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1 Introducing the chiefs of staff




    AT THE HEART OF government are people employed to help prime ministers do their job. Perhaps the most crucial appointment is the prime minister’s chief of staff (CoS). This person sets the tone of how the Prime Minister’s Office (PMO) runs and how their boss works. The CoS has a broad remit, but there is no job description. They support both the person who is prime minister and the position that they hold. They run the private office, which now has more than fifty staff and operates twenty-four hours a day every day of the year. The CoS tries to ensure the prime minister sets priorities and sticks to them, notwithstanding that crises and unexpected events will inevitably demand their time and attention. They help the prime minister to control the agenda, coordinate policy initiatives and maintain effective relation ships with the cabinet, the ministry, the party room, the media and the public service.




    The chief of staff’s work spans being sensitive to their boss’s most basic needs such as feeding, watering and getting enough sleep. At the same time they are the prime minister’s gatekeeper—filtering who they see and how and where they spend their time. It is hard to find out who the CoS are and what they do. It is a difficult and often fruitless search on official Australian government websites to find any information about the prime minister’s CoS or their work. Only twenty-six people have held this position since Whitlam formalised the office in 1972, but our research ends with the twenty-fourth, Ben Hubbard (see pp. 10–11). Evocative phrases are used to describe them such as ‘the hidden face of power’, and ‘the people who live in the dark’. Such phrases mislead. Their world has changed. They no longer lurk in the background. They are public figures subject to commentary and often to criticism in the media.




    Nowhere has this been more apparent than with Australia’s current Prime Minister’s CoS, Peta Credlin. Within months of becoming prime minister, Tony Abbott became all too aware of the perils arising from the visibility of his ‘political gatekeeper’. Persistent rumblings became a crescendo of complaint about the working of his office and his high-profile CoS. Within three months of winning office, the press gallery feasted on reports that Credlin had berated Immigration Minister Scott Morrison over his poor performance at a media conference. Queensland Senator Ian Macdonald (a shadow minister who described being left out of Abbott’s ministry as ‘the worst day of his life’) accused the PMO of exercising ‘obsessive centralised control’. Unhelpfully for Abbott, a number of disgruntled (and not surprisingly, unnamed) Coalition MPs weighed in to express ‘private concerns’ about the behaviour of ‘unelected advisers’, notably Credlin. The Prime Minister was forced to defend his staffers, telling journalists ‘Decisions made by my chief of staff and my office have my full backing and authority’. Abbott calls Credlin, who has worked for him since 2009 and was CoS to Opposition leaders Brendan Nelson and Malcolm Turnbull, ‘the force majeure’. But even Abbott’s supporters complain ‘No one person should have that much influence … It’s too close.’1 The Prime Minister’s rebuke of internal dissenters was followed by his Finance Minister, Mathias Cormann, who launched a staunch defence of Credlin, calling on her critics to ‘back off’. He argued Credlin had played a central role in Opposition and securing the Coalition’s election victory. ‘She obviously has a very important job at the heart of the government and she will be central to our success.’




    Such complaints about the ‘control freakery’ of the CoS and PMO are so common as to be almost routine, particularly during the transition to government. Similar complaints were levelled against the offices of Paul Keating, John Howard, Kevin Rudd and Julia Gillard. Central control over staffing and other appointments, over the timing and scheduling of media appearances and policy announcements are insurance against mistakes and missteps as ministers and ministerial staff seek to cope with the rigours and scrutiny of being in government. If the tone is respectful and the government is going well, most of its members will wear such control. If ministers and elected representatives feel they are not being heard; if they think they are not getting a share of the leader’s time and attention; and if central control becomes entrenched as a governing style, then they push back. Attacks on the CoS and the PMO are proxies for attacks on the leader. The CoS are the lightning rod of discontent for those unwilling to confront the prime minister. They are the ‘shock absorbers’ of prime ministerial frustration and displeasure. They manage conflicts between ministers and their departments and in the party room. And they must do all this without committing the cardinal sin of themselves becoming the story.




