (1).
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approach, where he himself either makes the mark or misses it, but in
reliance on his own capabilities; not on another’s evalunation of them.
The fairest way to the equitable distribution of public jobs is said
to be the relative desert of contenders. It is as a compromise with
modern conditions, those modern conditions that proved the managerial
approach right and the Jacksonian democracy wrong, that the contender
has to prove his desert by satisfying the management about his ability
to carry out the duties of the position in the best fashion. And nothing
will prove this better than a competitive examination, says the popular
belief. The examination must only be free of any irrelevant consider-
ations. - This is the origin of the ubiguity of competitive examinations
all over the domain of the public service in North America.

These tenets are believed in by the more orthodox part of the
staff in the Canadian Civil Service Commissiona3h\ They are not held
as absolutely in the departments. One is tempted to suggest that the
departmental officers, with thelir defined manegerial responsibility for
executive tasks, cannot so fully surrender the managerisl stand and
embrace the role of a disinterested referee, as can members of & staff-
agency. Characteristically, the above tenets ceased long ago to be

professed in the United States.32 1In that country the practice veered

3k, One of the Classification Officers of the Civil Service
Commission characteristically related to the writer, how,
when a vacancy occurs in the service, no heir apparent
has been groomed for it beforehend. Rather, he said, all
probable successors would be kept on their toes, alert and
strictly arraigned on the starting line, to begin the race
at the signal from the Commission. The best runner should,
and would; be the winner.

35, The President’s Committee on Administrative Management
complained about the inactivity of the Civil Service Commission
in locating prospective promotees. {p.83). The First Hoover
Commission’s Tesk Force urged the compilation of a roster of

cont’d
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away from the strict abstinence from directing and active pre-selecting

for promotion. During the early post-war years a Committee for the

Placement of potential promotees was working, though with limited

efficacy936 and in 1955 a roster of candidates for key pests was

established on a govermment-wide basis.3T Specially selected prospectiw

promotees are given training in the Internship Training Programs in the

United States, in an effort to facilitate their undertaking more

advanced duties. No guarantee 1is given ithe interns that any promotion will

materialize, but experisnce shows that they advance faster and find more

opportunities. The program is claimed to be a step on the "way to find

35.

36.

37

(cont'd)

prospective promotees (p.40O). Second Hoover Commission's

Tagk Force complainsd that the Govermment not only does not
recognize capacity in its smployees, but cannot even take
official note of the most plainly demonstrated capability,
which is neglected. The Report of the Commission strongly
concurs with that finding (Task Force Report p. 49; Commission
Report p. 37). The U.S.C.S.C, in its Annual Report for the
year 1956 refers tc the need to motivate and develop people for
promotion (p.49), and its Chairman, Mr. Philip Young, belisved
it to be the agency's responsibility to seek cut the young end
promising emong its employees when there is a vacancy for them
to £111 {"The Federal Service Entrance Examination" Public
Administration Review, v. 16 No. 1 {Winter 1956) 1-5J.

In a Federsl Department of the Govermmesnt of Canada a Chief

of Peraonnel tcld the writer, that he absolutely disagrees with
promotion competitions as used in the civil service. "They stir
up thirteen people; leave twelve disappointed and one who
should have had it anyway" said the officer.

Herman Miles Somers in Federal Govermment Service:; Its Character,
Prestige and Problems, p. 77.

Tmproving Career Mesnagers in the Government Service an address
by John W. Macy Jr. at the 185th Annual Gonference of the Texas
Personnel and Management Association; University of Texas, Austin,
Texas, Nov. 1, 1956.

This should not, however, be interpreted too unqualifiedly to
mean that career in general is plammed in the U.S.A., It is
rather only an indication of an enhanced conflict of older and
newsr trends, where these latter beccme more vociferous. It

is too early to Jjudge what would be the outcome. See infra.

n. 56, for the short and rather fragmentary span of the planned
pert of the FSEE career.
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and develop....administrative ability",38which is a considerably more

active participation in promotion than the general Cenadian service

knows, even if the Junior Officers are included, i.e. those who come

up a8 promotees to the course of administration for Junior Administrative
Officers. In both cases alike no gunarantee whatever is given, but the

aim of seeking out the talented promotee is not so actively and positiwely
declared in Canada as it is in some ceses in the United States.

b Gemeral practices.

The practices lnvolved in prdmoting the civil servent fall
naturally into two categories, namely the ones observed by the management
and those resorted to by the civil servant. As noted above;, the management
in Canadakfollows the rules based on the belief that the vacency 1s a
public property. Each vacancy is filled by promotion when there is a
field of cendidates; or one preneminently sultable candidate avallable.

If the deputy head of the department states that the vacancy may be filled
by promotion, he would indicate the groups or classes to which the competition
should be restricted.39 The vacancy would be advertised in the
designated area, and applications invited. The proper tests;, -
examinations or perusal of credentials; service records or information
included in the application - would be administered by a board of not
less than three members, and promotion swarded and publicized. If there
is one preeminent candidate, no advertisement would be made, but his
promotion would be posted for public notice within the area where the
promotion-competition would have to take place. Here one of the main
difficulties in providing a govermment-wide career originates; It is a

departmental vacancy that 1s filled, most often by & departmental

38. U.S.C.S5.C. Guide for Internship Training in the Federal Service
Pamphlet 46, June 1952.

29. C. S. Regulations, s. 56.
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promotion; inter-departmental promotion by means of a promotion-competition
is almost unkown. The disparity within the service as between various
departments is great, with departments having & very real role and a

Lo

substantial Influence. - Bach promotion may be appsaled by any employee

entitled to consideration, and becomes permanent only after the lapse of
the appeal period and the disposal of appealsahl
This procedure differs markedly from the ones used in the United
States and in Great Britain. In the United Stetes, there is no govermment -
wide standard, with departments or even smaller units following their
own rules, some requiring a selection board; others permitting the
immedlate supervisor tc nominate the promctee, still others having a
formal competition. The only gensral ruleg are those imposing some
restrictions; such as limiting the number of promotions per year or
prohibiting a promotion within three months of a competitive appointment,he
etc., In Greet Britain, however, the system, set and definite, recognizes
promotion as the prerogative of management, and permission for the

employee to make representations 1s regarded as a privilege, freely

granted, but not as a rightch3 Selection by examination is exceptional,

Lo. e.g. in 1954, and again in Fsbruary 1956, one of the Departments
insisted that & vacancy, to which sach time one suitable candidats
only was available, should be advertised for an open competition.

The aggrieved officers left the service; thus the initiative of
the department twice disrupted a career and caused a loss of a
very promising junior. (Scurces; internal memorandum).

b1, C.S, Regulations, s. 63.

Lo, Second Hoover Commission Task Force pp. 161 £f.
cf. U.8.6.8.C, Notes on Promotion; dated 25 Februsry 1955.
Coded 251-117/55.

L3, Treasury Circular TC 22/38, par. d.
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and whenever the Head of a Department cennct base selection upon

personal knowledge of candidates; a promotion board is appointed to adviee
himehh If eny previously accepted principle is claimed to be violated in
a promotion, the Departmentel Whitley Council may make representations.
Staff associations are given eafly notification of appointments for this
purpose. Vacancles are brought to the attention of those directly
affected, but no applications are accepted unless specially called for,
and any attempt to secure support for a candidate disqualifies h.‘i.me,)+5
Limited competitions are advertised only when they are govermment-wide,

and lead only to the basic bottom-grade of & cliess. A fee is collected

in these competitions, and except for the age requirsments, which are
adjusted, they resembls in all respects an opeﬁ competition and are

regarded as recruitment, not as promotion. There is, therefore; no
departmental promotion to the basic grades cof Assistant Principel or of
Executive ()i‘f’.‘tcsern,l‘6 Unlike that system, the Canadien promotion competitl ons
are ever-present, impose no age limits in some cases at a@xll,b’7 and
demonstrate clearly the "studious avoidance of establishing any apparent
crownaprinceé"g The Civil Service Commission prompts the departments

positively to encourage employses to be constantly on the look-out for

opportunities, which may appear any time and vanish as unexpectedly, and

to take part in as many competitions as may be availableul+8 Many

L, T.C. 11/22 par. 6 - 21.

45, Ibid, par. 6 - 27, 29, 32; 5-17; 3-8.

T T.C. 12/48. Normal Recruitment to the General Classes, August 13, 1948.
b1, E.g. competition 57 = P - 1D - 87 {for a sole position of

Administrative Officer 3).

L8, gee J. C. Woodward, loc. cit.
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departments, on the other hand, are rather esager to have positions
filled by open compstition; rather than by a promotion-competition.

They encourage thelr employees to participate in these open competitions,
and believe that this honours the rights of their employees under

§.49. of the Civil Service Act, while being fair to the service and the

publicohg

" To summarize, the civil servant in Canada

can rise to senior levels by a system of

competitive promotions even to the office

of Assistant Deputy Minister." 50

The civil servant certainly can rise - there is nothing to

prohibit it. In complete equality with his British and United States
colleagues, he cannot claim any right to a promotion. He does not think
that such a right is his due DL Moreover, he does not have an ex officio
protector who would look for an opportunity to advance him, while he
himgelf is bent over his desk, as the British civil servant has in his
supervigors, and as the United States civil servant may happen to have in

some agencies. This last fact, the lack of a protector, seems particularly

to agree with the popular temper in Cenada. The Civil Service Commission

4o, C.S.C., a file of Departmental Correspondence.

50, Dr. 0. E. Ault, "Executive Development in Canadian Goverrment".
Personnel Administration v. 17 No. 6 (November, 1954), 24.29,

51. The position in Great Britain was noted above, n. 43. The
situation in the United States was well described in Bet. Govt.
Pers. Evidence, p. 140.
The feeling that such rights are not due, and, if given,
constitute en unfair privilege, is well documented for Canada
by the objections raised by the Civil Service Federation in
1935 to the passage in the poster advertising a Clerk Gr. L, (Male),
competition. This adverted that "Early opportunities may be
expected, if satisfactory service is rendered, for promotion to

Principal Clerkships.....and to higher grades in the Service."
In the objection it said,"advertised vacancies have never been
previously presented in such glowing terms." - (Source - a

memorandum sent to the Ottawa daily papers on April 30, 1935,
mentioned in the files of the Civil Service Commission.)
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itself seems to have been repeatedly on the verge of reachling another
position, one more likely to reflect the interests of the management.

As early as 1934, in the course of planning the non-specialist university
graduates' recruitment as Clerks Gr. 4, it was remarked that "the present
gsystem is noted princifally for the lack of a comprehensive plan for
providing officers adequately equipped to replace the senior officers of
the Service as their positions fall vacant”.”2 Since then the effort

to have the J.A.0. class and its sequels planned went on, and it is not
yet over. In July 1956 one of the Civil Service Commissioners told the
writer that the Commission is very deeply concerned with the planning of
careers; including the major problems of promotlons and transfers.

Thers should not bes a systematic advancement of mediocrity, he believed.
The same note was prominently sounded agaein in the Conference of Senior
Personnel Officers on May 20-21, 1957, referred to above. The Conference
heard an eulogy of the Army practices, where the advancement of the officer
is planned by his superiors.

On the other hand the mass of the smployees must feel apprehensiwve
of any planning of individuwal careers, lest it introduce inequity. When
the administrative classes were reviewed in 1938, the emmity of the rank
and file must have heen considerable; for a proposal was raised to have
the administrative trainses attached es understudies to senior officers,
but not included in the establishments, so as to relieve the objections
of staff who resented the prospect of having to contend with the new-

comers for available vacancieso53 In 1955 the Chsirman of the Civil Service

52. Internal memorandum of March 2, 1954, The Secretary of the
C.S.C., dissented from this passage when 1t was considered at
that time.

53. Internal memorandum of February 2, 1938.
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Commission asserted again that the J.A.O0's
"0 not, by the way, receive any advantasge in

promotion competitons - they have to earn

advancement just like anyone else - but the

record shows that they are fast-rising types..." Sk
and the Summary of the Conference on May 20-21, 1957 expressed one of its
findings in guarded language, saying that the govermment tende more and
more to search internslly for people to fill the senior posts - meaning,
of course, to promote officers rather than advertise vecancles for
competitions. In this effort the Civil Service Commission has to contend
with the particularistic tendencies of departments as well, for these terd
to direct the entrants in disregard of any master plans,55
¢ Adminigtrative Officers

The edvancement of a Junior Administrative Officer is planned for

the firet two or three years. He comeas in, is given a year's training while
a probationsr; then, if his appearance before the Annual Review Board is
successful, his probation is over and he becomes an Administrative Assistant.
After two years;, and in sxceptional cases after one year, he is promoted,
if successful, to Administrative Office 1. From here on he mﬁst fend for
himself, looking for vacated posts and competitions. In this he
parallels closely the planned path of the J.M.A. and of the F.S.E.E. in

6

the United Statesa5 Indeed the plans of both general career groups, in the

54, C. H. Bland, Opportunities in Government Servics.

55, A memorandum of April 10, 1956, contains instences of a
departmental promotion in disregerd of general rules laid
down for JAO's, and a decision on training to be given to
an officer, which deprived him of & prometion for which he
was recommsnded.

56. cf.(1) Milton M. Mandell "The JMA Progrsm™ Public Administration
Review, v. 13 No. 2 (Spring,1953) 106-112. T2} Program for
Recruitment and Training of FSEE Eligibles by the Civil Service
Commigsion.Personnel Division, U.S.C.S.C. Jamery 1956.

7 unnumbered pages, nmimeo. p. 5.
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Unlted States and in Cenada, fit exactly the apt description given
to the merit system in ILuther C. Steward’s testimony before the Commission

of Inquiry on Public Service Personnel in 1935q57

One enters through a
door of a stage setting - behind it one finds nothing. Only in some
agencies of the United States' Government, notably in the Civil Servica
Commission itself, one finds elaborate promotion progrems with appropriate
devicesn58 The basic difference between these systems and the British ore

i8 too well known to require more than mere mention.

a Non-competlitive Changes:

— e — o — T — — o S —

The two non-competitive ways of change in the position of a
civil servant remain to be discussed, namely re-classification and
transfer. Re-clagsification 1s the term given to a change in classification
due to changes in the duties of a positlon, or to & mistake in the initial
classification, discovered later. Technically this is done by abolishing
the 0ld position; creating a new one and appointing the incumbent to
the new position. While historicelly it was not always a full promotion -
for in the 1930's it often served in order to impose duties of a higher-paid
post without awarding ite salary - at present it is a form of advancement
independent of establishment or vacancies. As such it may thrive only in
systems where establishment is not regarded too seriously. Iﬁ the civil
service of Canada it became confused with promotion without competition,
and established itself in sreas of office work, where it clearly might
subvert establishment. Nevertheless it main roie lies in the scientific

and professionel classes, where strict establishment has little meaning,

57 Bet. Gov. Pers. Evidence, p. 64,

58, See Commission lettsr No. 57-40, June 25, 1957, with attachments.




for & scientist does advance and become mors valuable with his
accumulating experience, and he does develop and someiimes redically
alter his position, in full independence from hierarchical status and
establishment or salsry. Such advancement can hardly be recognized in
another way but some technique of re-classification, glven the structure
of job-oriented position classification. For normal promotion would
have to remove him from the very spot where he contributed most and is
expected to contribute more. Indeed most of the reclassification
actions in Canada are concerned with scientists. Thus in 1950, for instence,
they obtained about one half of all such advancements, while they
constituted only between five and eight per cent of the civil serviceoﬁ9
The civil service of the United States finds itself, understandebly, in

60

the same position vis-a vis the scientist, and resorts to the same technique.

Facilities for transferring employees between agencies or

- departments are desiderata hard to attain, even in the best conditions.
The Royal Commission on Administrative Classification in 1946 founé-that
higher persomnel is often used in an inefficient way because of the lack

of a way to arrange for an occasional transfsrnél The situation is not

5%. Internal memorandum dated May 18, 1950. ~ Although many grades
in the civil mervice should be excluded from this generalization,
for they could not possibly claim re-classifications -, the
proportion is nevertheless heavily weighted in favour of the
scientiflc workers.

60. ®A related kind of flexibility comes from the fact that an
outstanding scientific or professional worker inevitably
attracts to himself projects of progressively greater
significence. As his job increases in this way, his classification
can be adjusted accordingly. Thue the rank of the job grows
with the increasing stature of the man." - Philip Young, in the
address to the 16th Annual Conference of the Society for Personnel
Administration:; A Forward Look in Personnel Administration.
Washington, May 16, 1956.

6l1. Royal Commission on the Administrative Classification in the Public
Service, 1946. Report, Ottawas, King's Printer, 1946. p. 20.
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much better now, for transfers may be effected only upon the authority

of a deputy head, and, between varicus departments; upon the request of

both deputy headao62 In the United States the usual thing to do, in a

situation where transfer would be indicated, is to resort to competition

for another post; elsewhere. In Great Britain transfer became quite

comon during the war, when the technique helped to staff new departments.

63

But after the war the frequency must have decreased again, for lately

opinions have been heard to the effect that the c¢ivil servant is rather a

servant of a department than a member of a general civil service working

staff, and that traensfer is almost impossible because of the non-transfer-

ability of senioritymprivileges‘,61L Effective use of transfer involves

a central personnel agency well acquainted with the staff in all departments

and provided with considerable authority in menasgement of personnal

matters within the departments - aomething that contradicts efficient

management and discipline within the departiments. The closest approach

to a desirable solution, would probably be informsl meetings of personnel

officers for the sake of exchanging information on such matters - a method

used in some places in the British civil service.

MERIT FOR PROMOTION.

In the civil service and in the Civil Service Commission one finds

the belief that a fair merit system is incompatible with the protection of

62.

63.
6k

C.8. Act 1952, 8, 50. This is a real obstacle to action in

gome cases. In the C.5.C, circles it is felt as such, and one

of the Commissioners was quite outspoken in summer of 1956, when
telling the writer how this condition; in conjunction with the
re-acceptance by the Commission, led many times to total loss of
potentialities for advancement, leaving people stranded in blind alleys.

The Reform of the Higher Civil Service, par. 57.

Gladden, Civil Service or Bureaucracy, pp. 37 ff.
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the employee or the solicitousness for his sheltered carser. The belief
seems to be based on the assumption that office, that permenent public
property, should be constantly open to the public. This means making
the employse compete with the public for vacancles which might offer him
promotion. On the other hand the Canadian is not a docile type, and a
systen requiring years of staying at one level of salary and in the same
grade does not appeal to him. The reaction of the employee in the
Federal civil service to the conditions he finds there is a fully
adequate adjustment to his own needs and ambitions. He knows that he is
expected to take advantage of the opportunities which are said to offer
themselves throughout the vast area of the service, opportunities that
come and go like flashes on a switchboard, and which are the prize of
those alert and able enough to seize them. He knows that he will have
only himgelf to blsme for missed opportunities. He is on his guard. He
is not set primarily on making progress by patient work of the best
standard and awalting the reward to come from above. He feels the urge
to meke his own opportunity, to be alert and quick rather than painstaking.
Since an opportunity on the outside is not scorned, for it may indeed
be even better than one inside-; since the service is not the only place
for a planned life-time work - even the attitude to promotion is not as
serious and deliberate as it might be in systems featuring life<time
careers. It is widely recognized in the civil service that one who
concentrates excessively at one's job is at a disadvantage as far as
advancement is concerned, advancement, however, is not as crucial as it
might seem, for there are opportunities everywhere. Accordingly the
employee is encouraged, as noted above, to participate in as many

competitions as he may:
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"Announcements of vacant positions, setting forth the
duties and qualifications required for the Jjob, will be
circulated from time to time. It is to your advantage
to read each of them, study the duties and qualifications,
and decide whether or not you can fill the bill. If you
think you can, by all means apply for the position. You
may enter as many competitions as you like - if you fail
to qualify it is not held against you.o.....IN A FEW WORDS -
PROMOTION IS UP TO YOU". 65
The position is essentially similar in the United States, where long
temure even at posts quite high in the hierarchy is rather an exception.

On the other hand the recognition is growing in the United States, that
®One of the most important incentives in any way of life

is the knowledge that hard work and devotion to duty will

produce & relastively orderly career development and the

assurance of fair treatment." 67
The same feeling may be said to underlie the numerous expressions of
concern with the attractiveness and the future of the British civil
service career, that fill the Evidence and the Report of the Royal Commiss ion
on the Civil Service;, 1953-55. And though, ag 1t was noted, the practice 77
in the North-American civil services brought about an adjustment on the
part of the employee, which 1s oblivious to that theory and even contradicts
it. This statement applies equally to the United States and to Canada.
The opportunity-hunt may bring other advantages, not necessarily by way o

a change of place of work. The employee who finds an opening elsewhere

may use — and often does use — that fact as a point of leverage to achieve

65. C.S8.C. For Your Information As a Civil Servant. Ottawa,
Kings® Printer, 1951. pp 16-17. Capitals in the originsl.

66. cf. F. G. Connor and R. H. Landis "The Federal Administrative
Program” Personnel Administration v. 8 No. 4 (December, 1945),
11-1%, - They report average length of tenure in government,
reported by the interns, as 5 years 1 month; average tenure inm
present classification - 10 months; average age -~ 28.9 years.

67, U. S. Senate Committee on the Post Office and Civil Service,
Administration of the Civil Service System, Report to the
Committee. U.S.G.P.0. Washington 1957 (85th Congress, lst Session,
Comnittee Print No. 2.) p. 55. (Report of the Special
Consultant. )
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a promotion in his old place of work in the civil serviceo68 This is
institutionalized in Canada, in the Civil Service Act, s. 64, which
permits extraordinary promotion within the department for employees who
keve won in an open competition for & higher clase., This 'merit by
opportunity-hunt’ certainly contradicts merit by efficiency.

_QUANTITATIVE PRESENTATION.

Due to the emorphous path of advancement found in the civil service
of Cenada any statistical presentations based on class-titles should be
avolded in the treatment of the general service, for that criterion is
due to chence and is,thus;arbitrary. Rather, all the incumbents of
higher~salaery positions in the general service must be treated as one
homogeneous group. Separate treatment may be given the scientific and
professional classes; and the Foreign Service Officers may be treated as
representatives of a planned career service., The Junior Administrative
Officers and Junior Officers - promotees from the ranks - may be regarded
as a separate group, with the possible Inclusion of the Administrative
Assistants. They represent the planned and controlled part of the
Incipient general career service.

2 Positions in higher salary ranges.

The register of recipients of a salary of $7,500 and above p.a.,
maintained by the Civil Service Commisesicn, and containing 863 separate
personal historles, was used as the basis for study. Due to some over-
lapping and dlsparities in the numercus salary schedules a division by

zones of $1000 has been adopted instead of indications of grades or

classes. No figures for perticipation in competitions could be ascertained.

68. In the files of the C.8.C. one finds references to requests for
promotion of employees, who have been offered another job and
whom thelr supesrvisors are loath to loss.
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The number of promotions effected as a result of competition 1s given

in Table No. 9.

TABLE 9. Number of successes in competitions of Officers in their

several salary groups.

Salary in Number of successes in competitions Total
0 1 2 3 N 5 6 718 |9 |10
7500-8000 1 1 2
8001~9000 15h# | 53 |2k {34 2k | 15 | 10 L |2 320
9001-10000 115 | 42 |31 |27 |27 | 11 | 7 6|6 [2]1] 275
10001-11000 49 i {19 |11} 12 8 L 2 |1 120
11001-12000 39 23 7 6 3 5 1 1 85
12001-13000 1k 5 3 L 3 6 1 36
13001-14000 9 3 2 1 15
14001-15000 2 .1 1 1 1 1 6
15001-16000 1 1
1600117000 1 1 2
17001-18000
18001-19000 1 : 1
Total 385 1139 |85 |84 | 73| 48 | 22 [1k |9 |3 | 1| 863

Notes: # Number includes 89 medical officers, who, in line with all

Source:

the scientists and professionals; seldom take part in compet-
itions, their usual manner of advancement being re-classific-
ation. It has been noted by the Civil Service Commission, that
in 1650, for instance, scientific officers constituted only
between 5% and 8% of the Civil Service, but received about 50%
of all the re-classifications.

¥  Number includes 51 medical officers as above, and an uncertain

number of other professionals.

Civil Service Commission, personal records of federal civil
service, senior personnel.

N.B. "Salary” is understood to mean the maximum of &n individusl's salary

= range. 69

classes

ranges,

No records are kept of the number of incumbents in the several
or grades, therefore the totel of incumbents in the several salary

given in Table 9, will have to substitute for a presentation, which

69.

The practice in the federal service is to define salary not at

the actual rate of pay, but at the maximum of the range for that
particular salary-class. It has been necessary to follow this

a8 consistently as poesible throughout the present study, for it
was impossible to check every datum as to its actual momentary
referent in dollars-and-cents pald-out. Nevertheless some
inconsistencies are most certainly hidden in the records collected .
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would otherwise entail the perusal of all the personal files of the
individuals, both included in the table and not included, because of lower
salary levels.- A corresponding presentation of the numbers of employees
in the Federal civil service of the United States, by their G S grade, may
be found in the Report of the Tesk Force on Personnel and Civil Service
of the Commission on Organization of the Executive Branch of the Govermment,
February 1955, p. 161. ?heir medisn rate of advancement is given in the
Annnal Report of the U.S. Civil Service Commission for the year 1956, p. 59.
The want of comparable records; however, has little meaning in the Canadian
circumstances, for the number of incumbents et the several levels 1is
incidental, in the abasnce of any factor regulating the relativities between
classes. Not even the highest levels are subject to control; as the
three ‘supergrades' are controlled by statute in the United States.
b Administrative Officers

In the abeence of any general service-wide records, a study of a
departmental group of aedministrative officers employed by the Department
of Trade and Commerce was made and used as a sample fairly representative
of other such groups. It included forty individuals, classified in the
Administrative or in a varlety of other classes; but all employed at
administrative office-work. The incumbents were rated by grades when in
the Administrative series only, and by length of service - as an indicator

of the rate of advancement.
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TABLE 10. Officers on administrative work in the Department of
Trade and Commerce, by class and length of service.
Class Length of service (years) Total
0=-3 3=5 5210 10-15 15=20 20-25 25-30 30+

Jun, Admin. Off. 0
Admin. Assistant 0
Admin, Officer 1 2 3 1 6
Admin. Officer 2 2 1 i 1 5
Admin. Officer 3 1l 1 2 2 6
Admin. Officer 4 2 1 3
Admin. Officer 5 2 1 3
Admin. Officer 6 1 1
Admin. Officer 7 1 1 2
Other Administr. 1 1l
Other classes 6 5 1 1 13

Total 3 3 5 12 9 1 4 3 ko

Source:

Personnel records, Department of Trade and Commerce.

This table does not reveal anything beyond the operation of chance,

ag usual in the advancement of federal civil servants who are not within well-

defined departmental planned services.

The division by number of competitions successfully undertaken in

relation to the length of service is not more revealing.

TABLE 11. Number of administrative officers who successfully participated in
one, two; or more competitions, in relation to length of service.
Number of Length of service (years) Total
successful
competitions 0-3 3=5 5-10 10-15 15-20 20-25 25-30 30+
0 3 2 5 11 8 1 2 33
1 1 1l 2 1l 5
2 1 2
More than 2 0
Total 3 3 5 12 9 1 L 3 Lo
Source: Personnel records, Department of Trade and Commerce.

The division into directly recruited officers and promotees from the

ranks is presented in table 12.
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TABLE 12. Direct entrants and promotees in relstion tc length of

servics.
Category : Length of service (years) Total
0-3 3-5 5210 10~15 15-20 20-25 25.30 30+
Promotees 1 3 2 12 9 b 3 34
Direct Entrants 2 3 1 6
Total 3 3 5 12 9 1 4 3 | ¥

Source: Personnel records, Department of Trade and Commerce.

With the exception of the only officer recruited directly for
administrative work in the group of 20-25 years of service, direct recruits
are a strictly recent phenomenon.

On this point the Canadian Administrative Officer classes differ
strongly from the United States' JMA's, for those were strictly entrants and
recruits; no promotees from th§ ranks admitted. The situation in Canada
resembles the British more in having clesses open to promotees - who constituted

over one half of the British Administrative Class in 1950,70

not, however, in
having introduced a cless set apart for 'crown princes’; which, indeed, has
not been true even of the British Administratife Class for some time.

The data on the JMA in the United States show a clear pattern of

advancement in that class, consistent with the length of service,7l The

recent position has been described thus:

M. e..00.h81f of the group appointed in 1949 and 1950 are at (S-13
or higher and somewhat more than half of those appointed in 1951
and 1952 are at GS-12 and higher. Of the total group of 143 JMA's
for whom the data are available, 132 are at GS-11 or higher."™ 72

T0. The exact number is 1323 promotees as against 1290 direct entrants.
The figures and their breakdown by grades in W.A. Robson, ed.; The
Civil Service in Great Britain and France, p. 103.

71, Milton M. Mandell "Evaluating the JMA Program™ Personnel Administration
v. 18 No. 3 (May, 1955), 7-10 & 22. Table on p. 8.

T2. Milton M. Mandell;, in & letter to the writer, dated June 27, 1957,
for which due thenks are rendered here. Data pertain to Fall of 1956.
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The lack of any general data on the Administrative Officers in the civil
Service of Cansde, and the smallness of the semples collected by the
writer, would make any inference at the present stage as to the pattern
of their career highly dubious. The pattern of advancement in the British
Administrative Class is common knowledge. The inner distribution of its
members as to their grades; however, might be of interest;, for it reveals
the sound relativities preserved within it; particularly in regard to the
prospects of a new entrant. The following table shows the position as of
1956.

TABLE 13. Inner Composition of the Administrative Class 1n Great
Britain by Grades. (Home Civil Service only.)

Total Number Included Included
Grads private Resident
secretaries Clerles
Permanent Secretary 36
Deputy Secretary 48
Principeal Under Secretary 1
Under Secretary 185
Assistant Secretary 619
Principal 1213 18
Assistant Principal 265 67 h
Grand total 2367 85 oy

Source: C.S.C.;, The Administrative Class of the Home Civil Service.
London, Civil Service Commisai~n. 1956.

73

No comparable numbers about the Executive classes are available.
c Scientists and Professionals.
No goverrmment-wide records of advancement and no numbers of incumbents

at the several levels are available. Therefore some departmental groups of

73. This is a serious lack, for there are numbers available showing the
promotions into the Administrative Class. If numbers were available
to show out of what group these promotees came, an index of the worth
of such prospect would become available,
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sclentific workers had to be studied. This was expected to permit
judgment by analogy, on the assumption that live practice in the depart-
ments would have to follow some lines of similarity in consequence of the
basic comparabllity of the nature of scientific work. Two groups were
found to be represented in a shape consistent and clear enough for that
purpose. These were the scientific employees of the Departments of
Agriculture and of Trade and Commerce. Accordingly, a sample of 149
sclentists employed by the Department of Agriculture (every third name on
a list of them) and the entire group employed by the Department of Trade
‘and Commerce, numbering 24, were studied by the writer.

The manner of their advancement was as follows:

Among the sampled records of 149 scientific employees of the
department of Agriculture the author found only two (2) ascertained
cases of promotion through competition, with a further two cases where
competition might have been purely formal. Againet this there was only
one case - of an employee recruited with a doctor's degree in 1956, -
when there had been no advancement in salary since entry, and, on the other
hend, an immense number of reclassifications.

Among the 24 employees of the Department of Trade and Commerce
only two did not receive any raise in salary - both were hired in 1957.
The writer found in the records eighty cases of reclaosification, nono
of competitive promotion. The numbers of reclaessifications per person
range from none to six each. Four employees received six reclassifications
each, five persons had five each, three employees received four reclassifio-
ations per person.

Advancement by grades, as well as numbers of incumbents at the
several grade-levels, are of no consequence for reasons of disparity,

as noted above.
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This situation is very different from the one preveiling in
Great Britain, where; with the White Paper on the Sclentific Civil Service
and the introduction of central recruitment; an establishment has been
developed, which is preserved as far as this 1s compatible with the specific

character of scilentific worko7h

The development in Canada does not seem to
indicate any real need for a set establishment. In material points the
progress is certainly great and encouraging, as for instance in the field
of advencement; which has vastly improved since the Royal Commission of
1930 complained sbout the pathetic lack of promotion.75

The findings in relation to Forelgn Service Officers will be
presented in the framework of the case study of the Department of Trade

and Comuerce, in Chapter Six.

RESUME OF PROBLEMS .,

The classification plan of 1919 was supposed to assure that:
a equal work carrles equal compensation and b increased efficiency carries
increased compensation, but ¢ seniority advancement "out of all reason”
is halted. These goals have not been fully achieved., At present equsl
class, which means equal title, carries equal compensation, but does not
necessarily mean that work is egqual. . Higher ¢lass with higher salary does
not necessarily signify higher efficiency. And advancement "out of all

reason"” might be posaible.,76

T4, The Scientific Civil Service, Reorganization and Recruitment during
the Reconstruction Period, Cmd 6679, September 1945. The establish-
ment developed is highly flexible, but definite enough in shape. See

Cmd 9613, Evidence 16th day, qu. 2503-9, also Report, par. 534 -
for e table of composition of the several grades.

75. Royel Commission on Technical and Professional Services, Report,
February 1930. Ottawa, King's Printer, 1930.p. 15.

76. e.8. In one of the correspondence files, about ten yeers oid, the

{cont'd)
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Advancement is hardly planned. The best specimens of a plan
might probably be found in the careful and well reasoned opinions
of the Anmmal Review Boards that pess uwpon Administrative probationers,
but even this planning is for & short temm only.77’Some indications of a
growing trend twoards more extensive planning were found. These>stress
a more orderly promotion and one planned for longer periods ahead,78 but
not the closing of the civil service as a cadre with recruitment restricted
enclusively to pcints of entry. It is realized that the civil service in
Canada produces too few top rank administrators; gnd thet this fact reflects
upon recruitment and diminishes the attractiveness of the civil service
career - thus creating a vicious circleo79 The situation in Canada, compared
with that in Great Britain; would probably present the most pronounced
contrast precisely on this score. The career of a British civil servant is
believed to be very attractive, for many candidates seek it, and they hope to
attain in govermment ﬁhat business does not usually offer - access to positions

of msnagerial responsibility. The British c¢ivil service does aspire to a

76. (conttd)
writer found & case of an Administrative Officer who was offered
another job, and whom his superior wanted to keep. The superior
was urging a promotion, which; in the words of one document,
depended on whether a suitable title could be "dreamed up". There
seem to be no reasons to be certain that this cannot happen under
the present system.

77 Here is an example of this planning probaebly at its best:
"The department's immediate plans for Mr.-- are to leave him in the
Personnel Division and to develop him as a general Personnel Officer.
They foresee an administrative career for him but they can also see
him in positions such as that of Personnel Selection Officer in the
C.S5.C, where he would have to deal with large numbers of people in
various departments and to exercise judgment in the selection of
people....." (Excerpt from a report by an Annual Review Board in
1955. The finding endorsed by the Board. Quoted from the files of
the C.S.C. by permission).

78. cf. Royel Commission on Administrative Classification, 1946,
Report, p. 19 and passim.

79. See, e.g. Watters and Gow, loc. cit.
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closed system, and does not favour mcbility between itself and external

employmentﬁao
On the other hand there are similarities Iin the working of the two

systems. It has been noted that the highest echelons in Britain contain

people recrulted from the whole ares of the civil service, which thus

becomes unitary in a sense°81 This characteristic 1s pronouncedly present

in the civil eervice of Cansda as well. And the great number of increases

in compensation and in classification, in comparison with the far smaller

mumber of successes in compstitions found in the recorde of some categories

in the civil service proves that in scme parts promotion comes often not

through opportunity-hunt, but as recognition of = good cleim - making it much

c¢closer to the British pattern, if more confused. A related problem is still

perplexing; that is the question how to reconcile the need:Bf some additional }ﬁ

B a W

seasoned administretors at the top, with the undifferentiated recrultment and y
the amorphous structure of the service. For top-rank administrators are
produced within some distinct group, such as an Administrative Cless in
Britain or a Senlor Civil Service contemplated in the United States. The
attemptes at creating & series of Administrative Officer classes in Cenada did

not crystallize into the formation of any separate group, and such an idea

80, Cmd. 9613,: Tth day, Memorandum par. 17; Report, par. 70l; see alsu
The Reform of the Higher Civil Service, par. 65, 67, 68, for the
evaluation of the attractiveness of the service and for tabulation of
the career patterns. That tabulation shows that the probability of
consumation of a career at the Assistant Secretary level or better
wag, for the direct entrant to the Administrative Class, who obtained
promotion to the rank of Principal - about 80.9% at the age of 41 or
above, 41.3% at an age lower than 41 -. For the group studied as
a whole - the probability was 60.4%. Promotees from the ranks had,
respectively, that prospect in 39.5% for the older, 29.9% for the
younger group, and for the promotees as one aroup 37.8%4. It is not
yet certain how much did the last ten years +tarnish that reputation
or permanently change the trends in the British public. The
Annuel Reports of the C.S.C. for the years 1955-6 and 1956-7 show a
tone distinctly less gioomy than thet of the Memorandum submitted to
the Royal Commission on the Civil Service in 1955.

81. Sir Edward Bridges, "The Reforms of 1854 in Retrospect" The Political
guarterly, v, 25. No. 4. {(Octobar-Necamhaw 106hY 23£ ~nn
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is not yet current in the civil service. A separate group entails e
plenned careser - which is another idea not yet acceptable on the North
American continent. The British idea of a career brings to the mind the
image of & runway, with é set course; the North Americen prefers the jumping-
board,82
A profound contradiction is concealed behind the notions underiying
the North-Americen systems of structure and promotion. The recruit is
selected mostly by a specific examination; for a definite and specialized
Job. But the structure does not cffer him a long and clear line of promoticn
along a series of posts for which he is qualified, and which are set apart
for him and protected from lateral entrants. The system of promotion would
favour rather a candidate with mmltiple skills and great versatility. Those
are exactly the people whom the present system of selection does not recruit.
Tﬁe operation of this céntradiction does not favour the development of profound
knowledge of one's field in the civil service; it does not produce top ranking
men in any field.
A minor point, bﬁt one characterietic of Canada; is the prolonged
of fort on the part of the Civil Service Commission to please everybody, to the
detriment of the clarity of system and ultimately leading to confusion.
Nothing 1llustrates this inclination better than the followlng passage from

the Annual Report for the year 1955 (p.20).

82. The question of personsl rank looms large in this entire discussion.
It attracts progressively more attention, and may in time bring ebout,
as a preliminary step, some stiffening of the attitude to esgtablish-
ment and other slements of a more solid system. This point 1ias
significently illuminated by the following fact. In 1949 a system of
review boards was Introduced in the scientific clasmses in Canada. The
boarde were charged with re-examining entrants at the end of their
probation; in order to pass upon their fitness for permanency. When
the system was reviewed in 1952, the Departments concerned showed a
marked delight with the mere fact that there is a system; which can
be consistently and strictly applied. (Source - C.S.C., files).
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*It is = somewhat frustrating aspect of the Commission's
classification function, however, that no matter how
thoroughly end Jjudiciously it ie carried out there will
alweys be a small number of aggrieved employees who are
quite convinced that thelr services have been badly under-
valuated."

This sentiment must be held responsible for many unnecessary, even

83

These blur and obstruct career, which must be plain and clear in order to

be effective.ah The change on this point seems rather slow in coming, for

it touches upon a baslic dilemma, that pertains equally to the classification

system of the United States. The Report on Administration of the Civil

Service System 85 brings the following observation of the Specilal Consultsant,

which applies with equal cogency to Canade: ®In a sense it is a case of

not being able to start a new plan because of not knowing how to let go of

the old one",

83.

8L,

85.

The story 1s well known of establishment of numerous classes,
distinct only by title, or by a minute difference in compensation,
but introduced in order to satiasfy some request. Many of them
longer on, as a glance at the Minutes of the Treasury Board

(e.g. T.B. 519606 of July 5, 1957) will suffice to prove.

This point was extensively and forcefully diacussed by Professor

K. B. Callard in an unpublished Report on the civil service in
Canada,

cit. supra, p. 56
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CHAPTER FOUR

INCENTIVES,

A career ir. the civil service .s not the most attractive one, for
the majority of peoyle prefer other occupations. The incentives offered
°y the civ:1 services play, however, an .in cruwunt part in determining the
attitude of the public, as well as of the employee. There is a great
diversity in the value ascribed to the several rewards, stimulants and
incentives as found in the civil service.l Nevertheless, the agreement
about the identity of these incentives - as distinct from their relative
importance - is considerable. These are belleved to be the main ones:

Interest in the work; satisfaction with its social or public import-
ance; security of temure; pay; advancement; prestige; hours and conditions
of work;"fringe benefits™, such as pension, security of retirement and
heelth; leave and holidays; training and education; work-relations and
nature of supervision; travel opportunities; etc.

It is neither proposed to evaluate these incentives and to establish
their order of importance, nor to lay down rules for their use. This study
will rather attempt to ascertain the beliefs current in Canada, Great Britain
and the United States about that uge of ihe main ones, which would be most
applicable to a carser service. After this, it shculd be poesible +o compare
the actual application of these incentivee with the desiderata professed.

These desldwratas are clearly implied in the concept of a career, as
- developed in Chapter One.

REMUNERATION ,

The customery attitudes of the iorth american In ascribing values

to these incentives make it preferable to start the discussion with the

1. See Kathleen Box, Recruitment to the Civil Service: an inguiry mede
by the Sociz1l Survey for H.M.'s Treasury, May to July, 194€.
H.M. Stationery Office, New Seriee No. R0,
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subject of compensation. Considerations of compensation condition, to
a very great extent, the attitude to all other incentives, and often
override other such considerations.,2 As noted above, when the expectation
of long-term career connections with the employer are the accepted pattern,
considerations of pay are less prominent.3 This epplies particularly to
immediate, initisl salery at recruitment. It ceannot, however,; be stretched
to imply that initiel salary may be disregarded, even in most decisively
career-orientated enviromments. This point was asserted by a witness
before the Royal Commission on Civil Service; 1953-55, who said:

®Phe factory inspectorate.......has got itself into quite a

shocking state. The Department will not pay professional
galaries, so it just does not recruit professional people.”

4

In Canada, where the prestige group is the one engaged in business,
and the mobility is great, it has been found that; in order to attract the
able and qualified to the govermment service; it is necessary to offer a
salary “a bit above the going rate". This is the consensus of recruiters
for most of the categorlies employed in the c¢civil service and it recurs in
their reports and memoranda over the years. A logical sequel is the concern
for a comfortable salary over a period of time, This period is not very long
in Canada - a few years &t most; for the future of an employee cannot be

calculated for longer. The situation is complicated by the very fast rate

of change in the level of earnings and the standard of living in general.

2. See supra, discussion of value of classes. cf. Bendix, op. cit. P47,
3. Compare the numerous paragraphs devoted to this point throughout

the Report of the Royal Commission on the Civil Service, 1953-55,
e.g. pars. 100, 162, U51-467, et. al. There is there a striking
similarity to some of the proposals and arguments of the Royal
Commission on the Administrative Classification, 1946, e.g. part 2
p- 25 of their Report.

4, Cmd 9613, Evidence, 12-13 days, qu. 1889.
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This throws out of focus any long-term planning and forces the service
to plan for a short range only, with frequen£ ad justments and major changes.
Combined with the high note of turnover in some areas of work, 1t produces
a constant race with the ‘going rate!;, for any slowing-up would cause the
recruitment to dry up and an incresse in outflow would set in. Therefors,
the salary ranges are short and shortlived.” This expedient of momentary
adjustments to & market price is not always accepted as an unmixed blessing,
for the Professionil Institute of the Public Service of Canade complained
repeatedly that the consideration paid to the recruit damages the morale of
the existing staff who do not always receive a corresponding adjustment,6
The same practice of permanent adjustment to the current employment
rate is adopted in the United Stetes, where, for instance; the initial
salary fgr engineers and physicists has been modified three times within
one year, April, 1955 - April, 195607
The situation in an enviromment where & career setting is customdry
is different. The fact that civil service carries prestige in such an
suviromment contributes markedly to that difference. In Great Britain'
the principles of salary policy at the recruitment level are to pay a rate
comparable to external starting salary, and to provide for an adequate

pay-scale along the ladder. A recruiting rate, lower than the externsl,

S For one 1llustration out of many, - a rate for the initial salary
of graduates, set in the Fall of 1954, and still acceptable by
J anuary 1955, was found overtaken by external employers in Spring
of 1955 - when the offers had to be made to the new recruits. In
the Fall of 1955 the rate had to be set about 12 to 17 per cent.
above the previous one. The same process goes on for many years.
(Sources - various files and memoranda, especially - a memorandum
of September 7, 1956.)