    Centralisation is not the only criticism. Much concern is expressed about the growth in political appointments and the expansion of the PMO under recent Australian prime ministers. The table and organisation charts on pp. 6–9 show the growth in both staff numbers and the increasingly diverse responsibilities of the CoS and PMO from 1983–2013. Leaders have been the primary drivers of these changes, but the move to the new Parliament House in 1988 was also decisive. The design provided additional space to accommodate a larger, more functionally specialised prime ministerial support staff. These developments have been essentially bi-partisan. Each prime minister has built on the foundations of their predecessor in fashioning the modern hybrid advisory system that includes a large, active and partisan PMO and non-partisan career officials in the Department of the Prime Minister and Cabinet (PM&C).




    Jennifer Westacott, Chief Executive of the Business Council of Australia, is one of many commentators concerned about the role and influence of political advisers, particularly in a larger, more specialised PMO. She argues that the authority of the public service ‘has been undermined by political gatekeepers, often with little expertise and no accountability. Australia now has more personal staff per minister than many other comparable countries.’ She recommends that we ‘halve the allocation of personal staff in ministerial offices and establish a mandatory code that prohibits them from directing public servants’ and ‘reinstate the tenure of departmental secretaries’.2 Former Secretary of the PM&C, Terry Moran also calls for a mandatory code so that ‘political advisers would then be subject to the same accountabilities that apply to public servants’.3 Former Productivity Commission Chair, Gary Banks, also notes the growth in the number of political staffers, their ‘lack of policy expertise’ and ‘the subtle erosion of the capacity of our most senior public servants to “speak truth to power”’.4 If accurate, this view of the current state of the PMO would mean The Hollowmen and The Thick of It have ceased to be satire based on grotesques like Tony and Murph or Malcolm Tucker and become descriptions of everyday life in government. Is this fair?




    The problem with these several criticisms is that they are based on stereotypes and anecdotes recounted by unnamed sources and not on a systematic and accurate account of the work of the CoS and other political staffers. The critics seek change but never cite specific cases or examples of the problems that demonstrate the need for their proposed reforms.




    This account of the CoS’s work is unique because it does not rely on off-the-record briefings. Instead, we report how people who have been there describe the work that supporting prime ministers entails. It is their, not our, view of their work and how they sought to do it.




    In our book Lessons in Governing we traced the development and evolution of the position of the CoS from its tentative beginnings under the Whitlam government to the present day.5 We showed how over the forty years of its formal development, the position of the prime minister’s CoS has evolved to become central to the exercise of political leadership and a necessary, but not sufficient, condition for prime ministerial effectiveness. We described the people, the job and its dilemmas and assess the motives underpinning successive prime ministers’ drive for greater control over their advisory and support systems, and the consequences that have flowed from their determination to decide the membership of key central government networks.




    Here in The Gatekeepers we distill lessons that CoS say they learned from their time in the position. We ask what we can learn from CoS about what to do and what not to do, about how to do it and how not to do it. As authors we do not presume to know better than the practitioners.




    

      Prime Minister’s Office staff by number and classification 1983 to 2013
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      Note: Data is drawn from available reports, usually summaries tabled at Senate Estimates hearings. This accounts for differences in the dates, particularly during the 1980s and 1990s. More systematic reporting became available from the mid- 2000s. Staff numbers are reported in the Annual Report of the Members of Parliament (Staff) Act 1984, tabled in Parliament by the Special Minister of State.
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    Organisational structure of the Prime Minister’s Office 1983 and 2013
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    Instead, we aim to draw together, to systematise, CoS views about the lessons they would pass on to their successors. We seek to do so in their words, using the stories they told us and each other about to how to do the job.6




    We are able to describe the work of the CoS because, in late 2009, Anne Tiernan and Patrick Weller held two closed, round-table workshop discussions with CoS whose experience spanned governments from Fraser to Rudd. Each session aimed to elicit participants’ views on: the development and evolution of the job of CoS; how different individuals approached the task of working with the prime minister; the key duties and responsibilities that they performed; the challenges confronting the CoS at different stages of the governing cycle and lessons that might be ‘passed on’ to their successors.