6, The Professional Institute of the Public Service of Canada:
The Institute’s Salary Brief, January 20, 1956, pp 5-6: Brief on
the Need for Upward Revision of Salaries etc. February 6, 1957 pp.5-6.

T, U,S.C.8.C., Release to the Press, April 3, 1956. See also U.S.C.S.C.
Annual Report for the year 1955. p. T6-
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would denude the service of talent. A rate higher than outside would

denude the open market and drain more than its share into the service-

which would be un:f"air.,8 The consideration of fairness to the employee in

the civil service of Canada 1s necessarily and obviously present; that of
fairness to the market and the competitor for manpower - absent. The

writer directed a question to this effect to many officers of the Civil
Service Commission, including its Secretary. The uniform answer was negative.
This is most probably due to the fact that unfairness to the outside market
is an academic consideration in an enviromment where most of the advantages
lie with that market which commands both financial resources and reputation.

Initial salary may influence recrultment, but it does not, however,
determine the future course of the employee. Whether this course will be
that of a career service may depend, among many other comnsiderations, upon
two additional aspects of compensation. One is, whether it contributes to
retaining the employee in service; the other 1s, whether its plan is such
as to stimulate the development of the service relations in & manner
characteristic of career services.

For retaining the employee, salary schedules must provide a decent
stendard of living at a reasonable income, enabling the employee to sustéin
a femily when 1t growso9 Such a salary must be comparable to those paid by
good employers for similar work.lo Both the Canadian and the British civil
services subscribe to tﬁese principles. In Great Britain, the recent Royal

Commission on the Civil Services subjected to a searching scrutiny the

8. cf. Cmd. 9613, Report, pars. 100, 469, 538, 545, and passim:
Evidence - 3-4 days, p. 77, par. 7, 21-22 days, p. 95¥ par. 51:
stel.

9. Royal Commission on Technical and Professional Services, Report.

Pebruary 1930. p. 16 chapt. 12.
10, A statement by the Prime Minister of Canada, December 22, 1948,
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principles of compensation,ll The civil service of the United States
seems to accept, theoretically, the same principles, while following in
practice what coulc be described as a "hand-to-mouth" policy of ylelding
vhen there is no other wey, and adjusting the scales at the base of the
lowest accepteble minimum. The statutory enactment of the compensatilon
schedule, and its extreme rigidity make minor adjustments impossible. And,
there is no discussion of principles there, only of rates. Apperently, they
believe that it is possible to maintain the permanent harmony between the
pay in the civil service and that outeide through assigning the positions
to grades with & proper salary, once they are recognized as basically right.
Then adjustments would take place within the framework of the fixed pay-
plan, through shifting the position to another salary bracketq12

The practice shows similarities in &ll three countries, with,
however, different results. In all three, the lower salary levels are
subject to conmtinuous pressure, for they become unattractive as the cost-
of-living rises, causing an incresse in sarnings outside the civil service,
and a gap between these earnings and govermmentel salaries. The North
American goverrmments respond by ralsing lower saleries and recrulting at
rates above the minimum. In Great Britain, the salaries of grades of entry

are being raised, The resulting compression of scales causes an outflow

11, Most of these accepted principles have been enounced in the
Report of Transmission of 1919, as gulding rules for the Canadian
system. As stated by the Royal Commission on the Civil Service,
1953-1955, in Great Britain; the main principles are:

a Horizontal comparability - (principle 3, p. 25 of the Re eport

of Transmission)

b Vertical relativity - (included in principle 2, p. 25, ibid.)

Apart from these, the conception of fairness of salary is equal

in both systems. See Cmd. 9613, Report, passim, and especlally

par. 95; see also Evidence, 1-2 days, qu. 57.

12, Compare L. DeWitt Hale, "Let's Rewrite the Classification Act".
Personnel Administration. v. 8 No. 10 (June, 1946), 13-23.
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from the civil service at intermediate and Higher levels in the North-
Americen countries, thus destroying the foundations of a career service.

In Great Britain, the compression of the "concertina",13 as the recent
Royal Commission expressed it, endangered these foundations and called
forth the effort to remedy it by that Royal Commission. Iits effort went

in the direction of extending the "concertina", by widening the distances
between the maxlmum of a grade and the minimum of the next one above. This
restored the incentive value of a promotion, which used to bring a
substantial increase in salary before the compression set in°l’1L In the
civil service of Canada, as well as that of the United Stafes, the whole
schedule of scales went up uniformly, leaving the increase at promotion
very small, often only at the amount of one increment.l” The continous rise
of absolute earnings, however; deprives these small amounts progressively
of their previous effectiveness with the diminution of their relative value.
This is the more pronounced the higher up the salary schedule i1s the
promotion. A tacit admission that such increments are meaningless is glven
by the tendency, evident lately in Canada, to follow the British example
and abolish increments at the highest levels of salaries, leaving them

16

"broadbanded" at a few widely-spaced rates. In the United States, only

13, Cmd. 9613, Report. par. 338 et. al.

14, See for instance the proposed salary schedule for the Administrative
Class. Cmd. 9613, Report. par. 421,

15. Aggravated by overlapping, see Appendix 32

16. For this point the writer is indebted to Mr. J. A. Murray, Director,

Organization and Classification Branch, Civil Service Commission,
Ottawa. Mr. Murray gives the proposed amounts for broadbanding as
$12,000, $13,500 and $15,000. These arrangements were under
consideration by the C.S.C. durlng the summer of 1957. If adopted
they would include the thres highest levels under the Civil Service
Act, namely up to and including the Assistant Deputy Heads of
Departments.
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grade GS-18 has one rate of pay. The similarities between the developments

in Cahada and in Great Britain are; however, more apparent than real. For

the principal conslderation in Great Britain is the career value of salary,

rather than merely the retention value. Since a carser in the service implies

sontinuous progress over a long period of time, the British system concentrates

on meking the advancement in service aceentuated. The employee would have a

veriod of rather slow advancement, comparable to that available in the civil

service of Cenada or the United States. The amount of yearly increment is

not much different, its incidence - identical.,l7 But;, unlike Canada, the

British civil servant receives a substantial raise in salary upon promotion,1

and he does not have to compete for that promotion, thus depending for it on

unforeseen and uncomtrollable factors of luck and chance. These promotions,

dependent on merit shown by the mamner of work, its efficiency, devotion and

responsibility, punctuate the orderly but moderate progress, bringing the

successful up to a level where the modest affluence, combined with prestige

and Interesting work, emply reward the officer. In the highest salary brackets,

another increment would not mske any noticeable difference, and the reasons

for awarding it would be hard to establishol9 These levels are "broadbanded"oeo
The foregoing suggests a general observation. The salary generally

attalnable in the civil services of Canada, the United States and Great Britain

is roughly comparsble. At the top it amounts to $15,000 in Cenada, $16,000 in .

17. Only in the United States increments over $200 are given every
78 calerdar wesks, not every year. Federal Personnel Manual,
p. Z I-31kF, (o).

18. This is an avowed purpose and introduced with the express aim in
mind. of. Cmd 9613, Evidence, 1-2 days, qu. 276-7.

19. 1bid. qu. 245,

20. ibid. Report par. 121.
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the United States, anu L 6000.-( $16,800) in Great Britain.°l At the bottom

of the career grades it is $4,050 in Canada (J.A.0.), $3,670 to $4,525 in the
United States (F.S.E.},L 575.- ( $1,610) in Great Britain (Assistant Principsl.)
The differences are minor, with a clear disadvantege to the beginner in

Great Britain. The plan of advancement, however, in terms of salary is not
comparable, In a.l three countries, the initial salary is regarded as
attractive, in terms of the usual expectations of a graduate fresh from

achool. The top salaries are believed in all three countries to fall far
behind the earnings attainable in business and industry. But here the
comparability ends. The schedule of Intermediate steps is much different.

This line of intermediate steps is an almost continous string of increments,
densely spaced or overlapping in Canada and the United States. It 1s deprived
of any striking changes in these civil service systems, but it does not,
nevertheless, lead smoothly and monotonously up the slope. Broken up into
short, fragmentary stretches;, it does not automatically permit the passage

from one section t¢ another. Rather, it imposes densely-spaced hurdles,
eighteen of them in the United States, and an undefinable number in the Canadian
civil service. Each hurdle imposes a set of requirements, and spens a way

for the incidence of chance and luck. Mapping a journey over such a road is

a virtusl impossitility.

The Bri:ish system is quite dissimilar. In order to discuss this
point adequately, one of the initial assumptions of this study has to be
recalled. It was said in Chapter One, that, for a career in service to be
meaningful, the point of admission should be placed within a reasonable distanée
from the summit of the service to permit a reasonsble chance of consummstion

at a satisfactory level. One further assumption evidently underlies the present

21. The only post at E7,000 (Permanent Secretary to the Treasury)
does not influence the general picture.
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study, which is that in the British clvil service 'reasonable distance’
inciundes the whole of the Administrative, Executive and Scientific Officer
classes; for, in them, the main lines of service culminate, and because the
admission to these classes from other parts of the service is subject to
specific safeguards. This last observation pointes up the difference between
the British system and the others, referred to abovse.

One may, to be sure, run into hurdles in that system as well,
but these are situated at the points of entry into the three classes diséussed,
and form, indeed, the very safeguard devices of that entry-point. The
competitions lead to these well-defined and clearly-marked points of admittance .2
The employee, admitted to one of these classes, may be certailn that, once hse
concludes his probation and is confirmed, the future advancement depends only
on his merit and the availability of openings. The last factor is a more-or-
less calculable one, while the employee‘s performance depends, to the greatest
extent;, on himself. Considerable differentials in salary as betwsen the
-goverel grades make promotion a memorable event, and the careful preservation
of internal complements of grades guarantees to esch officer a modicum of
advancement. The character of the sslary-structure pute the stress upon the
proapect and advancement, not upon the momentary pay. Combined with the
prestige enjoyed by the civil servant, which is not worse than in any highly
regarded occupation, plus the other incentives, it amounts to a strong
inducement to a career in the cilvil service.

While no theoretical calculations of career prospects are possible
in relation to the civil servant in Cenada, the practical picture of the
careers made in the service may be presented. In this presentation, however,

two points must be clearly stressed. First~ that the career in Cenada cannot

22, An occasional competition for Principals does not yet affect
the general truth of this statement.
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be regarded as consummated upon the attaimnment of a class-tile, for these
are dleparate. Therefore, the criterion of salary must be substituted.
Secondly, that "in the Service we normally speak in terms of the maximum
salary of man's range",23 The presentations that follow show; consequently,
the range of salary according to the maximum, not to the actually=<paid rate.
The tables are based on the same samples, which served for the presentation
in Chapter Three.

Table No. 1% shows the level of salary attained by all recipients
of salaries of $7,500 and above in the Federal Civil Service of Canada, in
relation to the length of their service. The situation 1s &8 of June, 1957.

TABLE 14. Number of officers at the several levels of salary
related to the length of their service.

Salary in $ | Length of service (Years) Total|L.of | Gr.
0-3 3-5 5-10 10-15 15-20 20-25 25-30 30+ gerv. |Total
. - unkn.
7500-8000 1l 1 2 2
8001-9000 ko 44 68 34 41 18 17 35 299 21 320
9001-10000 18 20 54 49 37 18 25 35 255 19 275
10001-11000 2 10 19 25 21 8 11 9 105 15 120
11001-12000 3 2 22 16 15 5 h 8 75 10 85
12001-13000 3 1 5 9 9 1 L 1 33 3 36
13001-1%000 1 3 3 3 10 5 15
14001-15000 1 3 1 5 1 6
15001-16000 1 1
16001-17000 2 2
17001-18000
1800119000 1 1 1
Total 863

Source: Civil Service Commlssion, personal records of federal civil
service, senior personnel,

A critical perusal of the above table results in the following

digest:

23, From a letter from the Chairman of the Civil Service Commission
to a professor who requested material for a paper on the civil servics

of Cenada, October, 1952. Compare Report of Transmission, 1919,
. 31 ("Pourth......").




121,

DIGEST OF TABLE 14 Percentage of officers with verious lengths
of service at the several levels of salary.

level of salary Length of service (years) ? Total

$ - 0 -10 10 - 30 over 30 }
Below or at 10,000 Ll 24 43.3% 12.5% 100%
Over 10,000 30.1% 60.3% 9.6% 100%

While not very striking, two features deserve careful note. First -
only 9.6% of the recipients of higher salaries serve for very long periods,
while 12.5% of the lower paid officers do so. This fact, however, should be
less surprising tusa it might seem at filrst glance,; for there was hardly any
ambition to hire employees for any but an immediate job in the civil service
unﬁil the mid-thirties, at least. In this sense, the category of 'over 30°'
in the above table has no more meaning than any other period of long service.
Second - there is & very high concentration of higher-paid officers in the
medium range of seniority. But any final inferences would have to be checked
against the possible influences of the recent growth of the service which
caused a heavy recruitment (end a corresponding inflation in the number of
low-seniority officers) and of the policy of recruiting rather to low-salary
ranks in the area of more advanced positions (and the corresponding concentration
of the higher-salaried officers in the range of at least medium seniority).

Teble No. 15 shows a similar computation for Administfative Officers.
The sample is the one used in Chapter Three, Tables Nos. 10-13.

TABLE 15, Number of administrative officers at the several levels
' of salary in relstion to length of service.

Levels of salary Length of service (years) “Total
_$ 0-3  3-5 5-10 10-15  15-20 20-25 25-30 30
['000-5000 2 2 1 5
50016000 1 3 2 1 1 12
60017000 Y 3 3 1 11
7001-8000 1 1 2
8001-9000 1 1 2 1 5
9001-10000 2 1 3
10001-11000 ~ 1 1 2
Total 3 3 5 12 9 i1 I 3 50

Source: Personnel records, Department of Trade and Commercs,
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Apart from the operation of chance, Table 15 shows that no officer,
with less than five years of service, attained to the level of salary over
$6000 p.a., and none with less than ten years of service receives more thean
$8000. The emallness of the sample, however, makes any inferences risky.

In order to see the situation in regard to scientists in the Federal
Civil Service, a study wes made of the personal records of & sampling of
sclentific persommel. The group contained 479 serving scientists engaged
in fundamental reserach, and was composed as follows:

In the employment of the Department of Mines and Technical

Surveys 222 (all)
In the employment of the Department of Northern Affairs

and National Resources 84 (all)
In the employment of the Department of Trade and Commerce | 2k (all)

In the employment of the Department of Agriculture 149 (sample - every
third name in a list)

The results are tabulated in the following table.

TABLE 16. Number of scientists at the several levels of compensation,
in relation to length of their service.

fevels of Tength of service (years) Total|L.of |[Grand
Salary, $ 0-3 3-5 5-10 10-15 15-20 20-25 25-30 304 serv. [Total
unkn.
L§060-5000 T 1 _ R
5001-6000 31 15 50 12 11 4 4 1 123 12%
6001-7000 19 16 46 9 10 8 5 3 116 1 117
7001-8000 19 6 53 12 8 4 9 3 11 . 114
8001-9000 3 2 25 16 5 2 5 6 6h 64
9001-10000 2 L 7 9 2 2 2 28 28
10001-11000 6 7 b 1 1 1 20 20
Total 81 k3 187 66 Yo 19 26 16 478 1 479
Source; Personnel records, Departments of Mines and Technical Surveys,

Northern «ffairs and Natlional Resources, Trade and Commerce,
and Agriculture, Ottawa.

Table 16 shows three peculiarities: First - only slightly more than

3.3% of scientists have served for a very long period - over 30 years. Second-
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39% of the entire sample are officers with between 5 and 10 years of service,
and 64.7% of the sample have less than 10 years of service.

The third peculiarity is in the distribution of salary in relation to
length of service. Taking the amount of $7000.- p.a. &s a divisive figuro,eh
it Qill be found that, among the employees with less than ten years of
service, 59.1% receive a salary below this level. Among the sclentists of
medium seniority and above ~ ten to thirty years of service - this ratio is
45.0%, while in the group of very long seniority - over 30 years of service,-
the ratio is 25.0%. Evidently, long service brings a higher salary - which
may be due to the operation of re-classification, considering the rarity of
promotion competitions found in the records of thess employees. The small
nunber of employees in the long-seniority groups does not seem to indicate
a great success on the part of management in retaining scientists and
profeasionals for a long career; rather, those scientists, who were genuinely
interested in serving the public or in thelr particular project or line of
work, stayed on and eventually arrived at their still éery modest salary.

It might be concluded that the possibilities of developing a salary
policy which counld help to stimulate the crystellization of a career in the

civil service of Canada have not been explored so far.

2k, This figure has been adopted on the consideration of the salary of
scientists at the "working level"”. The "working level" is a
description unofficially used in the Civil Service Commission to
denote the fully professional level of work, where the scientist
is supposed to be independent and more or less self-directed.
This level is usually located at grade 3 in research lines (see
the pilot plan for the Chemist Series developed in the Civil
Service Commission offices in Jamuery, 1955, and superseded since,
but providing still the guiding ideas). The salary for these
grades, laid down in T.B. 517272, May 9, 1957, reaches slightly
above the division line, namely to $7,320. The average scientist
is expected to reach this level as a matter of course.
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SECURITY OF TENURE.

"The assurance of retaining one's job, receiving a fair
salary in return for normal work and having the opportunity
to pursue a career is a form of security which is basic to
any personnel system." 25
Ag far as security of tenure 1s concerned, the civil servant of
Canada is safely protected. He can be dismissed only upon the authority of
the Governor=in=Counciloe6 Even thé dangerous twilight of a semi-political
post, nameiy a private secretaryship to a minister of the Crown, does not
endanger the termre of & permanent civil servant.<! In this respect, the
civil service of Canada offers & security reletively better than thet of a
British civil serﬁant, who 1s believed by some to carry a risk not smaller
than an industrial worker.28 It gives, certeinly, a better protection than
the United States offers the govermment employees, wﬁo are protected neither
from dismissal after a bone fide error,29 nor from separation for reductions
in force or other managerial reasons, beyond the control of the affected
employees. Dismissal is possible when justified, but it needs a sufficiently
welghty matter to Justify it in Canada. Arbitrery dismissal does not endarger
the career of & civll servant in Canada, if he, himself, has the intention

of meking the service his career.

INTEREST IN WORK AND ASSIGNMENT .

This is a potent incentive in any kind of work. It applies to a
scientist as well am to en office - or a manual worker. As a morale-generating
factor, it interlocks and interpenetrates with other incemtives. It is,

however, of an iuntensely personal, imdividual character, for uniform response

25. The edministretion of the Civil Service System, p. 54,

26. Civil Service Act, 1952. 8. 52,

27. ibid. s. 61.

28. Cmd 9613, Evidence 7 day, qu. 970-2,
29. Better Govt. Pers. Evidence, Herbert Hoover's testimony, pp.469-478.
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is hard to achieve on this point, even from homogeneous groups. One must,
therefore, distinguish between the aspects of work that appeal to an
administrator and those that appeal to & sclentist, for these may be quite
divergent.

The administrative officer, who is not a specialist would be more
interested in work of varlety, of scope, and one endowed with social significance;
rather than a monotonous routine, or indeed an activity diverse and complex,
but of little comsequence. In appreciation of this fact, the Chalrman of the
Civil Service Commission in 1955 described the attractions in the duties and
assignment of administrative officers as consisting of (1) the feeling of
being of service, (2) the wide scope of work and (3) the satisfaction of
contact with first rate minds. ™A person would have to be unimaginative
indeed not to be stimulated by that kind of a challengs" - he observed43o

In the dally practice, however, the vista tende to be obstructed by
the prosaic task of momentary assigmnment to particular duties. Especially
in Canada, as Indeed in the United States, in which countries the horizon is
further restricted by the tradlitional specialization of work in the civil
service, one finds a recital of defined duties end processes wherever the

assignments of adminlstrative officers are consideredo31

As if in response
to the feellng of dlscrepancy on this point between the expectations and the
practice, the idea of a Senior Civil Servent with a personal status and rank
ceme up lately in Canada.32 For personal rank and status transcend the

momentary assigmment and its limitations. They point to the open space

beyond the boundary of the allotted area and thus keep alive the feeling of

30. Bland "0pportunities in Govermment Service.™.
31. See Appendix 4 for exemples.

32, Watters and Gow, loc. cit.
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connection with the extermal events and the interest in them as in close
possibilities.

Thus it seems that when an Assistant Principsl is admitted to the
service, he is accepted into a group of people all of whom are occupled in
one wide field. It is true that arranging a transfer after the conclusion
of probation is not a very easy matter, but it is still possible. And, In
spite of his being practically a departmental servant rather than a roving
all-govermment employee, the member of the Administrative Class may be
requested at any time to transfer wherever his service is required.33
Correspondingly, he has a psrsonal rank.

The Administrative Officer on the North-American Continent is amssigned
to a position. He 1s not a member of a group, only an occupant of a place.
His work may be very interesting, exacting or exciting; but there is no way
of knowing this beforehend, and very little chance of devgloping a position
following the temperament or interests of the incumbent. The cogent remarks of
Everett Reimer, on the "conflict....between the idea of belonging and the
idea of reward being contingent on personal output" should be recalled in
this contexta3h

The scientist or professionsl is influenced, in addition to the above,
by some specific considerations. The interest evoked by the work is of e
different character, for it consists of the appeal of a specialized line of
study combined with the sense of 1ts being done in the service of the

commnity in the first place,35 not as in industry, where the public benefit

33. C.S.C. The Administrative Class of the Home Civil Service, London,
C.8.C, 1956, p. 4 par. 7.

34, Loc. cit. p. 163.

35. See Reinhard Bendix, op. cit. p 47,.Compare C. D. Ahlberg and

J. C. Honey "The Scientist's Attitude Toward Government Employment".
Science v. 113 (May L4, 1951), 505-510.
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might often be only & secondary consequence of serving the concern. However,
the principal allegiance of the scientist is probebly given to his subject,
and this is a source of difficulty in the senior ranke. The senior scientific
officer might be necessarily spending an increasing proportion of his time
in directing, supervising, or administering the work of his juniors, and thus
lessening his own contact with actual sclentific work. That not all scilentists
are prepared to undertake such assignments is not surprising. This point was
mentioned before, as was the importence of another related point, namely,
that of the personalities of prospective superiors and their standing in the
world of science. For the reluctance of sclentlsts to undertake supervisory
duties reflects here on the readiness of others to join the service.

Understandably enough, the authorities in the civil services
considered here are rather laconic on the subjJect of the nature of scientific
assigmments, which are determined by the requirements of the disciplines and
not by an administrative fiat. XKnown to the scientists; they are meaningless
to laymen, and therefore théir publication is unnecessary.

The importance of assignment, even in systems where it does not
attach & personal rank to the employee, is highlighted by some recent official
remarks in the United States. These describe the havoc played by downgrading
employees in the civil service of the United States even in cases where the
financiel loss is negligible°36 The appeal of assigmment, end especially the
blow of downgrading, are addressed to the prestige end to the self-respect of
the employee. This gives them & crucial importanceo37

TRAINING AND GROOMING

The opportunity for receiving a valuable training is an attraction of

36. Administration of the Civil Service System, pp. 56-60.

37. cf. Whyte, op. cit. p. 4Ol
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the first order. The employee with some aspirations would see in it a great

personal gain, in the widest sense, and a promise of greater abilities and

possibly higher achlevements in the future. Moreover, training may develop the

employee into a person better attuned to his work and its purpose, and thus

facilitate the attainment of a long-term successful career.38 Such training

would be less concerned with the immediate Job, and more with the wider

implications of the service in its social enviromment on the one hand, and the

wider potentialities of the employee on the other. There is & considerable

measure of agreement that both orientations in training are important and

that both may contribute greatly to the development of & carser service, each

in its way. This is true of any work, whether one of high interest or routine.

The routine work may be made more efficient, thus providing the employee with

& fesling of greater usefulmess and augmenting his self-respect and satvisfaction.

And the routine worker, too, may be made aware of the setting and meaning of

his work, again to the end of increasing his satisfactiono39 Lastly, training

may be used for fecilitating transition to new situations or to an anticipated

future - an aspect of great allurement to the career servant.ho
In the Canadian civil service, training functions are a recent

addition, for only the most elementery beginnings were visible one decade ago.hl

Most of the training which 1s given in the service is of a departmental

38. cf. the concluelons of the Report of the Committee on the Training
of Civil Servants, 194k, Ccmd. 6525 pars. 118-119.
39. ibid. par. 16
Lo, See H. Laski; "The Education of the Civil Servant®™ Public Administraticn,

v. 21 No. 1 (Spring, 1943), 13-23.

k], C.S.C. Annual Report for the year 1955, p. 17.- Also - Royal Commission
on the Administrative Classification in the Public Service, 1946,

Report, p. 22.
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character, and aimed at providing the skills called for in some position.
Only the Administrative Officers are provided with a more extensive training,
on two levels. The Junior Administrative Officer is required to complete
successfully a course on administration, which takes one full week in September
and another in April of his probationery year, and weekly sessions during
the Fall-to-Spring period. This ig a rather comprehehsive course, and its
students are rotated to various Jobs during their probation and attendance
at the course. The other course is intended for senior edministretive officers;
it is a residential arrungement, lasting for four five-day weeks in the
Autumn. Since 1ts introduction in 1953, it gained popularity and recognition.
The curriculum is & general and comprehensive ona, providing lectures and
seminar groups on problems of the Canadian Democratic System, Canedian
Government, Principles and Methods of Administration and related topics.
Professionally conducted, it 1s being extended at present to the Atlantic
Provinces and considered for wider use.

Somse Intermediste training 1s given at the Civil Defence College in
Arnprior.

This resume covers ell the formal training. The training given at
work is necessarily variegated, and does neither create greater uniformity in o
the service, nor does it contribute much to the enlargemsut of scope or
widening of horizohs of the individual. Scientific employees do not receive
any special formal training as such, except in diasciplines peculiar to the
government, such as meteorology or radio-operation, where the Civil Service
Commission "is finding itself recruiting people who must be given extensive

training......" ha The civil servant may, nevertheless, obtain educational leave,

Lo, C.8,C. Anmual Report for the year 1955, p. 1h.
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with full, partisl, or no pay, depending on the degrese of interest the
service has in his proposed education.u3

On this last point, the practice in Cenada differs from that of the
United States;, where a perhape-uncongcious essumption 1e saild to prevail,
that the civil servant should come to the govermment fully trained for his

Job."ﬂ+

Repeated efforts aimed at securing legislation to permit the training

of govermment employees at external facilities and institutions have failed

until now to change the rule forbidding it.h5 The pressure for such a change

is great, and the President added his §oice to that of civil servants and

their management in his Message t0 the Congress on Jamumary 11, 1955 (House
Document No. 66, 84th Congress.) The facilities which are available are

utilized to their limit, wherever possible. The highest effort in that direction
is the Federal Administrative Intern Program, which is & course on lines

ginilar to the one for senior adminigtrative officers in Canada.h6

In-gervice training is provided; of course, in Great Britain as well,

and there, too, most of it is departmental and Job-orientated.h7 But the subject

k3, Civil Service Regulations, s, €9 D.
L, Second Hoover Commission, Report, p. Lé.
L5, First Hoover Commission Task Force Report, brings the rule on p. 36

The last attempt to reverse 1t, made on February 23, 1956 (H.R. 9510,
84th Congress, 2nd Sess.) failed to obtain favourable attention.

L. First Internship Course described by Henry Reining, Jr. in "The First
Federal In-Service Internship Program” Personnel Administration v.7
No. 4 (December 194k) 8-20. Official description in Guide For
Internship Training in the Federal Service, U.S.C.S.C. Pamphlet L6,
June 1952.

+

L7, Described in a series of pamphlets under the inscription H.M, Treasury
Civil Service Training and Education and the following individual titles
and code-numbers:

Training in the Civil Service, August 1952, W.396-55.

Training for the Administrative Class (undated) W393-55, similar
panphlets for other classes, and Central Office of Information, London,
The British Civil Service, 8 December 1955, R.3188 and other.




131.

is not exhausted herewith. The recognition of the horizons which open.

48 e

thenmselves before a properly-trained civil service was noted above.
Committee on the Training of Civil Servants, 194k, made numerous and carefully-
considered suggestions, aimed at the development of the individual civil
servant, at giving him the appreciation of his personal contribution to the
service and his individuai moral stand in the social context of the service.h9
Such an effort is more than training. In the British milieu a great proportion
of the several clesses comes to the service at & fairly'standard educational
level and consists of & more-or-less homogeneous type of person, with s similar
background as far as school goes, at least. A vast effort at educating the
entrant in a broadly-set way produces a group of great social and moral cohesion.
Membership in it could be a stimulating experience which might account; in part,
for the stability of that group.

The scientigt in the c¢ivil service responds, particularly, to the
factor of professional and scientific contects with persons and orgenizations
engaged in his line. The importance of freedom of such contacts;, of oppor-
tunities to participate in discussioné and colloguia, to publish the results
of one's work etc. is hard to overestimate. In the civil service of Cenada,
these opportunities are not uniform. Some departments encourage contacts more
than others, some publish their own periodicals, some send their employees to
conventions and conferences and pay their expenses.’0 Many scientists would be

encouraged tp publish papers end scientific works not involving national

security, while official secrecy requirements would be kept at a minimum.

48, Ses supra notes 38,39.

Lo, See Report, Cmd. 6525, pars. 1k4,15,25-27, 34,93,108-120, and passinm.

50, J. C. Woodward, loc, cit.: also interview with Mr. J. Fred Dawe,
C.S.C. Ottawa, July 8, 1957, to whom the writer is indebted for
valueble information and for general support and assistance cordially
given during his stay with the C.S.C. on a prolonged research visit.
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The professicnal contacts, and the reputation'that follows them, gained the
civil service of Canada = fare distinction - namely "™an embarrassing number
of requests' from abroad for the services of Canadien experts in the field
of technical assistance.5l While not very systematical, the attitude to the
subject in Canada shows an ewareness of 1ts importance. This is in line with
the feeling in Great Britain, as illustrated by the fact that of the six-and-

a-half pages of the Report on The Scientific Civil Service published in 1945,

over two pages are devoted to professional contacts and to relaxation of
secrecy°52

®FRINGE BENEFITS"

The customary use of the sbove term testifies to the belief that the
benefite included are not major ones in their own right. This is not
necessarily so, for, in some circumstances, they may become quite important,
as would be a grant of leave to a scilentist, for instance, who intends to
write a book.o3
a lLeave. Apart from statutory annual leave (fifteen days for employees
working a 5-day week, 18 days for those on a six-day week) and from cumulative
sick leave of equal duration, the civil servant in Canada may obtaln special
lesave on sickness, maternity or important personal occasions. He may be

granted educational lsave with partial or'full pay, and the govermment msy

51. Address by the Right Honoursble Louis St. Laurent, then Prime
Minister of Caenada, to the Professional Institute of the Public
Service of Cenada, Ottawa, February 23, 1957.

52. See Cmd. 6679 cited supra.
53. In the ill-defined term of "fringe benefits™ one finds included

benefits to the employee which are not immediate and regular
cash-payments. In this study attention will center on leave,
superannmuation-pensions, and insurance, for these may have some
bearing on a career-service.
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5k

even undertake to pay his tuition fees. Numerous other facilitles are

extended to him to enable him to pursue hie line of study if this may

redound to the benefit of the service. This is an arrangement of considerable

appeal to the young, and to people with ambitions to continue with their

education. No such facilities are offered in the United States, where a

slightly more generous anmual leave 1s graded accordingly to the length

of service. Thirteen deys is the minimal leave there, and twenty-six days

its maximal duration, for employees with over fifteen yeare of service.

Apart from this,; the law recognizes only leave without pay, or sick-leave.55
The British system provides graded leave periods, but their length

depends not only on the length of service but on the salary-status as well.

Executive officers, and those within the same salary acales, are granted

three weeks and three days of annual leave, which increases, gradually, to

six weeks after thirty years of service. Employees within the salary bracket

above that begin with four weeks and two days, and those within the brackets

of the Administrative Class are granted five weeks initially. Six weeks is

56

the common maximum. This is & generous arrangement, attractive and
encouraging to prolonged service, while offering an additlonal reward of
promotion. Special leave, and educational lsave - sometimes in the form of a
sabbatical year's lesve, may be arranged if necessaryo57 A significant

feature is the extenied sick-leave allowance given in Great Britain, for

this may be six months in any period of twelve months with full pay, and a

54, Civil Service Regulations, s. 690 (3) (b).
55. Federal Personnel Manual, L-1-7, 8.
56 . E. C. 28/56, dated June 25, 1956. Printed in the Whitley Bulletin,

v. 36 No. 8 (August, 1956), 124-127,

57. See e.g. Cmd 9613, Report, par 223-240.
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further pefiod of six months on half pay,58 Such arrangement, hardly
matched on the outside, gives the servant a sense of security which is
a potent bond with the civil service.

A furlough leave of thirty work-days, not charged against the
employee's leave credit, 1s given in Canada after twenty years of mervice.
b Superanmation,

Superannuation in the Canadian c¢ivil service is contributory and

obligatory. It is provided for in the Civil Service Superannuation Act,

EQEEL as amended. Retirement is statutorily compulsory at the age of seventy,
while sixty-five is the retirement age laid down by the Governor»inaCouncil?9
Permissive retirement benefits are provided for in case of earlier retire-
ment with the exception of discharge for misconduct. In the latter case,
the amount of his own contributions may be returned to the dismissed employee,
without interest.

An employee may not contribute for longer than thirty-five years,
and his retirsement allowance is calculated at two per cent of his average
salary over a period of ten consecutive years when it was highest,60
multiplied by the numbser of years of service up to the maximum of thirty-five.
His widow, 1if not re-married, and his minor children, receive a reduced
annuity. The significant point, however, 1s that, whenever a civil servant
decides to leave the service, he may receive all his own contributions as

a lump sum, or, if he has more than five years' creditable service, he may

elect a deferred anmmity starting at sixty years of age, or a reduced annuity

58, The British Civil Service, R. 3188, p. 13,

59. Your Superannuation Plean, a pamphlet issued by the Superannuation
Branch, Department of Finance, Ottawa, 1957. p. 18,

60. Ibid.
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starting at the age of fifty. In the latter case, the annuity for
dependents, in case of death, is not reduced.

These provisions differ only in minor details from the United States
Federal Civil Service Retirement lLaw (Retirement Act of 1920), as emended .61

The came is greatly different in Great Britain. The purely financial
side of superannuation theres is probably the least significant, although the
employee receives at retirement-, normally at the age of sixty and after not
less than ten years' service,- a2 pension, and a2 single lump-sum, which is
an additional allowance in the amount of a three years’ pens:l.on.,62 The rate
of yearly allowance is rather less than in the United States, and markedly
less than in Canada. The most significant attributes of the British scheme,
however, are the facts that the pension plan is non-contributory and
non=mandatory063 This is intended to maeke the grant of pension a payment
ex gratia and, as such, contingent on meritorious service until the age of
definite retirement, with the exception of compassionate cases, or of

6k

compulsory retirement. This instrument, or rather weapon in the hands of
the Treasury, is clearly effective as an inducement - sometimes a not-too-
gentle one = to a continmmation of a career when any length of time has been

invested in 1.6 The very effectiveness, though, has been under repeated

61. The retirement system is described in Your Retirement System,
pamphlet 18, of the U.S.C.S.C.; July 1953. Recent amendments
are listed in the U.S.C.S.C. Annual Report for the year 1956,

pp. 109-111.
62. Cmd. 9613, Report, par 690, table on p. 171.
63. Ibid. n. 1, p. 170.
6k, Ibid. par. 69%, 699-703. also Introductory Factual Memorandum

on the Civil Service submitted by the Treasury, Dec. 15, 1953
pars. 123=127;

65. See Royal Commission on Equal Pay, 1945 - 6, Report, Cmd. 6937 par.i8.
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attacks by official bodies and interested persons. The Commlttee on the
Political Activities of Civil Servants remarked that such a system of
superannuation may result in keeping in the civil service unfit persons who

should rather be out of ito66 A similar remark in The Reform of the Higher

Civil Service 67with a recomuendation to permit premature, voluntary

retirement on reduced annuity stresses the realization that a system of this
kind may be undersirable. It seems apparently adequate, justified and is ,///
tenaciously adhered to,68 while it may, two-edged as it is, ceause more harm

than shows on the surface. On one point, however, the British government had

to give in: this was the necessity of interchange of scientific personnel

with universities and similar institutions. The Government Declaration in

the White Paper on The Scilentific Civil Service of 19h569had to announce their
inclusion in the Federated Supsrannuation Scheme for the Universities, in

order to remove all barriers on their free movement into the service and out
again. In conclusion, it seems that the expedient used in Canada, of depriving
the employee, who leaves the service prematurely, not of his entire expectations,
but of & clearly-defined and unsarned part of them, is less objectionable, if
not absolutely proof against criticism on grounds of equity. As an inducement
to a prolonged career, the effectiveness of much a course may be not less

than that of the other.

c Insurance plans.

e e

All three governments provide for a low-cost life insurance for their

66. Committee on the Political Activities of Civil Servants, Report,
Cmd 7718, 1949. par. 47. cf. also Cmd. 9613, Report. par. 703.

67. op. cit. par. 76.

68. Cmd 9613, Report, par. 700; Evidence, 17th day, qu. 2574-2591.

69. Cmd. 6679) par. 7.
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employees, Optional in the United Steates, the scheme is a compulsory one
for married men in Great Birtain. It had been introduced there in 1949 as

a contributory plan.,70 But, although optional in the United States, the
scheme attracted ninety-five per cent of the civil servants; when it was
introduced in August, 1954.71 In Caneda, it dates from the same time (195L)
and is compulsory for all who are included in the Superannuation Act.T?

The net effect of these low-cost insurance schemes is hard to assess,
for, in the North-Americen countries, the habit of carrying insurance is so
common, that, probably, seldom is the government plan the only one. In Great
Britain, the National Insurance pensions may have diminished the value of the
life insurance to the old survivor.

STATUS AND RIGHTS,

a  Political rights.
In all three countries, the civil servant is required, and assumed,
to te a-political. In Canada, a Federal civil servant may accept any
elective office in local government, if it does not carry a salary in excess
of $1000u=73 Participation, however, in partisan work connected with a
federal or provincial election, or contribution to party funds or participation
in dealing with party funds, are ceuse for dismissal, and for disgualification
Th

from competitions for civil service positions for a period of one year.

70. See Cmd. 9613, Report, p. 172 (8).
71.  U.S.C.8.C. Annual Report for the year 1955 p. 87.
T2, Your Superannuation Plan, p. 27.

73, P.C. 1955 - 32/717, May 19, 1955. Previous limit was $900.- as
per P.C., 1380 of April 8, 19i8.

Th. Civil Service Act, 1952, s. 55. Civil Service Regulations, s. 1lk.
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This latter restriction is believed to bar from appointment to the civil
gervice"a person in whom the Government of the day has lost confidence"75
The situation in Canada, in this respect, seems to be well-in-hand, for when
the Govermment of Great Britain enquired of the Government of Csnada at the
time of the deliberations of the Masterman Committee, what are the rules in
the Federal civil service and whether these are adequate, the Office of the
Privy Council replied that the rules were quite adequate. This was &lso the
stand of the Civil Service Commission, who was consulted. The same feeling
prevails ever sinceo76

The scene in the United States is slightly more complicated. The
realization that a political involvement of the civil service might bring
about its collapse is vivid enough among scholars, and among most practitionerse77
Nevertheless, the problem is still open, as shown by the "Willis plan® and by

the Report on the Administration of the Clvil Service Systemo78

75 From the submission by the C.S.C. to the Governor-in-Council,
October 4, 1923, Until that date nothing was done to prevent
this, "anomely of a eituation.”.

76. Wetters and Gow, loc. cit. expreseed concern, whether lack of
any changes in the civil service with a change in the Goverrment
would not gloss over a built-in biass, that might, unnoticeadbly,
frustrate the policies of the new administration. No indications
ol such a problem came to light, however.

7. See John D. Millet, op. cit. p.288; c¢f. L. D. White, Govermment
Career Service, Ch. 5.-; Better Govt. Pers., Evidence, pp. 3&-65,
Steward's testimony on the destructiveness of political appointments
to minor positioms: (®.....in many respects an unrestricted spoils
system would be better, if it applied equally to all.™)

78. Cit.supra. See pp.27 ff.
Was it pure coincidence that the "Willis plan™ emerged shortly
after the ominous remarke on the tendency to revert to patronage,
sounded by H. Emmerich and G. L. Belsley in “The Federal Career
Service - What Next ?' (Cit. supra)
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In Great Britain, the question was settled,; at least for the time
being, by restricting all the career classes, and including the Higher Clerical
grade and above. Although the feelings there were far from calm after the

Report on the Political Activities of Civil Servants (Cmd 7718/ of Jhne,19h9)
L,/‘)

and after the White Paper that followed379 the basic justice and good sense
of the solution seem to be an accepted fact by now. There is little reason
to doubt that strict reticence and self-denial in political matters are a
basic condition of a career in the civil service.

b Ciyil rights,

A1l civil righte of the govermmental employee are recognized 1n Cenads,
including the right to exploit inventions and patents; except those made in
connection with one's work, which must be vested in the Crown. These may be
released or abandoned by the Minlster, or, if retained, an award may be paid
to the inventor. Applications for patents, however, must disclose the fact
that the spplicant is & civil servant and; outside Cenada, they may be
submitted only with the consent of the Minister°8° - Rights of publication
and authorship are subject only to considerations of common discretion, if
not dealing with the subject of one's official work. Rights of association
are recognized, as far as membership in organized groups of civil serveants
is concernedoel This is a standard set of rules, almost identically applying
in the United States and Great Britain.

In one respect, Canada differs from both the United States and Great
Britain, namely, in the attitude of the public to the civil servant in other

2

words, in the prestige enjoyed by the service.

79, Political Activities of Civil Servents, Cmd 8783, March, 1953.

80. Public Servants Inventions Act, 1953=54.

81. For Your Information as & Civil Servant of Cenada -~ a pamphlet of
the Staff Training Division, C.S.C. p. 30.°
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Prestige.

e

Whils not as low as the prestige of the civil servent in the United
Statas,sg the status of the Federal civil servant does not match the respect
enjoyed by hkis British colleague. In spite of the reported worsening83 of
this aspect of the service in Great Britain, the sheer prestige of some clamses

8L While such & statement might

ias believed to attract recruits to the ranks.
be impossible in a gesneral relation to the civil service in Canada, yet some
classea do enjoy high prestige, as for instance Trade Commissioners,
Northern Affairs Officers, and Sclentific and Professional Officera. The main
difference, however, in comparison with Great Britain, ie the absence of high
regard of the general asdministrative officer in the govermment service of Canada.
SUMMARY ,

The incentives applied in the ¢ivil service of Canada do not differ
very widely from those in Great Britain or the United States. It is rather the
use mede of them that is different. A comparable level of salaries is put to a
far cruder uss than in either of the other two countries. Security of tenure is
et least as good as there. Interssting work may be found here as well as in the
other systems, but, owing to the style of a specialized service, that interest
is often obscured. Training opportunities and assistance are comparable to the
British, as are "fringe benefits”™ with the significant exception of sick leave.
Superammmation is as good, at least; as elsewhsrs, but less authoritarian and

less restrictive.

82, The lonely voice of L. D. White, when he extolled the high prestige
of the Federal civil servant in the United States before the Commiasion
of Inquiry on Public Service Personnel (Evidence, pp. 40-41) seems to
be inspired by sincere wishful thinking. cf.the testimony of Chester
Rowell (ibid. p. ¥44.) See also R. Bendix, op. cit. p. 116, for his
reference to "an atmosphere of suspicion and frequent defamation, which
cannot make this 'second class citizenship® any easier to bear.'

83. cmd 7635 par. 19.
8Y, Mrs. Barbara Wootton; in questioning Mr. £. P. Sinker, Cmd. 9613,

Evidence, 3-4 days, qu. 402. Also ibid., qu. 403<by Mr. Menzler.
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CHAPTER FIVE

TENURE, CONTINUITY AND TURNOVER.

The achievement in developing a career service may be measured by
the length of temnure in the organization; therefors, the average length
of service becomes an imporsent criterion. Although no numerical yardstick
can be adopted as a definite measure, it seems reasonable to assume that,
other things being equal, that crganization in which tenure is longer has
come closer to establishing a career service. It might also be assumed,
that higher turnover, and the correspondingly shorter tenure, might indicate
lesser satisfaction with the conditions in an organization - again; ceteris
paribus, and thus to a lower appreciation of the career by the employees
and a2 greater readiness to leave.