    Seven CoS attended the first session in Canberra on 1 September 2009. These were Dale Budd and David Kemp (Fraser), Graham Evans (Hawke), Don Russell and Geoff Walsh (Keating), Grahame Morris and Arthur Sinodinos (Howard). A second workshop, held in Sydney on 11 December 2009 was attended by four CoS: Sandy Hollway (Hawke), Allan Hawke (Keating), Nicole Feely (Howard) and David Epstein (Rudd). The participants agreed we could record, transcribe and quote the proceedings.




    Since the workshop sessions that formed the basis for our research were conducted in late 2009, three other individuals have been the prime minister’s CoS, all for relatively brief periods. Alister Jordan replaced David Epstein as CoS to Prime Minister Kevin Rudd in November 2008. He served in this job until Rudd was replaced by Prime Minister Julia Gillard in June 2010. Her first CoS, Amanda Lampe, held the position from June 2010 to January 2011. She was replaced by Ben Hubbard (2011–2013), who had worked as CoS to Gillard in Opposition and during her first twelve months as deputy prime minister. Such rapid turnover is unusual, but so have the circumstances of Australian politics during the period in question.




    To develop a comprehensive account of the contemporary CoS, Rod Rhodes and Anne Tiernan conducted a further round of interviews with key respondents and with others directly associated with the Rudd and Gillard offices. We supplemented these interviews with documentary and other primary sources. There was also a surprising volume of media coverage, although much elided the distinction between reporting facts and airing opinions. Our account concludes with Gillard’s defeat by Kevin Rudd in the leadership challenge of June 2013, though we offer some thoughts on how the job of the CoS might unfold.




    

    Prime Ministers’ Chiefs of Staff 1972 to 2013
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    The American television series The West Wing popularised the ‘tradition’ that an outgoing President writes a letter to his replacement, which is left in the Oval Office for the new incumbent to read on inauguration. It may be apocryphal, but here we have life imitating art.




    We asked the former CoS to reflect on lessons learned and to write a memo to their successor. We asked them what advice and wisdom they would pass on. The advice ranged from the flippant: ‘try not to lose the next election’ to the serious—CoS should ‘help them [PMs] stay focused on what they want to achieve’. We use the tasks that they describe to organise the lessons they provide. These tasks are listed below:






    

      Key tasks of the chief of staff: Lessons




      1 Know the boss: supporting and protecting the prime minister




      (a)   Support the position




      (b)   Support the person




      2 Coping and surviving




      (a)   Run the office




      (b)   Day-to-day management




      (c)   Crisis management




      3 Policy agenda and coordination




      (a)   Set and stick to priorities




      (b)   Control the agenda




      (c)   Get the right people in the room




      (d)   Policy coordination




      4 Political management: managing dependencies




      (a)   The cabinet and the ministry




      (b)   The party room




      (c)   The media




      (d)   The public service


    




    Can we identify lessons that can be passed on to subsequent ‘gatekeepers’? And if the answer is ‘yes’ would they improve the work of the CoS and the work of the PMO?




    We unpack each of the defined CoS tasks and associated lessons.7 As these lessons are drawn from CoS experiences between 1972 and 2008, we road test them on the experiences of the Rudd and Gillard governments. Finally, we stand outside our material and offer our commentary on the work of the CoS. We return to examine the arguments of the critics, to explore recurring issues, and to reflect on the broader question of the value of preserving institutional memory.


  




  

    
2 Know the boss




    Supporting and protecting the position




    COMMON TO ALL THE tasks undertaken by the CoS is the need to find the right fit between the prime minister’s personality and style and the work of the CoS and PMO. This imperative is obvious in the oft-repeated shorthand phrase ‘know the boss’.