An attempt tc study the average length of tenure and ratio of
turnover in the civil service of Canada is, therefore, attractive. If
these could be compared with external conditions - both in non=-government
employment at similar work in Canada and in government employment elsewhere -
it might provide an 2id in evaluating the cerser possibilities existing in
the Federal civil service.

The difficulties of such & project are, however, immense. A reliable
aggsertion of comparability is, in itself, a staggering underteking. And the
concept of turnover is less meaningful to-day than it used to seem in the
pastol The scarcity of data, and the impossibility of adequate scrutiny of
their sources, bases, and derivational procedures, makes any inferences from
the available material doubtful; if not meeningless. The best that can be

done in the present stage of knowledge is a bare presentation of available data.

1. See Geoffrey Y. Cornsg, “The Personnel Turnover Concept: A
Reappraisal®™. Public Administration Review, v. 17, No. 4
(Autumn,1957) 247-255.
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Observers have noted, nevertheless; some apparent features of the
various civil services:
“One features of the Canadian civil service is the
number of people who enter and leave it at all
levels......it is normel in all forms of employment
in Censda, A man in hias late thirties and early
forties who hae not worked for three or four employers
would be considered lacking in initiative and enterprise
(in England he might be regarded as restless and
unstable }." 2
This observation can be neither confirmed nor disproved by the
material available to the writer. When the seversl categories of civil
servents are considered separately, the picture is not clearer at all. The
general strength of the classified Federal civil service does not fluctuate
too greatly,3 but no overall numbers of class-totals exist to provide such
a bird's-eye view in their particular cases. (Incidentally, such totals would
not mean that there is little turnover or otherwise). Neither do general

turnover statistics exist for the several classes, nor do comparable

fragmentary studies. Various sources present differing num.bers.,’+

2, C. J. Hayes, op. cit. p. 84,
3. The total strength varied during the year 1956 as follows:
January 143,558 July 143,849
February 1k4 ;058 August 144,364
March 145, 083 September 144 301
April 142,811 October 14k, 937
May 143,070 November 145,501
June 143,502 December 145,815

Source: Dominion Buresu of Statistics, Federal Govermment Employment,
Monthly Memoranda.

b, For instance; G. A. Blackburn gives the rate of turnover for
professional engineers, including retirement; as below 5 per cent
a year. ("Engineers in the Civil Service of Canada®. Engineering
Journal, May 1956). - The Professional Institute of the Public
Service of Canada reports an average rate of resignations of
engineers in the Forestry Branch over the years 1951-1955 as 5.44,
exclusive of retirements; deaths, hirings and other changes usually
included in turnover. (The Imstitute's Salary Brief, January 20,1956
p. 12, table.)
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As far as the senior echelons of the civil service are concerned,
the writer found among the 863 officers in receipt of a salary of $7,500
p.a., and above, the following distribution by length of service:

TABLE 17. length of Service by numbers of Officers in Receipt
of a Salary of $7,500 p.a. and Over.>

Length of over |un-
Service, yrs. | 0=3 |3-5{ 5-=10 | 10-15 |15=20 |20-25 125-30 | 30 jknown |Total

Number 68! 78] 169| 137 | 128 | s0 6 | 92| 77 | 863

Source: Personnel Records, Civil Service Commission, Ottawa.

In the general service, turnover is believed to be of the order of
ten to fifteen per cent annually.6 No breakdown of the numbers is available
and; thus, no inferences can be drawn as to the share, in this turnover, of
employees without any career intentions; such as girls who work for a while
before marriage or clerks who take up an appolintment pending a better
opportunity in business. A study undertaken in the Fall of 1948 gave the
general rate of turnover in 1947 as 20%, but this number apparently includes

T

some seasonal workers. The impression created on an observer would lead to
a8 belief that these numbers were low, and that real turnover was higher., This
depends, of course, on the meaning of 'real turnover'. Since neither the

manner of collection of data, nor the method of computation could be checked,

the only basis for the said belief is an undocumented impreasion. But, in

S The breakdown of theae numbers by levels of salary is given in
Table 14, Chapter Four.

6. G. A. Blackburn, The Role of the Vocational Guidance Counsellor
in Staffing Civil Service Lastabllshments. Als0 €.5.C. Annual Report
for the year 1956, p. 5 - where the Separation Rate is glven as
13.3% for 1955, end 14.9% for 1956. It is difficult to compare the
two sources; and therefore no lnferences are made.

Te C.S.C. files; a mtudy entitled “Report on Recruitment for the
Civil Service", dated October 8, 1948,
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the industrial sector of employment in Canada, one {}Eﬁﬂ_a very high rate

of turnover, as shown in the following table, found in a publication of

the Dominion Bureau of Statistics:B

Annual Labour Turnover Rates

Year ended February 28 Hiring Rate Separation Rate

per cent per cent
1948 105 100
1949 93 91
1950 82 81
1951 o4 86
1952 ' Ol 90
1953 89 87
1954 82 83
1955 78 78
1956 82 77
1957 89 85

Apart from the striking disparity betwesen the industrial data
and the civil service ones, the civil service authorities in Canade seem to
be consclous of a turnover the rate of which needs a defence, and that
feeling seems herdly warranted in a service in which figures do not sxceed
the everage Iin large organizations in the Western world.

This last statement calls for eleboration: A vague, but general
enough, consensus would put the average turnover in large-scale organizations
at about 12%09 However, in spite of the fact that the civil service of
Canada is said to show a turnover only slightly larger than that figure, one
10,

finds an apologetic attitude both in published papers™ and in the daily

8. Hiring and Separation Rates in Certain Industries, March 1955 to
February 1957. p. 6.

9. Recognized as such by Mr. G. A. Blackburn in his paper The Role of
the Vocetional Guidance Counsellor in Staffing Civil Service
Establishments.

10. To some degree ibid.; see also J. C. Woodward, loc. ¢cit. The

Annual Reports of the C.S.C. show continuous concern with turnover
as well.
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utterances of officers of the Civil Service Commission. In interviews
with the writer, these officers stressed repeatedly, that the turnover in
the Csnadian civil service 1is not all loss. The goverrment employment, they
said, provides training and experience which serves the community, whether
the employee stays in the service or leaves for a private job. Since
education is the function of provincial govermmente, and meny of them are
too poor or too small to provide the necessary enviromment or facilities,
the Federal c¢ivil service must step in, and the easiest way to do it
legitimately is through the employment of the scientist, professional, or
skilled worker in question. The writer thought the argument valid in itself,
but hardly relevant to efficiency in the civil service, and wanting in express
acceptance for what it 1s, namely - a diversion of the appropriation for
civil service salaries and for programmes and undertakings to the use of
education. The very emergence of the argument seened to the writer signif-
icant. One poesible explanation of this phenomenon might be that the
reasoning, and the feeling of concern that seems to underlie 1t; are a
transfer from the United Statesoll
If this is really so, and assuming that the varigus statistics of
turnover are collected by the seame method so as to permit comparison, then
the concern might possibly be more Jjustified in the United States, where the
annual turnover is said to be 27.3% in 1952, 26.4% in 1953, 27.9% in 1954 and
2k, 44 in 1955012 The figures, however, are not too consistent for the civil

service of the United States as well. Mr. Philip Young gave the average

11. Compare W. S. Sayre "The Recruitment and Training of Bureaucrats
in the United States.” The Annals of the American Academy of
Political and Social Science, v. 292 (March,1954) 39-Lk,

12, C.S.C. of Canada, Annual Report for the year 1955. table on p. 8.
The figure for 1954 is said to include wage employees.
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annual turnover rate as approximately 21%.13 The Anmual Report of the

U. 8, Civil Service Commission for the year 1955 brings the rates of total
gseparation alone as 25.4% in 1954, and 23.5% in 1955°1h This has to be
interpreted to mean that the average tenure 1in goverrment employment in the
United States is about four years. - The civil service there is certainly
"an episode rather than a career"l? to the civil servant.

In striking contrast, however, to the situation in North America is
the emall rate of turnover in Great Britain. The largest ratio is shown by
the Scientific Officer classes, and the long tenure of scientists is believed
to be less important than of administrative employees, due to thelr remoteness

from political aspects of affairsol6

In these classes, turnover is encouraged
by their inclusion in the Federated Superannuation Scheme for the Universities.
The annual turnover is reported to have reached recently about three per cent
in these classes. Of this about 2% go to industry, while one per cenﬁ turns

17 18 and

to academic work. Wastage 1s very smell from the Executive Class,
smaller still from the Administrative. The insignificant numbers do not lend
themselves to a presentation on the basis of a percentage ratio. The.warnings,
that this should not lead to complacency, for the small wastage is due more

to the peculiar skills acquired in the civil service, whose non-marketable

13. The Federal Personnel Program and Patronage, a speech at a
breekfast meeting of the National Conference of Business Papers
Editors in the Statler Hotel, Weshington, D.C. on March 25, 195h.

14, p. 113.

15, Sayre, loc. cit.

16. Cmd 9613, Evidence, 23rd day, qu. 3443,
17. Ibid. 16th day, p. 752 par. 16.

18. Ibid, Report, par. U435,
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character prevents defection, must be regarded as a weighty admonition
a8 far as recrultment is concerned. However, these considerations do not
diminish the stabllity of the career of an employee with some years of
service.

To conclude, the ratio of turnover in the civil services of the
North-American countries is so markedly different from that of Great Britein,
as to make the difference not merely one of number, but of order. But
there is, also, a difference in the ratio of general mobility of employment
as between these countries. The data do not exist yet, to permit either a

valid comparison or supportable tentative conclusions.
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CHAPTER SIX

CAREER GROUPS IN A DEPARTMENT OF THE FEDERAL GOVERNMENT.

A case study.

The customary career of the average civil servant in Canada differs
from the careers of well-defined groups of civil servants. Such groups are
the scientists and professional employees and soms departmental service-
groupe. The findings concerning the scientific and professional groups were
presented in parallel with those on the general service. For the study of
a departmental service group, the Foreign Service Officers of the Department
of Trade and Commerce were selected. This was prompted by three considerations:
(1) The F.S.0.'s are a strictly-defined and identifiable group, whose career
is expressly planned aﬁd regulated;‘(e) they are recruited by the general
examination for university graduates only slightly modified - which could be
assumed to mean that these people are not widely different from the general
run of Canadlians with university education,srgo, the personnel of other
services or groups. Consequently, differences, if found, could be ascribed
to treatment rather than to element; (3) the same Department employs general
edministrators and scilentists and professionals, which groups could serve “or
& control in case of need.

This chapter will present and discuss the findings of that study,
conducted in July and August 1957, and followed by a questionnaire distributed
in the Fell. It will be concerned with the Foreign Service O0fficer group,
using the other groupings only for an occesional reference, or control,
if need be.

THE FOREIGN SERVICE OFFICER, DEPARTMENT OF TRADE AND COMMERCE.
A. The group and its members.
The group comprised 122 officers on July 21, 1957. Of these, one

or two might be assigned to purely administerative duties at the time; 211,
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nevertheless, were designated as Trade Commissioners - being the Department's
title for its sector of what is referred to in the civil service by the
generic term of Foreign Service Officer, and which includes officers of the
Departments of External Affairs and Citizenship and Immigration as well.

The composition of the group is shown in table 18.
TABLE 18. The Group of Foreign Service Officers in the Department of

Trade and Commerce: Composition by Age Group, Relative to
Veteran Status, Education and Previous Experience. July 1957.

Age group 25 and 61 and
under 26-30 31-35 36-40 41-45 46-50 51-55 56-60 over |Total
Number by age 1 18 16 25 21 11 13 11 6 122
Veterans:
World War 1 1 3 h
World War 11 5 22 17 N 2 2 52
Bducation:
High School 2 1 3
Some University 1 2 L 1 2 1 2 13
Bachelor's 11 11 14 15 8 9 6 L 78
Some Post-Grad. 1 1
Master's h 5 5 3 1 5 23
Doctor's 1 1l
Unspecified l 2 3

Previous Ex-
perience, after
school, in:

Business 1 1 1 b 2 1 {10
Industry 2 2
Government 1 3 3 2 4 2 15
Other 2 1 1 y
Multiple 2 , 2 1 5
None 1k 8 ok 12 7 11 6 L 86

Source: Personal Records, Department of Trade and Commerce, Ottawa.

This table shows over 20% in the age-group of 35 to 40 years.
Sixty-two officers are 30 to IS years old (50.8%). Ninety-five per cent
have received university education, and eighty-four per cent have graduated.
Seventy per cent came to the Service with no other experience than their
studies, twelve per cent previously held government positions, eight per cent
had some business experience. To five officers, the Trade Commissioner

service was their third choice.
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B.  The Persomnel Practices applied to F.S.0's.

1. Recruitment: In recent practice, the candidates are university
graduates, less than thirty-one years of age. The rather high age-limit
is set in order to admit people with business or profeésional experience.
They are sought and approached by the usual medie of publicity. This initial
contact is mostly the concerrn of the Department; whose recruitment efforts
are directed to familiarizing the prospective applicant with the opportunities,
the challenge and the attractions of the service of a Trade Commissioner
who popularizes Canadian products abroad and serves the economy of his
country. The high prestige of foreign trade, of industrial production, of
the rugged ploneering trader dependent on his own counsel and initisative,
is mixed in this publicity with references to the service rendered to the
country as a feature that "raises the Civil Service a little above other
vocetions offering openings to young people ebout to embark on a career"l
into a blend of great appeal. The duties of a Trade Commissioner and his
initial training are skillfully presented as inducements.

The candidate participates in the general examination for university
graduates, and writes in addition an essay paper and a speclal objective
paper. The oral examinations for these candldates are separately held by a
board on which the Department has two representatives, and which goes on a
c¢ircuit to all the examination centres. Recruitment is open only to the
entrance grade - F.S5.0. 1, and only by open competition.

The results of recruitment drives over the post-war years are

presented in table 19.

1. From the advertisement in the McGill Daily, Jammary 21, 1955.
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Notes: (3

(2)
3)
&)

O

TABLE 19. Recruitment to the Trade Commissioner Service, 1943-1957.
Yesar of !Applicants !Initial T ligible |0ffered ppointed! Refused
recruitment! total ;Competitorsi appointment

! | » |
1643 (1) 9
gkl () 16
1945 Q. 5
1946 297 255 21 13 11 2
15hk7 169 10k 11 10 9 1l
igk8 2)
1949 @) ,
1650 182 3 103 9 7 5 2
1551
1952 W (150) (81) (21) 2 2
1953 (&) (2€9) (160) (39) 11 8 2 3
1554 (2
1555 223 167 36 19 19
1956 (6) 118 30 13 12 i
1956 (1) 168 10 -
1957 139 25 ol 11 12 8
Sources: Data collected for the writer by Mr. G. S. Follis; of the C.S.C.

Ottawa,2 and Department of Trade and Commerce, Ottawa, Sixty-Fifth
Annual Report, 1956, p. 21.

No data available, no record preserved.

No recruitment.

Approximate number.

Since only two eppointments were intended, the candidates were
taken from the competition for F.S.0., Department of External
Affairs. Numbers in brackets refer to that competition.
Competition was common with the Department of External Affairs.
Candidates were allowed to state their choice. 11 Eligibles
listed choice of T. & C. Numbers in brackets refer to the
common part of the competition.

Competition in January.

Additional competition in November. Data from the Sixty-Fifth
Anrual Report of the Department of Trade and Commerce, 1956, p.2l.
No reply from one eligible,

If momentary fluctuations are disregerded, the table showse that over

the years 1946-1957, the examinations sifted the candidates very thoroughly.

20

A

study wes undertaken, and date especially collected for this

writer, by Mr. G. S. Follis;, Civil Service Commission, QOttawa,
The writer wishes to thank here Mr. Follis for the pains taken by
him personszlly and for his kindness in making the help of his
staff available. Thanks are due also to Miss Sims, on that staff.
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The written exaemination, not itemized in the table, eliminated 65.2% of
competitors, and the oral part selected only 42.6% of those who succeeded
in the written test. The eligibles constituted only 14.8% of the initial
coﬁpetitorso One hundred and six were offered appointment. When the ten
1956 &ligibles are excluded; whose reaction is not kmown, 77.1% accepted
appointment, while 21.9% refused the offer.

2. Trainig§p3 Initial training lasts usually one, or sometimes two,
years. It consists mostly of a careful rotation of assigmments, calculated
to acquaint the officer with an "Area" of foreign trade amrd its problems,
with the genersl working of the Department and its services; such as Trans-
portation or International Trade Relations. Some assignments are included
with the intention of familiarizimg him with departmental amd govermmewmt policy
and the activities of other Departments and govermmeat agencies associated with
foreign trade work. At the end of his treining period, the officer is sent
for a tour of the country's industries and resources, which lasts two or three
months, ard familiarizes him with those sectors of the economy which will need
his services and assistance in his later work. His first posting abroad
follows immediately; and brings him to a position where he may ripen under the
direction of a senior officem Every thres-and-one-half years he will return
to Canada for a home-leave and refresher tour.

3. Ii?:r*omc‘:'c,:i.on.,)+ There is neither promotion-competition for entry to the

3. Data for the following description were collected from various
sources, chiefly:

a Posters; announcements and releases to prospective camdidates,

1953-1957.
b Files of the Departmenrt of Trade and Commerce, Ottawa which the
writer was permitted to read.
Interviews with officers of that Department, arranged for the writer
through the kindness of the Personnel Officer, Mr. L. J. Rodger, whom
the writer wishes to thank here for a generous and well considered
help in his study.

{o

L, This section is based mainly on materisl supplied by Mr.L. J. Rodger
(comt'd)
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Trade Commissioner Service, nor any conpetitioms for promotion in the Service.
Promotions are awsrded on the basis of ebilities arnd performsnce. They are
planned and calculated in advance, and this is precisely the characteristic
that distinguishes the Trade Comissioner Service from other groups in the
civil servica.

It would be false to conclude, though, that every step and turm of
the career of & Trade Commissioner is set and arbitraéily prescribed.

Neither the posting, nor the length of a term; not even the exact rate of
promotion are knmown in detail im advance. Nevertheless guidelines are agreed
and clearly formulated, arnd, so far as ore would mormally desire to forecast
one‘s future, this is falrly possible in that service.

The guidelines for promotiorn are laid down in a formal statememt; the
"Schedule of Promotions for Trade Commissioner Service.®™ This is a plan which
provides for & normal average rate of promotion from any step of the scale to
the next one. According to this plan, an average, normal officer would spend
three years in grade One;, three in grade Two, four imn grade Three, five in
grade Four, three in grade Five, and three in grade Six. The progressior to
the top of the Service would last, accordingly, about twemty-four years,
counting the within-grade steps of grade Sevem. The thirty-years-old emtrant
would know that he has a prospect of interssting assignments in foreign
countries and at home, with rarely a period of "markimg time" in respect to
the variety of work as well as in advamcememt of ramk and salary; that he may
be certain of high ramk ard an imnfluential position; with prestige amd challemge,

provided he contimues to acquit himself well amnd to apply himself with

Lk, (Comt'’d}
im imterviews with the writer, amd some information takem from the files
of the Department in Ottawa. Due thanrks are rerdered here to the them
Deputy Heed and to Mr. L. J. Rodger.
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sincerity and vigour, whenever need be; and that all this may be attained
before old age frustrates the utilization of the frults of his exertion.

The same Schedule of Promotioms provides for amn accelerated plan,
which may guide the promotion of the outstanding, amd foresees the attaimment
to the top in sbout sixteen years. A third alternative, for retarded promotiom,
does mot put down arny lemgth of time, for this would depend on numerous
circumstances.

While the said Schedule provides the guidelimes; at each year's end
detailed principles are formulated for the yearly promotion list. The weight
accorded to semiority and age im Jumior grades is decided upon, and a list of
candidates drawn up, showing the objective data in their cases, and their work

history. This would serve as am alde-memoire whem the promotioms are comsidered.

The results of the application of the promotior policy are preseamted
in the following tables.

TABLE 20, Promotion of Trade Commissioners Relative to their
Age Groups. July 1957.

Age Group Steps of Promotion(r
0 7 2 3 L5 6 7 8 9 10 Total

25 and under |1 1
26-30 15 3 18
31-35 9 1 L 2 16
3640 b 7 8 6 25
415 2 6 13 21
k6-5G 1 2 1 1 1 1 o 11
5155 1 1l 1 5 I 1( ) 13
56-60 1 2 3 k 1@ |11
61 and over 1 1 3 1 6
Total 25 12 20 29 7 3 S 13 6 1 1 122

Source: Personal Records, Department of Trade and Commerce, Ottawa.

Notes: (1) Steps of promotion are counted from the entry imto the Trade

Commissioner Service, any previous positiome are disregarded.

Each consecutive step on the scals is counted; whether actually

occupied or skipped, e.g. a promotion from F.S.0, 2 to F.S.0. &

counts for two steps. No regard is paid to either the initial

level, nor to the ultimate ome. Thus, the table does not indicate

the absolute ramk. Am officer who started at, say, grade 5 and
(cont'd)
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was promoted to 6 and 7 is shown as having progressed two steps.

Steps 9 ard 10 took these two officers out of the commom ramk to
positions of Assistant Deputy Mimister and Deputy Mimister.

TABLE 21. Seme Group., Promotion Relative to Lemgth of Service, July 1957.
Recruited |Length of Steps of promotion

fn the service yrs. Total
years (Rounded ) 0 1 2 3 4 5 6 1 9 10 |Number
1955-1957 0-3 23 23
1953-195 3-5 2 b 6
1948-1952 5-10 7 12 6 25
19431947 10-15 8 23 7 38
1938-19k2 15-20 1 2 3
1933-1937 20-25 1 1 2 2
1928-1932 25-30 L 9 1 @) 20
1923=1927 30-35 1 3 1 5
Total number 25 12 20 29 7 3 5 13 1 1 | 122

Source:

Notesg

Personal Records, Department of Trade and Commerce, Ottawsa.

See Table 20.

TABLE 22, Same Group. Promotion Relative to Grade (Renk) as of July 1957.

Grade Steps of Promotion Total
0 1 2 3 4o 5 6 7 8 9 10 |in Grade
1 25 25
2 8 8
3 2 17 19
L 2 26 1 29
5 1 2 6 1 L 1k
6 2 1 1 12 16
7 1 6 7
8
Directors 1l 1 2
Deputies
to Minister 1 1 2
Total 25 12 20 29 7 3 5 13 6 1 1 122
Source: Personal Records, Department of Trade and Commerce, Ottawa.
Note: Same ceses in this table show promotional steps equal in number, or

more numerous than, the grades the officers might have apparently
passed in their advance along the scale, e.g. four officers in grade

5 show six steps of promotion each.

This is due to the fact that,

until January 1945, the scale was beginning with the positions of
Junior Trade Commissioner and Assistant Trade Commissioner, above

(cont'd)
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which only the numbered grades began.
Note 1 to table 20 applies to this table as well, except as to
rank, which is cleer from the table.

The systamatically-planned and executed pattern of promotion is evident
from these three tables. The rankiof an officer is an orderly fumrction of his
abilities end seniority, and, comsequently, it is related to his age.

L, Rank. The Trade Commissiomer acquires e personal rank, which is his
attribute and does not change with change of assigmnment. Only promotion effects
a change in thet rank which is expressed by the grade on the F.S.0. scale
carried by the officer, not by his job. Apart from the personal rank, the
officer carries en official title, dependent on both his rank amd that of the
post to which he is attached. Officers attached to Bumbassies are referred to
as Commercial Secretaries or, in higher ramks- Commercial Counsellors. Those
attached to Consulates, or to posts that substitute for Consulates or carry
some consular duties, have various consular titles. In posts with purely
trade functions, they are known under the titles of Trade Commissioners.
Junior grades inm all varieties are designated as Assistants.”

Aessignmment to a post of higher standing does not, however, comfer a
higher rank on the officer, though it may give him a higher title pro tempore.
In July, 1957, of the thirteem officers assigmed to posts which were meant
for F.8.0, 7, five were in grade F.S.0. 6. Thus the rank is a geminely
personal attribute.

Rapid promotion and acquisition of rank 1s facilitated by the fact
that the Service 1s not staffed to its full complement, showing about thirty
vacancies in July, 1957. In comsequence, there is comsiderable room for

movement within the appro#ed establishment.

5. O0fficial Titles of Foreign Service Officers of the Department of
Trade and Commerce. Undated memoramdum includimg & full 1list of
the titles. rlles of the Department of Trade and Commerce.
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5. Compensation and Benefits.

The schedule of compensation for the Forelgm Service Offlcers of the
Department of Trade and Commerce shows orly ome poimt of overlap, between
grades 4 and 506 This largely eliminates promotion without an accompanying
galary increase. In the persomal histories of the officers, however, ome
finds many past promotioms without any increase of salery, or with as little

7 That situatior was in itself an improvement

as $20.- p.a. as an imcrease.
upon the precedimg system which prevailed umtil sbout ten years ago, wherein
the promoted officer had to go to the minimum of his new grade.s' In those
deys, salary steps showed overlaps, and a promotee had frequently to take a
reduction in his salary upon promotion. The first step towards the reform of
that faulty practice was the limitatiom of the period of reduced salary to
one full day (!) after which the promotee could obtain a raise in salary.

For the next few years, the promotee, who has beem at the maximum of his
grade for at least one year, would move up ome ircrement-step at promotion.
If the minimum of his nmew grade could not provide such a railse, he would de
paid at the first within-the-grade rate which would provide the increment.

Thus the career-considerations of salary would gradually assert themselves

against abstract mechenistic principles. In the present situation, there is

6. T. B. 518564 of June 17, 1957, includes the salaries of grades 1 %o
6. T.B. 522734 of September 26, 1957, includes the salaries of
grades 7 and 8. One positon - unfilled so far - has been authorized
et this latter grads.

The actual rates of salary are shown in Appendix 3, (where all are
collected for the sake of comvemience.).

7. In most cases, mevertheless, there was a fimanclal imcentive and
direct reward evem in such promotioms, for the living allowance -
of which more will be said later - would be lmcreased im the higher
rank.

8. This discussion is based on the flles of the Department of Trade and
Commerce and on data supplied by Mr. L. J. Rodger im a serles of
interviews on July 19, 22, 23 and 24, 1957.

Due thanks are rendered hers to Mr. L. J. Rodger.
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seldom a reed to refer to the rule for providing em additional incremenmt
at promotion.

An officer, posted abroad,; receives a living allowance, the amoupt
of which depends on his rark ard omn the post. These are intended to provide
the officer with a proper house, the means for am adequate education of his
children, a fund for representation ard emtertainmemt, travelling expenses,
cost of living differentials, etc. Costs of removal are provided by the
Department.

In some cases, a Terminable Allowance is paid. This may serve as a
compemsation for extra duties which do not warramt promotioa for any of a
number of possible reasons. It may also compersate for the loss of a
living-allowance due to a re-posting, in cases when such loss would unduly
hurt an officer or severely reduce his accustomed standard of living. In
these cases, 1t becomes a mark-time pay, reduced progressively with his
comsecutive increments or promotions. Allowances are non-texable.

The Foreign Service Officers berefit from the superannuation plen,
low-~cost term-insurance, hospital-ard-medical insuramce, cumulative sick-
leave and an annusl leave. In addition , the officer posted abroad will be
given a longer home-leave at intervals of from 2 to 3% years - dependirg on
the climatic conditioms of his post. Tramsportation coste for himself and
hig family will be paid by the Department when home-leave is granted.

The set of distinct attitudes amd rules applied to the group of
Trade Commissiomers aime at generating & feeling of coherence and distimctness
within that group. Iam this, the management succeeded, as is evlident even
from external signs; such as the fact that the a Forelgn Service Officer does
not regard himself as a member of the civil service, but of the TradeVCommiesionar
Service. In order to ascertaim; however, whether the differences go deeper,

and whether the career of a F.S.0. takes a course differemt in reality from
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that of a reguler civil servant, a study of the feelings, attitudes and
regponses of the officers had to be underteken. This was donre by the
ald of a questionraire sent to all Trade Commissiiners in the Fall of 1957.9
An identical questionnaire was distributed to the Headguarters Staff of the
seme Department. This group, numbering eighty-eight persons, was composed
of forty-three erstwhile Commodity Officers, and all the administrative,
foreign tariff, technical and similarly employed officers, who profess
membership in the civil service, and do not see themselves as a group apart.
This wae done so as to obtain a body of data from a control group, la case of
need. For, while the work of some of them; such as former commodity officers,
is simllar to that of a F.8.0., the recruitment and other persommel techniques
are those usual in the general civil service, and so are the attitudes and
underlying principles. The results of this emquiry are as follows:
C. Results of direct enguiry. |

Fifty-three usable replies were received from Trade Commissioners,

and fifty-two from Headquarters Officers. The group of Trade Commissioners

presents the following age distribution.

Age-group
(years) Number
21-25 1
26-30 4
31=35 10
3640 17
41-4s 5
46-50 3
51-55 L
56-60 L
Unspecified _2
Total 53
9. Distribution, and collection of replies, by the Personmel Officer,

Department of Trade amnd Commerce. See Apperdix 5 for the Questiomnaire
and Covering letter. The writer wishes to thank here agaim the

Deputy Heed of the Department as well as Mr. L. J. Rodger, the
Personnel Officer.
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There is a higher percentage of respomdents within the age limits
of 30 to 45 years, than im the group at large.

As for their education, there were 42 with Bachelor's degrees, 7
with Master's degrees and four did not specify. The percentage of graduates
is elso higher than im the entire group.

None of the respondents believed his work to be purely technical,
twenty~-three belisved it to be administrative, while thirty thought it
contaimed elements of both an administrative amd technical character.

Most of the officers had moderate seniority, thus:

Years of service Number
0-5 10
6-10 15
11-15 17
16-20 1
21-25 2
26-30 y
31-35 3
Unspecified 1
Total 53

Only two officers interrupted their service:; one of them twice - for a total
of seven months; the other stayed out for three ysars. Both had more than
twerty-five years of service with the governmemt. Forty-aine of the officers
reported satisfaction with thelir career, four were umdecided, none felt it

was conpletely unsatisfactory. As the advantages of their career, the officers

mentioned.l0 Interest in their work 52 cages (!)
Opportunity to serve their country and the
community 34 cases

Good working conditioms 29 "
Prestige ernjoyed in their enviromment 8 "

Good social contacts % "
Security %6 "
Opportunity to improve education 25 "
Adequate salary l2 "
Opportunity for fast advancement 7 "
Opportunity for travel 7T "
Independence of action 3 *
Contact with strange countries and cultures 3 "
Variety in work 2 " -

10. Most answers were multiple; on this point as well as on other ones.
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In addition, one case each, of; absence of worries; opportunity of

spreading Canadian culture; opportunity of building better imtermational
understanding; avoiding office routine; meeting interesting people; diplomatic
immunity; pleasant housing and office accommodation.

Among the disadvantages they complained of:

Hardships of nomedic life om children ard om their education 35 cases
Various standard civil-service complaints 25 "
Lack of permanemt home 21 =
Separation from Canada, relatives ard friends 3 "

Absence of feelinmg of belomging, rootlessmess, strangemsss,
want of a place to retire to in old age

Specific complaints about Departmental administration

Financial sacrifices in continuous up-rooting of home

Demage to health in various climates

Early separation from children due to their educational needs

Disruption of family life

Rupture of children's, - especially girl's - allegiance to

Canada and its culture

= W £\ O\ OVNO
3 3 3 3 3 B

Twenty-three of the officers planned a career similar to the one
pursued, and with fifteen it was an ambition since youth. In fifteen cases
‘their choice was influenced by the wish to travel and do interesting work,
sixteen took it up as an opportunity to work and earn & salary, nine were
influenced by various accidentel reasons, two responded to the example of
friends and acquaintances, two sought escape from humdrum business work, two
sought security in govermment employment, two were dlsappointed elsewhere,
one was transferred at the request of the service, and one each responded to:
desire to serve the country; urge to promote international trade for the
advancement of peace; feeling of personal suitability; interest in inter-
national finance; quest for prestige; quest for income; and an unexpected

success at the entryeexaminationqll

11. A total of 34 officers responded to this question, many with
multiple reasons.
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Forty-three officers plenned to continue at their present
employment until retirement, while three plenned to leave before. Seven
were undecided. Eight of the officers would consider an alternative employ-
ment, viz; Four would go to private employment;, of whome one considered, also,
his own business and one - free practice of law. One would accept & teaching
poaition; two would chenge to another public service, one would open his
nwn business as a sole alternative. These plans are no idle fantasies, for
cnly six persons in the group had no other offers of work, and four did not

specify. The offers rejected by respondents were in many cases multiple, as

shown below.

Number of offers rejected Number of officers

0 6
1 b
2 8
3 16
b 3
5 6
6 1
"several” 3
more than ten 2

unspecified _b
total 53

The respondeni;sl2 reported the following as their motives for the

rejection of these opportunities:

Motive Number of cases.
Liking for their work and general satiafaction 27 cases
Sense of career, loyalty primarily to service etc. 7 ®

Satisfaction with working conditions, security etc. 7T "
Desire to do independent work, and other characterc-
logical factors 3
01d age, inability to undertake change 1 “
Negative reasons - (lack of attraction in offer, lack
9

of interest, disinclination etc.)

12. Ll Officers responded to this gquestion, many with deteiled accounts
of each offer or multiple reasons. Of the remaining nine'officérs,
8ix did not receive any offers. Three of these are new entrants,
recruited within the last two years, and one seems to have avecided
offera - his youth'’s-ambition was to become a Trade Commissioner.
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Of these 53 officers, whose attitudes were tabulated above, thirty
believed their advancement to be of average rate, eighteen belleved it fast,
four thought it slow, and one did not answer.13

Allowance should be made for the slightly greater ratio of young and
vigorous people, and of graduates emong the respondents, than found in the
group at large. These factors might slightly color the response received.
Nevertheless, the differentials seem not to be so striking as to cause a
serious distortion of the picture. The group seems to contain a high proportion
of people in their moat active years who consciously pursue a line of work
which sttracte them and holdstheir loyelty and ambition. The attraction seems
to be of a degree sufficient to make them reluctant to change their work to
one with a salary decisively greater - at least in the immediate future. Since
most of them complain sbout the low salaries in the upper rungs of their
gervice, it is not the ultimate compensation hoped for in the govermment either
that holds their allegiance. The disadvantages of their service are keenly
felt, end many are of a gemuinely serious character and great consequence.

Some must become aggravated with the advancing age of the officer and his
family, and the officers are certainly aware of this characteristic. It does
not seem probable, either; that the interest in work alone induces them to
sacrifice overmuch -~ such a motive, uncorroborated; would hardly outweigh
family considerations and devotion to children.- In order to put the above
findings in proper relief;, and evaluate them with greater validity, a more
detached point of view, and a standard of comparison is necesaary. Thdse

might be found in conaidering the control group of Headquarters Officers.

13. This apparent departure from the position, taken in the previous
chepters, of judging the advancement by the criterion of salary
is necessary. In the case of these officers the salary does not
mean much, for their compensation is determined to a large extent
by their living allowances, and those are variable.
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Among these 52 respondente one finds the distribution by age groups
more even, with only twenty-seven officers in the group of 31-45 years old
(50.0%, as compared with 60.4% among the Trade Commissioners). This
characteristic, however, is probably of little consequence. Only thirty
have & Bachelor's degree, five - Master's, and one - a doctorate. In all,

36 are graduates (69.2% as compared with 92.4% in the other group }. The
proportion of officers who regard themselves as administrators is lower as

well (16 officers, being 30.7% as against 43.4% among F.S.0.), and five
officers think of their work as purely technicel. Two officers are profess-
ionals by their own description; twenty-eight find their work administrative
and technical at once. One did not respond. However, these differences
between the groups in toto should not be regarded as crucial. They seem rather
incidental, at least to a certain degree. Their significance is subject to
some doubt.,lh

There is no great difference in terms of length of service either as
between the two groups. However, stebility of work, as expressed by the
number of interruptions in service, shows a striking difference; for ten
Headquarters Officers have had some break of service, as against two Trade
Commissioners. Nine officers have had one interruption each, ranging from ten
to fifty-five months; one officer interrupted his service three times, for a
total of nine years.

While satisfaction with the cereer is almost as general as among the
Trade Commissioners, the reasons for it differ in some significant points.
Most striking is the relative absence of the incentive of prestige in the
career of an officer in the Headquarters. The F.S.0. enjoy & high prestige

in the envirormment where they are posted, and considerable status and respect

1k, For full tabulation of the response from the group of Headquarters
Officers see Appendix Six.
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at home. They are aware of this fact, and, while it hae not induced them to
embark on the chosen career, it certainly has contributed to their satisfaction
in it and many have reflected on the number of employees positively-bound to
the service.l5 This is suggested by the fact that only four Headgquarters
Officers believe that prestige belongs to the advantages of their career,

while twenty-eight F.5.0.'s mention prestige in this context. Closely related
with prestige is the enjoyment of good soclal contacts, a polnt stressed by
twenty-six mentions from Trade Commissioners as ageinst eight mentions by
Headquarters Officers. Significance may be found in the smaller number of
Headquarters Officers who believe that advancement in service 1s fast (four,

as against seven F.S,0's). On the other hand, the Officers at Headquarters
stress the more-prosalc rewards; such as securlty, conditions of work, adequate
galary.

Negatively, the Headquarters Officer's career does not present any of
the long list of moving, and scmetimes grave, disadvantages involved in the
course of life of a Foreign Service Officer. And yet, only 17.3% of them
planned this kind of a career, and only with 5.8% waes it an ambition of youth.
The corresponding ratios among Trade Commissioners were 43.4%, and 28.3%,
respectively. Over a half of the group of Headquarters Officers took up the
appointment for reasons not connected with the nature of the work, but rather

16

on utilitarian grounds, as a means of earning. This is not true for the

15. Compare the mumber of Foreign Service Officers who declined offers
of outside employment for reasons of liking their work etc. (27 cases)
with the corresponding number of Headquarters Officers - (8 cases).

16. See in Appendix 6:
For work with salary 25 cases
Because of depression conditions 2 "
For security's sake 1 "
For lack of alternatives i "
Due to war dislocation 1 "
Total 30 cases - 57.6%.

(cont'd)
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Trade Commiesioners.

Equally revealing are the motives which caused the Officers at
Headquarters to decline offers of outside employment. While on account of
age, health or characterological reasons there is no difference as between
the groups, all other reasons show a significantly disparate fregquency. On
the positive side, Headquarters Officers show 15 cases as against 41 cases
among the Trade Commissioners, while on the negative, the Headquarters
Officers mention 29 cases as against 9 among Foreign Service Officers.,l7
D Interpretation of the Findings.

In summing-up, the findings show two groups of almost identical number,
smployed by the same depertment on sometimes very similar work, canvassed at
the same time by means of an identical guestionnaire. These two groups show
some dissimilarities so striking as to suggest that the respondents belonged
to different orders of the service. The Trade Commissioners’ career involves
great and painful sacrifices; abssnt from the career of the other employees.
In return, it offers & compensation substantially greater than that of an
Officer at Headquarters, for it carries a living allowance. Nevertheless, the
earnings are inferior by far to the income of trade or other business,; of
which the Trade Commissioner is certainly capeble, as the very nature of his
work shows. Judging by the response of the Foreign Service Officers, it is not
the compensation that makes them undertake their career and continue in it.

Something else must be their reward. Moreover, that reward is attractive

16. (Cont'd)
Among the F.S.0. the number is, at most, as follows:

For work with salary 16 cases
For security's sake 2 "
For prestige 1 *
For income P

Total 20 cases - 37.7%

17. See Appendix 6, par. 17.
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enough to induce people to plan this career; and to do so in youth, long
before its inception. They are not motivated by & family tradition. When
in the service, they experience a positive bond that keeps them in; and they
are conscious of its strength when they refuse outside offers of employment.
These characteristics eare markedly less evident in the control group of
enployees and almost absent in some of the other categories in the civil
gervice.

It seems plausible to look for the ressons for these differences in
the factors peculiar to the Trade Commissioner Service. These may be said
to consist in:
1). The enjoyment of prestige and respect. This is, in part, a result of
the recognition of Importance of the social function fulfilled by this Service.
It is enhanced by the generally high prestige of trade. Good social contacts
both contribute to the prestige and are stimulated by the high status of the
officer on the scale of public respect.
2). Certainty of advancement and future. The advancement does not depend on
chance; is not won by a speclal effort to be put into an attempt to win in a
competition - conditione which make the advancement of a regular civil servant
both incalcoulable and exhausting. Promotion comes as & result of a sustained,
high level of service, which is, indeed, the condition of the very satisfaction
one has at one's daily work, a condition even of continuation in the employ-
ment itself. Thus; advancement becomes an inseparable part of one's employ-
manxols
3). Pergonal rank. This makes the level attained to in the service into a
permanent attribute or asset of the person. Since, however, the level attained

in the service is both the result and the index of one's success or recognition,

18. One of the most basic attributes of a career service. This point will
be further developed in the last chapter.
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such personal rank confirme one's self-evaluation and enhances one's self-
respect.

The three factors enumerated above are decisively morale-generating.
As such, they work in a mutunally-reinforcing and permanent self-regenerating
wey. They are, certalnly, not the only factors.lg Moreover, it would be
fallacious to maintain that these factors, alone, might be reliled uﬁon to
generate the character found in the Trade Commissioner Service. It is
submitted, however, that neglecting these factors might make the creation of
a career=-service doubtful indeed.

The conclusion, that morale-generating factors are at a basis of
the loyelty and devotion of the Foreign Service Officer in the Department of
Trade and Commerce, could be supported by two findings. One, namely the high
number of cases in which offers of outside employment were refused on positive
grounds, was referred to ebove. The other is the extremely-small number of
.separations from the Servicé. Two average yearas, for which adequete records
exist in that Department, were studied for data on separation. These were the
years from April 1lst, 1951, to March 31, 1952, and from April lst, 1956 -
to March 31st;, 1957. In these years, separation from the Trade Commissioner
Service was compared with that from the édministrative and scientific classes

employed by the same Department. The results are tabulated in Table 23.

19. Character traits, inclinations, propensities etc. might play
an important role, not touched upon at all in the present astudy.
Factors of a similar kind, accidental reasons and various
incalculable influences complicate the situation even more.
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TABLE 23. Separations from Some Services in the Department of
Trade and Commerce.
Selected yearss April 1, 1951 - March 31, 1952
April 1, 1956 - March 31, 1957

Branch April 1, 1951 - Merch 31, 1952

Total | Died Ret'd Res'd Transf. Dism. | Tot.separ.
Administr, 156 2 3 5
Economic 32 1 1
(Scientific)
F.S.0. 101 3 3

April 1, 1956 - March 31, 1957

Branch Total| Died Ret'd Res'd Transf. Dism, | Tot.separ.
Administr. 152 1 1
Economic L 8
(Scientific) 0 6 2
F.8.0. 121 1 1@ A B 5

Source: Personnel Records, Department of Trade and Commerce, and Annual
Reports of that Department, for the ysars 1951, 1952 and 1956,

Notes: (1) Includes: one transfer to another department, after 8 months'
service, and one resignation in order to accept a post of Deputy
Minister in one of the Provinces, after 20 years of service.
(2 Return to university after six months of service.
(3 Discharge for indiscretion and drunkennese, after 2 years and 7
months of service.

The table above shows practically no wastage from the Trade Commissioner
Service, unless in sxceptional cases or at the outset of career. The sample

is admittedly too small for any inferences, but a perusal of the Annual Reports

of the Department, (in which changes in the staff of the Trade Commissioner
Service are scrupulonsly noted) will convince the reader that nothing might be
gained by extending the survey.

The general experience with the Trade Commissioner Service is very

satisfactory. This might be one of the reassons underlying the recent move to
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re-casty the Commodity Officer class, along with some other clesses, into
a new class of Trade and Commerce Officers, recruited by the exsmination
for university graduates and organized on the lines of a more-or-iess

distinct Service. This is expected to develop an esprit de corps and

become a new career-group in the futurs.
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CHAPTER SEVEN.
CONCLUSIONS .

The general aim of this paper was to study the effdrts made by the
management of the civil service of Canada towards the development of a
core of career officers in the non-departmental classes.

In Chapter One an effort was made to show, that the need of such a
nucleus of a career gervice 1s most widely recognized. This recognition
wag not evident in Canada when Sir George Murray wrote his Report 1n 1912,
for then the need of careers was not pressing, and therefore hils clear
recommendations in regerd of careers evoked no response. Even after the
first world wer there was no more pressing need, and therefore no more read-
iness to recognize the implications of a developing government service,
destined to be subjected soon to the severe test of serving a rapidly expand-
ing society in conditions of increasingly complex internal and international
relations. That this was the situation is demonstrated by the fact, that no
trace of the lasbours of Sir George may be found in the system approved and
adopted; upon the recommendations of the firm of Arthur Young and Co.

Not until the early 'thirties.could an interest be found in a general
career service in the Pederal govermnment. At that time an identical interest
was prompting experiments in hiring to the United States civil service°

The first practical results of that incipient interest took the form
of a series of recruitment plans. Following the same line which has been

adopted in the United States,l the Civil Service Commission of Canada turned

1. It is not the 1ntention of the writer to imply that the Civil Service
Commissiva of Canada followed the example of the United States. Rather
the facts seem to prove that it was a simultaneous development in both
countries, following their genuine internal needs. The simultaneousness
of the process lent a valuable support to the plans of the Civil Service
Commission of Canada. Nevertheless, no indications were found to
suggest that the Canadian civil service was emulating the U.S.A.
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to recruiting college and university graduates. The efforts in this
direction were discussed in Chapter Two. However, the successful operation
of a career service depends on much more than the recruitment of suitable
candidates. As the consensus of opinions related in Chapter One shows, it
depends most of all on the conditions within the service. These conditions
muet stimulate & continmuous growth on the part of the employee; they must
bind his loyalties to the organization he serves and induce him to commit
himself to a lifetime of work within its apparatuso2
In the Canadlan civil service_such conditions do not yet prevail in
the general service. Rven the recrultment activity as such 1s not yet fully
suited to the needs of the civil service in a core of career servants. On
the part of the personnel agencies, - the Civil Service Commission and the
Poersonnel Offices in the departments - the practice is not yet made consistent
enough to provide uniformity over a long period, which is a necessary
condition if a cohereht service is intended to last for long and to provide
an essentially contimuous career for generations of civil servants. The
practice of reliance on a "going rate" of pay for recruitment necessitates
frequent adjustments of the salaries at the joint of entry. The frequency
of these adjustments, combined with their minute nature and the short ranges
of salarles in the several classes fosters an attitude of momentariness; of
stop-gap employment. In conditions in which change 1is rapid and limits of

predictability are narrow - due to short scales of salaries and frequent

2. See H. M. Somers, "Some Observations on Temure™ in The Federal Career
Service - A Look Ahead, Pamphlet No. 8, Socliety for Personnel
Administration, 1954, On p. 46 Somers describes the necessary
characteristices of a career service and its member.

Cf. also Annual Report and Recommendations of the Chairman of the
Joint Comittee of Expert Examiners for the J,M.A, (referred to
supra); p. 4; "™We are in effect asking individuals to commit them-
selves to a lifetime Of service with the Federal Govermment."
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change of class at promotion - the entrant is bound to defer planning for
any long-term career. At best, he will stay uncommitted,; having decided
to wait and see what future developments might bring. At worst, he would
decide to accept an appointment as a momentary expedient, pending an
opportunity for a more lucrative, or more stable arrangement. In such
circumstances the anmal recruitment--drives will feed into the civil
gervice consecutive waves of entrants rather than a continuous stream.3
The recruit for & career service in the Fedsral govermment enters
a class the structure of which doces not serve the purpose of developing a
career service. Many classes in the civil service of Canada are intended
to conatitute the links of some chain, the entirety of which has been planned
as a career series. However, there is neither a safeguard to prevent the
leakage out of such a series when an opportunity elsewhere in the service
attracts an officer; nor is there any express and tried method of inducing
him to plan hie career within one serles. Therefore there ie little point
in picturing a nucleus of general career classes in the Federal civil
service. There are many career civil servants, and numerous individual

L
careers, some of them strikingly successful. But the generel career service

3. The Civil Service Commission is aware of the fact that some recruit-
ment practices operate contrary to the interests of the civil service.
In the recent effort to improve the recruitment of Administrative
Officers, referred to in Chapter Two, - namely the appointment of a
committee of high ranking officers to consider that recruitment -
one of the stated aims was to "take crisis-recruiting out of
entrance to Administrative Classes."

b, The writer found in the personnel records of the Civil Service Comm-
ission at least two cases of rise from the lowest subclerical
position of office boy, one to & salary level of $3000., the other
to the secretaryship of an important agency in the Pederal Government.
Many less brilliant, still very considerable advancements could be
cited.
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classes are not identicasl with the cadres of general career officers. The
members of these classes are often members pro tempore, and only seldom feel
a special allegiance or an express loyalty to thelr class or serles within
the claessification system. Moreover, one finds within the genersasl career
classes many employees who would not qualify as career officers within the
meaning given to this term by the various authorities and practitioners
gquoted in Chapter One. Many of these enter the civil service at a late
point 1n life, when a start of a new career 1s a doubtful undertaking,
others conceive of their service as temporary. Therefore, while there are
numerous career officers, and good cafeer material may be found throughout
the general classes, there is no identifiable career service in the general
govermment personnel.

The factor of planned and predicteble promotion, recognized as
esgentlal for the concept of career, 1s absent from the general service
classes. There is advencement;, and, as sald; sometimes strikingly success-
ful. But if promotion is taken to mean what the term implles, nemely the
initiative and responsibility of the management in promoting meritorious
smployees;, this asdvancement is not promotion. It is achieved by the
employee upon his own initiative and responsibility, in the manner in which
an entreprensur would be expected to advance his interest. It cannot be
gained by exclusive and devoted concentration on one's work, for it depends
upon the utilizaetion of opportunities when these present themselves. The
merit, in recognition of which advancement is awarded, is to be demonstrated
by prowess in "opportunity-hunt" and in qualifying for a position different
from the one to which original appointment was given. Since the necessary
experience, believed to constitute the basis for promotion, cannot be gained
through work in a different position, namely the one to which the candidate

has been originally appointed; and since providing him with such experience
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entails, practicsally, employment at a position to which he has not quali-
fied in terms of his appolntment; therefore theoretically, and on the basis
of loglcal principle alone, the promotion of a clvil servant, recognized
to be an importent factor in the system of the civil service, is possible
only through means which conflict with the principles of recruitment to
perticular positions,5 which apply throughout the general civil service.
The use of incentives is not calculated in a fashion more suiteble
for a career service. The smooth and monotonous rate of salary increase,
in which promotion does not introduce any greatly significant changes is
a case in point. Both the small differences between the salaries of
consecutive grades in & series, and the overlaps in their respectlive ranges,
deprive promotion of the effect of an event which might attract by its
prospect and lure the employee forward. The only genuinely attractive
prospect is one of advancemsnt through a competition to a position much
higher in the ranks - and such prospects must necessarily be very temuous.
Other incentives are not more potent, with the possible exception of
educational leave. The attempt to induce the employee to a long service
through the provision of a furlough after twenty years is a point worth
noting, even though it seems a rather feeble effort. The realization of
inadequacy of incentives must be keen enough, for it seems to prompt efforts
to supplement them. Proposals of introduction of personal rank may be
encountered lately in the civil service, and these might possibly spring

from that realizationq6

5 Frederick and Edith Mosher came to a similar conclusion about
the civil service of the U.S,A. They remarked "In fact, it might
almost be sald that the success of such personnel progrems depends
primarily upon skill in side-stepping some of the precepts of the
present system”. - The Federal Govermment Service: Its Character,
Prestige and Problems, p. 125.

6. See e.g. Watters and Gow, loc. cit.
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The general picture is one of a service which grew unplanned,

7 There have been sound

spontaneously, as did that of the United States.
efforts at recruiting capable career officers. These efforts have not been
followed by internal developments and adjustments calculated to prepare a
career enviromment capaeble of receiving the career entrants and providing
them with a possibility to develop. Most serious were the difficulties
caused by the immensely involved classification system; which does not
sult a dynamic type of a general career service. This system attracted
grave criticism on the part of the Royal Commission on Administrative
Classification in the Public Serviceas

This classification system camnot but reflect on the possibilities
of introducing regulerized promotion, sorely needed under present circum-
stances. The feeling of impossibility as to the adoption of such a
solution is perceptible in the civil sérviceo That impossibility is the
result of two factors. One - the unmanageable classification system prevents
any predictability of promotion. Two - the supposed aversion of the North-
American to the operation of planned and closed groups or services is said
to deprive the authorities of an argument which could possibly be invoked
in case of the adoption of a decision to try to effect & change in the
customary system. The outcome is a dilemma in which the Civil Service

9

Commission cannot help being caught. The helplessness prompts & rational-

ization, widely current in the civil service, and popularly referred to as

7 "Since the enactment of the Civil Service Act of 1883, the growth
of the civil service system has been largely the result of patch-
work without benefit of a basic plan or clear purpose®.
Administration of the Civil Service System, p. 10.

8. See Report, p. 15 and passim.

9. See the ldentical situation in the United States, referred to in
Chapter Three, n. 85,



the "milk bottle approach™. This has been discussed in Chapter Threeolo
The habitual attitudes of the departments, which are conditioned to seeing
every new entrant as a specialist, or at least as a candidate for immedlate
occupation of a defined position, contribute to the absorption of general
career entrants into the speclalized classes. This absorption; in turn,
is being explained away by reference to the same image of a milk-bottle.

The study of a departmental career service, underteken in Chapter
S8ix, shows that a career service, closed and planned, is possible in the
Cenadian Federal civil service. When there is a clear conception of the
need for such & career service, when its plan 1s conceived with a unity of
purpose and based on a clear advantage derivable from its operation, its
characteristics of a closed corps with a planned and regularized promotion
do not evoke any unfavourable reaction. To the contrary, the Trade Commissioner
enjoys a prestige in the community at home, to which the general civil
servant did not attain. The personal rank of a Trade Commissioner i1s not
viewed as evidence of conceit or as an undemocratic distinction, his strong
allegiance to his service and his loyalty are not interpreted as a limitation
of his freedom or a remnent of feudal ideasoll

Such a development of the Trade Commissioner's career has been made
possible through the undisputed necessity of a permanent service engaged
in a function acceptable and understandable to all. Since this function was
not subject to doudbt, the steps necessary for the erection of a corps of
functionaries to fulfil it were acceptable and unopposed. And the consistency
of the purpose and 1ts basic unity over two generations provided the service
with a stabilizing principle, which substituted for an intentionally

develioped plan according to preconceived lines.

10, See there, and n. 32, ibid.

11. cf. The Federal Govermment Service, Its Character, Prestige and
Problems, p. 160,
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APPENDIX 1.

Samples of recommendations by Oral Examination Boards in competitions

for Administrative Officers. Sample I comes from an open competition for

Junior Administrative Officers in 1953. Sample II haas been taken from a

promotion competition for Junior Officers (candidates for Administrative

Assistant) in 1955.

Samgle 1l

Is 19 years of age and will receive a B.A. degree in June. An
easy-golng indlvidual whose sense of responaibility does not meenm
to be highly developed. Unless he acquires more polish, he may find
it difficult to obtain a position in keeping with hias university
training. Not recommended for appointment.

A mediocre candidate who does not seem to have the courage of his
convictions. The Board was left with the impression that he was
not mentally honest in explaining his reason for failing his pre-
medical year at Montreal University. Not recommended for appointment.

Candidate leaves the impression of lacking in initiative and per-
severance. He will be completing an Arts course in June, at the age
of 21, and has no definite plans for further academic studies.
However, he mentioned towards the end of the interview that he might
be interested in becoming a Dental Surgeon, but he admitted that he
had not enquired into the possibility of financing his studles at

a univeraity where he could obtain this degree. Falr knowledge of
English. Not recommended for appointment.

Will graduate from Oka Agricultural College in June. Obtained a B.A.
degree from Sacred Heart College, Sudbury, after high school education
at Irogquoils Falls, Ontario. Preferred to specialize in Agriculture
at Oka rather than at Guelph because he wished to improve his know-
ledge of French. At 25 years of age this candidate shows definite
signs of maturity, which could probably be explained by the fact
that he has worked every summer since 1941, and has taken an active
part in college activities. On account of his training he would
prefer an appointment with the Department of Agriculture but would
not turn down an offer of employment with another department -
Bilingual.



Note:

179.

Samgle I1

An eamy-going uninteresting person who is content to move as
someone else moves him. He has done very little for his own
self-development. He thinks that he has a big job and has
definite tendency to exaggerate it. The Board thought that

he should not be put on the course, that his contribution would
be negligible and he wouldn't get anything out of 1it.

This man showed very high intellectual value, but under the factors
of group leadership and participaetion he showed himself to be a
lone worker. He is bright, intelligent, but his interests are
focused. He has a preference for reading end writing rether than
doing. The Board felt that he would do better in academic pursults
and research than in administration.

A fast talking man who knows his own Job and promotes things he
finde interesting. However, he appeared to be naive and intell-
ectually immature. The Board considered that he would be out of
place on this course. .

This 1s a man quite small in stature who ls embarrassed by thias
fact. He had difficulty in expressing himself in English. He had
started other courses, but has lost interest 1n them and has dropped
them. He seemed to think as a supervisor rather than as an
aedministrator. His decisivenesa, maturity and stability were
doubtful. His articulation, naturalness and ability to inspire
confidence left something to be demired.

The reports have been selected with an eye to variety and many-

sided presentation, so as to illustrate the range of qualities sought in

applicants. Most striking is the quest for initiative, group valuss and

leadership, perseverance and courage, clsrity in thinking and convincihg

personal manner.

No motivetion is given for favoureble recommendation for promotion

competlitors, and one may estimate the motives only per contra. In Sample I

a typlcal favourable opinion is included.
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APPENDIX 3.
Salary scales of various classes in the Administrative, Scientific
and Foreign Service Officers in the Govermments of Canada, Great Britain
and.the United Statem, showing the structure of the scales, and the mutual

relations and points of overlap within the meveral series.

GENERAL NOTES:

I. CANADA: Sealaries in dollers, as revised in Spring and Summer 1957.

II. GREAT BRITAIN: Salaries in%, as recommended by the Royal Commission
on the Civil Service, 1953-55. The recent amendments, includirg
those of May 17, 1957, did not change the essential picture, there-
fore it has been found permissible to Alsregard coherence of situation
as at a defined point of time. {(Ine most recent scales may be found
in The British Civil Service, publication No. R. 3624 of the
Reference Division of the Central Office of Information, London,
May 31, 1957.)

III. THE UNITED STATES: The scales are of the General Schedule (G.S.)
Salaries in dollars, as of Jammary 1958, i.e. the rates current
since March 1955, with emmendments (G.S. 17 & 18) of July 1956.

In all charts read from bottom upwards. Horizontal arrangement shows

points of overlap.
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I. CANADA

a) Salary - Scales of the Administrative series in the civil
service of Canada.

2 % 8% 2% 3B 8% 8B 3% 3% 3%
e, DB BE BE BE BE BE BE BE ¥ 3d
: 99 2P SE SB 9B SB SE 8B §E §B
= o R o H o H o Lo 3/ ] H @ H o H o H n
o 8 o ot ct o+ ot ct ct o+ o+
g *F rg orvg o wE TR ovE o3 Y@ og
[ ct ct ct ct+ c+ ct ct [2d ct+
o] =3 % =3 e >3 5 = e o
@ 3 3 3 3 3 3 3 3 3
ct
5 10,140
& 9,780
Salary in $ 3 9,420 9,420
9,060 9,060
8,700
8,340 8,340
7,980
7’680
7,620
7,320
7,260
7,020
6,90
6,780
6,600
6,540 6,540
6,300 6,300
6,180
6,060
6,000
5,850
5,820
5,700
5,580
5,430
5,280
5,130
4,980
4,800
4,650
4,500 4,500
4,350 4,350
L 200
k,050

Source; Treasury Board Minute No. T.B. 519606, July 5, 1957.
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I. CANADA .
b) Salary - Scales of Scientific clesses in the civil service of Csanada.

a EBconomists and Statisticlians.

— - S e e e G Gm o e e e e e

0m n 0 0 = 0= ne [N ] Q= QX
ot O ct Q ct Q ct Q &t Q c O ¢t O 50 =0
2R Bg oBr oz RP B3 ony oad
e e
2f 22 af =8 =8 28 =38 B 8
alk!/} = m landi /] + - 0 H - cr & c
Q ot Q ct+ Q Q ct Q ot Q ot Q ct 0 + o ct
v = e F. = . e o+ ot
=] o ] o] o] [ o) ey oy
B o] =} =} =] ja] ?_J'_ flg_
|l [AS IS ww E o '\ O\ -~ 3 =0 I\)g
Salary in
vin$ 10,140
9,780
9,420 9,420
9,060 9,060
8,700
8,580
8,340
8,220
7,860 7,860
7,500 7,500
7,320
7,140
6,960
6,780 6,840
6,600
6,480 6,480
6,360
6,180 6,180
5,880 5,880
5,580
5,160
4,920
b 740 4,740
4,590
4,560
b, 44O
4,290
4, 1ko

Source Treasury Board Minute No. T.B. 517272, May 9, 1957.

Note: There is no Economist 8.
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I. CANADA.

c) Salary - Scales of Scientific classes in the civil service of Canada.

13 Astronomer Series.

B e e e e

> b = > o =
o o v:} [¢ ] e} ® QO
o o o o+ ot o B
Class: s 3 3 s & gE
g = =] ] =] 8
g 3 8 B 2 g8
- 5 3 3 5 3
— N W = \J
Salary in $
11,000
10,500
10,000
8,580
8,220
7,860 7,860
7,500 7,500
7,320
7,140
6,960
6,780 6,840
6,660
6,480
6,360
6,180
5,880
5,640
5,580
5,400
5,160
4,920
L,740
4,560
4,380

Source: Treasury Board Minute No. T B. 516045 - Mey 9, 1957.
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d)

CANADA .

185.

Salary - Scales of Scientific classes in the civil service of Canada.

c Chemigts.

— —

Class:

T 9sTWOYD

Salary in $

Source:

5,640

5,400
5,160
L, 920
4,740
k,560

Treasury Board Minute No. T.B. 517272 - May 9, 1957.

¢ IsTwayd

6,780
6,480

6,180
5,880

5,580

€ 3s1wWEYD

7,320
6,960

6,660
6,360

38 TWOYD

8,580

8,220
7,860
7,500

¢ 3sT1WeYD

9,420
9,060
8,700

8,340
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I, CANADA,

e) Salary - Scales of the Foreign Service Officer class, Department of
Trade and Commerce, Govermmsnt of Canada.

o H o O O o O o O o
H O H O = O H O = O Hy O H O M O
=g 2§ 2d 23 28 P8 234 23
Class: 80'5" 855 80'5“ o ® Y 80'; 8&? 8(5"
R B > =] BB Ly I R B L =] R D 2 |
=8 ne o we % Vg g ~ g >
3 3 3 3 3 3 3 3
o o o o o o o o
14 ® ] 4] (] @ ] ]
13,000
Selary in $ 12,500
12,000
11,500
11,000
10,500
10,000
9,420
9,060
8,700
8,580
8,340
8,220
7,860
7,500
7,320
6,960
6,660
6,360
6,180
5,880
5,640
5,160 5,400
4,920
(4,740)
(4,560)
(4,380)
(4,200)

Sources: Treasury Board Minutes Nos. T.B. 518564, June 17, 1957.
T.B. 522734, September 26, 1957

Note: Rates in bracketas indicate the initial four half-yearly
increments.
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GREAT BRITAIN.
Scales of salary as recommended by the Royal Commission on the

Civil Service 1953-55.

a The Administrative Cleass.

Japuf
8y3 o3
Lavyeaoeg
YuLuUBMISg

Grede

Tedioutag
IUBRYRTIESY
Tedioutad
£asyaa09g
1UB}SIESY
£avqea09g
Lxvyaa09g
Kaundaq
£asyaroeyg
qusuBmIS
Lanswgoaa]

Salary in % 7,000
3

-

o
N
\n
(@]

3,250
2,600
2,500
2,400
2,300
2,200
2,100
2,000
1,850
1,775
1,700
1,625
1,550
1,500
1,450
1,400
1,350
1,300
1,000
970
QLo
910
880
850
820
790
760
730
700 (x)
625
600
575

Source; The Royal Commission on the Civil Service, 1953-55. Report

Cmd. 9613. par. 421. (The recommended scales)

Notes: Salaries shown are for men, London rate.

(x)

The increment of £ 75 is given on conclusion of probation.
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GREAT BRITAIN :
Scales of salary as recommended by the Royal Commission on the Civil
Service, 1953-55.

b The Executive Class.

¥ ©SB 8§ 88 §B§ BY 8§
@ H:(g B Hy [ =] D > o+ @
Q e e e o ® Q Qg o
e ] 0 0 Q M = 0 £ 0 o
Grade: & 93“1 8& gtq o Sy 5:34
‘ < = = S < Q <
@ 54 5 o o = @ g e
o ) Q o
(@] Q [¢] = oo [ o =
H = b~ ct Hy Hh Sy 5o
Hy ct+ ct o y th ot T
e e e < e [y Qo
Q < < %) o Q =
o o o ® @
s R e
Salery in L over
2,300
2,300
2,000
1,900
1,800
1,750
1,700
1,625
1,550
1,450
1,400
1,350
1,300
1,260
1,220
1,160
1,120
1,090
1,060
1,030
1,000
950
Rising by 15
increments of %..30 each
S00
L60
k2o
280
340

Source; The Royal Commission on the Civil Service, 1953-55, Report,
Cmd. 9613. par. 468. (The recommended scales)

Note; Starting salary applies at the age of 18.
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GREAT BRITAIN.
Scales of salary as recommended by the Royal Commission on the

Civil Service, 1953-55.

¢ The Scientific Officer Class.

- e g S — — e met e S e e

owm owm oH mon mny o Q oaQkX
2e 2§ BE £ 2g  3E  3ES
Ho ® o o e O - @ < e ® He @ ot
Greade: R 83 o = ag 8 &
B5 B "5 by M Q B g BRE
= aQ ~ nit] e pod = O
° o w °5 Sa 2 55
o Q o a [ 3= o o
o+ - H e ) e e
A T4 I
o o Q o] O )
Q (o Q @
H ] K
3y
Salary in %. Broadbanded
on the span
3,500-6,000
3,250
or
35,000
2,700
2,600
2,500
2,400
2,300
2,200
2,100
2,000
1,850
1,775
1,700
1,625
1,550
Rising by 5
incremente of £ 50
1,200
1,275
Rising by 5
increments of £ 40
1,075
1,000
Rising by 10
increments of £ 30
700 (x)
625
600
o275

Source; Royal Commission on the Civil Service, 1952-55, Report, Cmd.
913, par. 553 (The recommended scales).

Note: (x) The increment of & 75 is given on conclusion of probation.
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117. THE UNITED STATES
he neral Schedule Gr . Scales of ry in $.
GsT.l GeGs-g cfs-:du Gs-fdes(jﬁ:j Ei%;s-6° S(;asl-a?'Y GS-$8 GS-9 GS-10 GS8-11 @S-12 @sS-13 GS-1bk  gs-15 GsS-16 GS-17 GS-18
130
ti7o03 (G5 (13,335) 16,000
(4615) (6860) (12,120) 14,835
4480 6725 (12,905) _ 14,620
4345 (6655) 12,690 <] G
)-F.élo 6500 12yh20 l’-‘-,l90
(4180) (6520) 12,150 13,975
(1095 ) — 6455 (12,040) 12,760
Lo7s (6385) < 11,880 13,545
(4010) 6320 (11,825) 13,330
(3940) 3940 6250 (11,610) 11,610 13,115
3925 (617%) 6185 11,395 L> 12,900
(3855) - 6115 11,180
380 (6050) 6050 10,965
(3770) 3805 5980 10,750
(3725) 3755 (5915) 5915 (10,710)
3685 5845 (10,4g5) 10s535
(36L0) 3670 3670 5780 > 77 10,320
2600 (57140) 5710 (1.09280)
(3555) 3585 5645 10,005 .
<77 3515 (5605) 5575 9850
370 3500 5510 %35
(2455} 3430 (5470) 5440 9420
, 3385 3415 5375 (9290)
(3370) 3345 5335 9205
3300 (5295) 5240 (9075)
(3285) 3260 5200 8990
3215 (5160) 5105 (8860)
3200 CR175 5005 8645
3130 | {5025) 4970 8k30
3115 k930 8215
3045 4890 I (8110)
2030 4795 8000
2960 4755 - (78%5)
a9k L4660 | 7785
2860 k620 . (7680)
2775 4525 ' 7570
2690 4485 7465
4350 1250
Lo1s 7035
—>4080 6820
© 6605
—> 6390
; Source; U.S.C.S.C. Form 2968, August, 1956.

Note:

Figures in brackets represent "Longevity rates". Arrows
show points of correspondence between the segments of the
chart.
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APPENDIX &,

Nature of Duties and Manner of Assignment in the Civil Services

of Great Britaein, Canada, and the United States. (Administrative Work.)

A.

Great Britain: 1) General description of the Administrative Class

(Source: C.S.C. The Administrative Class of the Home Civil Service,

London, C.S.C. 1956, p. 1-2.)

1. Duties.

The Administrative Class is comparatively small (some 2,750 out of
about 630,000 civil servants). Its members, under Ministerial direction,
are responsible for the general organisation and control of the business
of government. Thelr duty is tc keep abreast of the day-to-day running
of their departments, and to fa%e,each major problem that may arise-
think round 1t, estlimate the efficiency and the cost of solving it by
one method or another, sssess the effect on the public and on the work
of other departments, or on other countries, and give their Ministers
advice which is well balanced and complete. At any particular time

some members of the class are closely concerned with legislation:
working out details of Parlismentery Bills in consultation with other
government departments or with public end other authoritiss and
assoclations concerned, end helping to ses the Bill through Parliament
by providing the Minister with informatlon and meterial for debate in
the House or examination in Committee. Other work Iles in gathering
material and drafting papers for Caebinet committees, as a basis for
decisions by Ministera on imssues of broad polidy. All members of the
Administrative Class take part in a wide variety of meetings and confer-
ences, and act from time to time as secretaries to committees; and many
serve a term as private secretary to a Minister. Thelr work always
entalls the consideration of many facts and opinions, and indeed the
distillation from these of workable and generally acceptable solutilons
is thelr daily task.

Perheps the main characteristice of ther work of the Administrative Clams
are complexity, wide scope and varlety; it reguires for its efficient
performance integrity, intelligence, common sense, ability to deal with
people and to carry responsibility, and the capacity to recognise
qulckly the essential points in a situation

2. Description atandard in recruitment posters. (Source: A poster
in the 1957 competition.)
Dutles, Pay, and Prospects.

The members of the Administrative Class advise Ministers on the form-
ation of policy and the preparation of legiamlation to give effect to
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it, and, under their instructions, are responsible for the general
directions to ensure that Government decimions are put into effect.
They are the chilef source of advice to Ministers on current Govermment
business and assist them in their Parliamentary duties by preparing
anawers to their letters and to Questlons asked in Parliament, as well
as by providing material for uee in Parliamentary debates.

They are responsible for the broad orgenization and direction of the
bueiness of Government end for manasging the work of Departments. They
are concerned, for exsmple, with administering departmentally the
various Acts of Parliament in so far as policy decisions are required
from time to time on the working of these Acts.

Members of the Administrative Class represent the Minister or their
Department in negotiations with other Governments, other Departments,
outeide interests, and members of the public.

In thelr first years, Assistant Principals will be mainly occupied in
learning their Jjobs, being brought into touch from the outset with the
policy questions of their Department. Much of their work will be on

paper, and will consist of the writing of letters and memoranda, and
generally "devilling™ for their seniors. But they will also have plenty

of opportunities for personal contacts, both with colleagues in their

own and. other Departments (e.g. when acting as secretaries at inter-
departmental conferences), and with members of the public. They will

be given every opportunity to put forward their own constructive proposals
for action, and will be encouraged to take responsibility for decisions

as soon as they have proved themselves fit for it. Assistant Principals
also £ill a number of the posts of private secretary to Ministers and
senior civil servants, and those who occupy such posts are right at the
hub of the Government machine.

In general, officers appointed to the Commonwealth Relations Service will
spend their full working 1life in the Service alternately at home and in
oversea posts including Canada, Australla, New Zealand, South Africa,
India, Pakistan, Ceylon, Federation of Rhodesla and Nyasaland, and the
Republic of Ireland.

CANADA: 1) Genersl description of the Administrative officers class

(series). (Source: C.S.C., Civil Service Caresrs for College

Graduates. C.S.C. Ottawa, 1952, p. 26)

ADMINISTRATION
Adminlistrative Trainees

The purpose of this class is to provide for the annual entry into the Service
of a small select group of younguniversity graduates who show promise of
developing into good senior administrators. These employees enter for a
year of probation and training during which they are moved about within the
employing department to gain a brouad experience. Their early duties may
include the preparatlon of correspondence and reports and assistance in
investigations and research. They will also attend a course which includes
u review of the functions of the Federal Service, a description of its
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organization, and consideration of administrative principles and practices.

2) Descriptions in recrultment posters.
a: Source; General poster Rewarding Careers for Junlor Administrative

Qiim, 1956 = 7°

The following is a gquotation from a speech given by Dr. Hugh L.
Keenleyside, Director General, Technical Assistance Administration,
United Nations and a former deputy minister in the federal government.
"The young Cenadian............should he enter the public service,
will be selecting........ & vocational way of 1life as distinct
and definite as that laid down for soldiers or clergymen or doctors..

But perhaps the most important attraction of the public service is
psychological and arises from the fact that its members are engaged
in the task of working for thelr country. They have the satis-
faction of knowing that they are employed on work, that in great
degree or small, will affect the lives and fortunes of all their
countrymen and directly or indirectly, the future of the State
iteelf™.

If you are a university graduate under 31 years of age you are invited
to consider the class Junior Administrative Officer. It is one of- the
most attractive avenues of entrance into the federal public service.

The sterting salary for Junior Administrative Officers (Administrative
Trainees) 1s $3750 a year and there are numerous opportunites for
advancement. To illustrate, ‘three of the six who were recruited in
1946 are now earning between $6000 and $8000 a year while five of the
eighteen assigned five ysars ago are now earning between $5000 and
$6000 and one between $6000 and $7000. The starting salaries at that
time were around $2400.

During thelr first year of semployment, Junior Administretive Officers
recelve on-the-job training in the department to which they are assigned
and attend a formal course of administration given by the Staff Trainirg
Division of the Civil Service Commission. All Junior Administrative
Officers report initially to Ottawa, but later on in their careers some
may be offered field appointments. Candidates from all disciplines

are invited to apply.

b: Source; A poster for a particular position of Adm. Off. 3, 1957.

-

DUTTES.

Under the directign of the Superintendent of Govermnment Buildings
(Administration) to be responsible for the provision of clerical and
administrative services to the Division, including the Ottawa District;
to establish procedures and delegate responsibilities to clerical and
stenographic ataff; to advise officers of the Division on all personnel
matters and to make decisions on matters of a routine nature; to
supervise staff of the Personnel Unit responsible for recording,
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assignment, trade testing and pay of classified and prevailing rates
staff; to direct the senior Clerk in charge of processing accounts
and recording costs of work performed in the Divieion; to direct the
senior Clerk in charge of staff engaged in the recording and control
of requisitions and files; to maintain close liaison with the Officer-
in-Charge of Ottawa Area Stores; to supervise the work of the Clerk
in charge of a transcribing pool; to interview employees regarding
personnel and career problems; to review and recommend changes in
forms and procedures; to ensure adherence to Departmental directives
governing policies and procedures; to carry out other related duties
as required.

C. THE UNITED STATES:
1) General description of the Administrative Officers Class (™job briefs")

(Source: U.S.C.S.C., Federal Careers. A Directory for College Students.

Washington, U.S.G.P.0., 1956, p. L4l.)

ADMINISTRATIVE ASSISTANT

Nature of Work: Because of the slize and complexity of Federal operaticns
and progrems, the administrative probleme involved in the management
and control of a Federal agency are tremendous. Executives, therefors,
require the help of administrative assistants in the management phases
‘of their work. The assistant is typlcally concerned with manasgement
services in one or more of the following areas; Budgetary and fiscal,
personnel, correspondence, organization, procedure, supply, or records.
Many agencles conduct management-internship programs to train and
develop employees for adminigtrative work. ...... ecoscsoescoeso s o .
,,,,,,,,,,,,, cosss.0 Graduate study, or completion of a 6-year course
of study leading to an LL.B degree may qualify applicants for a higher
grade than GS-5. ...icscosocas
ccccc secsccs JObs in this field are numerous and varied. Administra-
tive positions exist 1n all government agencies, and range in grade from
GS-5 through GS-18. Opportunities for advancement are excellent for
persons who demonstrate abillty to perform administrative duties
effectively. Perticipation in an agency's management-internship progran
1s a good method of embarking on a full management career.

2) Description in a recruitment poster (Source: Announcement No. 431,
issued October 26, 1954, (no closing date) for positions of Orgen-
ization and Methods Exaeminer and Budget Examiner. (Found to be

ngeneraliste”closely comparable to any administrative officers, see

qualifications.)
The Duties of an Organization and Methods Examiner...........
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include evaluating administrative systems end facilities for the
menagement and control of governmental operations and developing

new or improved procedures, systems, and organization structures.
Organization and Methods Exeminers may also analyze programs for the
purpose of recommending ways of improving their execution; aneslyze
problems of organization and methods, coordination, and planning, and
report on the effectiveness and recommend improvements. They may work
on gystems of planning, scheduling, and reporting work, studying the
relative advanteges of mechenical devices and manual methods, and
preparing procedural manuals and administrative orders to put new

or revised systems into effect. They may also perform such special-
ized Jjobs as designing forms, reviewing and recommending new or
revised methods of forms control, records management, or measuring
and reporting work accomplished. .....c0c000eecvococcocccsocscasssocs .

Graduate education in public administration, business administration,
economics, government, politicel science, industrial engineering, or
industrial management successfully completed in an accredited college
or university may be substituted for this experience. Graduate study
in other fields may also be substituted if the graduate work has
included specializatlon in administrative activities such as public
welfare administretion, international organization; public health
administration, the administration of economic regulatory progrems,
etc.

The successful completion of all the requirements for e master's

degree in the above-nemed fields in an accredited college or university
will satisfy the experience requirements for GS-7 positions ($4,205

a year) and the successful completion of all requirements for a doctor's
degree in these flelds will satisfy the requirements for GS-9

positions ($5,060) a year. For grades GS-11 ($5,940) and GS-12
($7,040), additional experience is required.

Note:

In these excerpts two levels of information are illustrated: The general
information available on a class (or series) and particular information
connected with a competition. Compare the respective proportion of detall
as_between the general and the particular level; exhibited by the British,
and the North American, system.

See also the following description of the Executive Class - where the general
character is far less pronounced than in the Administrative. Even there the

presentatlion bears witness to a broed approach, not congealed in separate
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gets of duties.

General Description of the Assigmnments of the Executive Class 1n Great

Britain. Source: C.S.C., Home Civil Service Executive Class. Recruitment

Through the General Certificate of Education, 1956, pamphlet 532/56.

(Wording is identical in other competition-announcements. )
DUTIES,

Members of the Executive Class do a wide variety of interesting
work and there is ample scope for many different kinds of ability
and temperament. Within the limits of general government policy
members of the class have to deal with the problems of people in
all walks of life and with the affairs of all sorts of business

and other concerns. Executive Officers can and should refer matters
of special difficulty to their senlors, but their work is not routine
and they have to use their discretion on matters calling for
intelligence, judgment, and resource. About a guarter of the
Executive Class handles figures, and a quarter has frequent contacts
with the public and representatives of business, locel authorities,
etc. Individual work includes such things as granting licences

(for building, exports, imports, new factories, etc.), awarding
insurance beneflits, assessing difficult taxation, checking purchase
tax, handling confidential reports on staff, etc.; orgenising and
managing work includes the control of a Department's reglstry and
filing system, or of a section compiling statistics (food stocks,
crops, savings, trade, wages, etc.), or oi a self-contained office
such as a small Employment Exchange. Work with figures may include
accounting, auditing the expenditure of Government Departments or
local Government contracts (for armamentvs, clothing, stores, equip-
ment, vehicles, etc.), assessing death duties, provisioning ships,
etc. Executive Officers may also be secretaries to Committees,
legal clerks, asslstants to Administrative Officers; some of the
duties may be carried out in the High Commissioners' Offices in the
Commonwealth. Organising and controlling the work of subordinate
staff becomes more and more important as Executive Officers climb
the ladder of promotion.

The Departmental Executive Classes include Assistant Auditors in the
Exchequer and Audit Department, Assistant Examiners in the Estate
Duty Office of the Inland Revermme, Higher Grade Tax Officers in the
Office of the Chief Inspector of Texes in the Lnlend Revenus,
Actuarial Assistants 1n the Govermment Actuary's Department, Audit
Exeniners in the Ministry of Housing and Local Government, Immigration
Officers under the Home Office, and Grads 5 Officers in the Special
Departmental Class of the Ministry of Labour and Netional Service, and
Assistant Examiners in the Benkruptcy and Companies (Official
Receivers) Service of the Board of Trade. In some cases members have
the opportunity after entry of acquiring specialist qualifications,
©.g. as suditors or actuaries.
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APPENDIX 5.

Excerpt from a letter to the writer, October 25, 1957.

Covering letter to questionnaire

Questionnaire.

CANADA

DEPARTMENT OF TRADE AND COMMERCE

Ottawa.
October 25, 1957.

The enclosed is a copy of the questionnalre and
memorandum distributed to staff at Headquarters. There were 88
questionnaires sent out. The memorandum to the staff in the field
was preclsely the same as the one herewith except that it was signed
by the Acting Director of the Trade Commnissioner Service. The same
can be sald of the gquestionnaire except where the words Civil Service

appear in this questionnalre, these were replaced by Trade Commisgioner
Service.

We have asked that all returns be made to me 1in
plain envelopes s0 as t0 preserve security and I wlll forward these
to you in lots as they come in.

© 9 602500000009 0000G0090000CAa000a§D0A60CO0s0e G130 Qb0 0

L. J. Rodger,
Personnel Officer.



198.

DEPARTMENT OF TRADE AND COMMERCE

o

October 23, 1957.

The enclosed questionnaire 1s being dlstributed on
behalf of a student at McGill University who is preparing a Ph.D.
thesls on Careers in the Civil Service. The Civil Service Commission
and the Department heve been co-operating in providing statistical
informetion and this guestlionnaire is an attempt to elicit more
specific data 1in respect to the views of individual officers on the
career prospects of the Civil Service.

There is, of course, no compulsion in this request
but we feel that the whole study, of which this is & part, will provide
useful information to the Department and the Commission.

No signature need appear on the questionnaire &s no
attempt will be made to identify the return with any individuel
officer. To ensure that no ldentification of individuals occurs,
will you please enclose your return in a plain envelope marked
"personal” for Mr. L. J. Rodger, Personnel Officer, Room 11, No. 1
Temporary Bullding.

L. J. Rodger,
LJR/iB Personnel Offlcer.

Enc.
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ANSWER BY A CHECK MARK OR THE PROPER DATA.

1)

2)

6)
7)

8)

9)

Year of birth - Formal education
(degree) -

My work is Administrative Technical
Both administrative and technicel

Continnous service since

with ______ interruptions for a total of months
years
My starting salary was $ ________ yearly
My present salary is $____ yearly

Are you satisfied with the career offered by the Civil Service,
yes no undecided

The main advantage(s) of a career in the Civil Service is (are)
' .prestige in the community
interesting work
securlity
good working conditions, benefits
good salary
absence of worries
good social contacts
. opportunity to improve educatlion
opportunity for fast advancement
opportunity to serve the community
other ( would you care to enumerate, please? )

The main disadvantage(s) of a career in the Civil Service is (are) -

Did you think of this sort of career and plan it long before its inception?

yes no

Was 1t your ambition since youth to become a Civil Servant?
yes no

If not - what made you choose it,
family tradition
.an opportunity of work and salary
.disappointment elsewhere
accldental reasons
. other

10) Do you plan to continue in the Service until retirement ?

yes no
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11) If not - do you plan to go into

private employment
own business

free practice

other public service
___ teaching

other

12) How do you estiméte your rate of advancement in the Service until now ?
average fast slow

13) Have you foregone opportunities of employment outside the Service?

how may ?
What were your motives?
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APPENDIX 6.
Tebulation of replies to a quéstionnaire, by 52 officers of the Department
of Trade and Commerce, employed at the Headquarters in Ottewa.
(Significant points are related to the replies by Trade Commissioners, who

responded to an identical questionnaire.) October 25, 1957 - January 31, 1958.

1. Age: 26 - 30 yrs. 8 officers
31 -3 " 8 "
36 - 40 * 10 "
41 - 45 * 9 "
k6 - 50 " 5 "
51 -55 " oo
56 - 60 1 "
61 - 65 " 3 "
No answer L "
Total 52 officers
2. Educationg Matriculaetion L officers
Bachelor's degree 30 "
Master's degree 5 "
Ph.D. 1 "
Not specified 12 "
Total 52 "
3. Nature of work: Administrative 16 officers
Technlcal 5 "
Adm. & Techn. 28 "
Professional 2 "
No answer 1 "
Total 52 "
4. TLength of service:
yrg. 0-5 17 officers
6-10 8 "
11-15 13 "
16-20 3 "
21-25 3 "
26-30 6 "
31-35 1 "
36-40 1"
Total 52 "

5. Number of interruptlions in service:
0 interruptions k42 officers

l " 9 b (FaSoOo - l (!) )
2 " 0 » (F.8.0, =1 (1))
3 " l "

55 (]

Total
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6. Range of interruptions - 10 months to 9 years, total.
7. Satisfaction w;Eh career.

Satisfied 45 officers

Not satisfied i "

Undecided 6 "

Toi.al 52 officers

8. Advanteges of career, as reported:

Nature of advantage : Trade
- Commissioners
Prestige in their environment 4 28 (1)
Interest in thelr work 52 52
Security 3k 26
Satisfactlion with working conditions 37 29
Good salary 19 12
Good soclal ccntacts 8 26 (!)
Opportunity to improve education 19 25
Opportunity for fast advancement L 7 (1)
Opportunity to serve the commnity (and
country ) 27 34
9. Other advantages:
Absence of worries L cages
Veriety at work 3 cases
Challenge at work 2 cases

And one case each of':
Advancement by merit, not by seniority; meeting interesting people;
travel; absence of stagnatlion at work; real influence in formmlation
of government - and departmental policies; opportunity to express
personal opinions; falrness of management; absence of extravagant
salaries which distort sense of proportion (?!).

10. Disadvantages of the career:

Standard civil service complaints 71 cases
(includes: "too much security™ - one

case, poor public attitude and lack

of prestige - four cases)
Compleints about departmental management O cases

11. Was career planned before its inception?

Yes - 9 officers  (17.3%; - among F.S.0. 43.44 (!) )
No - 43 officers

Total 52 officers



203.

12. Was this career a youth's ambition?
Yes - 3 officers (5.8%; - among F.S.0. 28.3% (!) )
No - 48 officers
no answer - 1 officer

Total 52 officers

13. The inducement to the cholce of this occupation was:
Femily tradition in 3 cases (among F.S.0. O )
Opportunity to work
and earn saslary in 25 cases (48%, emong F.S.0. - 30.2%)
Disappointment else-
where in 3 cases (emong F.5.0. 2 )
Accldentel reasons
in 7 cases
Interest in work in 6 cases
Depresstion cond-
itions in 2 cases
end in one case each: a desire to help iIn war effort; a quest for
a civil service career; s desire to serve the country; a craving
of security; sultebility of previously-acquired education, according
to plan; lack of alternstives in Ottawa; war dislocation; experience
of & summer's employment in the civil service.

(N.B. "Interest in work™ is not compared with the figure given by
F.S.0.'s (FS0-15. H.Q. Off. - 6) for the F.S.0's might be primarily
interested in travel, a factor largely absent in the work of the
other officers.)

14. ©Planned continuation of service until retirement:

Yes ‘bY officers
No 1 w
undecided’ 7"

Total 52 officers

15. Officers would congider alternative employment:
Private employment - 2 officers

Other public service - 1 "

Teaching -1 " (one of the two who might
consider private employment )

Unspecified - 2 »

Total number of cases

2
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Offers of other employment were obtained by officers, thus:

Number of offers
1
2

3
L

5
Pyery few"
] [

several
*many™
None

no answer

'—l
WhHEHPFOWF

\J Il—‘
o \O O

Total

The motives for rejecting these offers were:

Liking for work and generel satisfaction

Sense of career, loyalty primarily to
gervice

Satisfaction with working conditions

Characterological reasons

Age or health conditlon

Negative reasons (lack of attraction in

offer, lack of interest, disinclination)

Rate of advancement was believed:

average 22 slow 5
fast 22 no answer 3

Number of cases.

officers

8 (among F.S.0.
3 (emong F.S.0O.
4 (among F.5.0.
3 (emong F.S.0,
1 (among F.S.O.
29 (among F.S.0.
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