    There were some unique personalities among the leaders that our CoS served. Malcolm Fraser was widely considered aloof—something his CoS Dale Budd contests—and was renowned among colleagues, staff and senior officials for being driven and demanding.1 Bob Hawke was the sports-loving larrikin, who described his electoral popularity as a ‘love affair with the Australian people’.2 As prime minister he was hardworking, focused and collegial, open to advice and clear about his priorities. Paul Keating was a parliamentary hard-man, bold, reform-oriented and ambitious. But he was also introverted, solitary and often melancholy; he needed time and space to think about the big policy questions he considered were the purpose of political leadership.3 John Howard was the conviction politician, the great learner whose persistence and tenacity through a decade of leadership instability and disappointment saw him achieve his dream of becoming prime minister.4 Much has been written about Kevin Rudd’s ambition, his intelligence and self-belief, and about his personality and style.5 There has been extensive coverage of the efforts of his colleagues and advisers—both partisan and official—to find ways of supporting a leader who was both demanding and difficult to know.6 So, as Graham Evans noted, ‘understanding the working style and not seeking to impose something that may have worked for somebody else is very important’.




    In this chapter, we unpack their shorthand phrase ‘know the boss’, which refers to the prime minister’s style and how he or she likes to work. We focus on how the CoS supports the prime minister—the defining task in the eyes of the CoS. When describing the work of the CoS, we do so in their own words. We write our version of their stories about what they think they were doing. Obviously, we organise what they said, but we use their preferred words and phrases so that the reader can hear their voices. In chapters 7 and 8 the reader will be able to compare the CoS’s views with ours. We adopt this approach because far too much coverage of Australian government reports the authors’ opinions as if they are facts. We strive to avoid such misrepresentation by giving priority to the understandings of the CoS.




    Supporting the prime minister is a multifaceted task. In discussing the job in the round and how they had approached it, all CoS started with their main task: the need to ‘protect’ the prime minister. Arthur Sinodinos captured it best when he noted:




    

      We saw our role at the end of the day as being to protect the prime minister. That covered a whole range of things, whether it was on the policy side, the legal side or the personal side. That meant, in the case of the CoS, having a capacity to be across things and to make a judgement about where you get involved or don’t get involved.


    




    The work of the CoS covers supporting and protecting both the official position of prime minister and the person who occupies that position with all of his or her quirks and foibles. Without seeking to impose academic categories on the CoS’s own account of what supporting and protecting the prime minister entails, their observations divided into the commonsense categories of ‘support for the position’ and ‘support for the person’. Under ‘position’, we examine: the prime minister’s personality and style; shock absorbing and ‘blowing off steam’; ‘lumpy time’; regulating access; waking the prime minister; and pushing back. We describe ‘support for the person’ in chapter 3.




    The prime minister’s personality and style




    To become prime minister usually involves a long and often painful ascension. All too often successful incumbents have the blood of their predecessor on their hands. The job attracts big personalities and big egos. As is often observed, the organisation of advice and support adapts to meet the needs and preferences of the prime minister, not the other way around. CoS were unanimous that the arrangements developed must suit the individual prime minister—his or her working style and the policy intent of the government. Geoff Walsh noted:




    

      It’s hard to put the same sort of structure around [different prime ministers]. Essentially it comes down to the personality and the political environment. Hawke and Keating were different in the way in which they worked. Both very effective … Bob [Hawke] liked structure and process. Paul [Keating] approached things differently. You had to provide for a briefing and an opportunity for interaction in a slightly different way. Bob would come in and say, ‘What am I doing today?’ whereas Paul would take a direct interest in his program and chop meetings out.




      I don’t think there’s any sort of formula. Observing Hawke, you know, he was more organised and would carve out recreational time. He’d give himself a break from that continuous pressure.




      [The system has to cater for different] personality types—some people like written briefs, things they can take away and read. Others get stimulus from their interaction with people and the chance to exchange ideas. So it’s going to depend on the personality. It’s also going to depend … on the political environment.


    




    Arrangements need to accommodate prime ministers’ habits. For instance, Sandy Hollway explained that Bob Hawke ‘never listened to the radio and yet radio was important in the morning. He was an assiduous reader of newspapers. That was his habit’. Nicole Feely noted that, in contrast, John Howard was hugely focused on radio, particularly talkback.




    Sandy Hollway continued on this point:




    

      ‘Exactly, so it’d be important to know that something could be breaking loose on the radio and he [Hawke] mightn’t even know. That’s the conditions that you might need to ring up under at 5.30 am. So you need to know how the person gets their normal flow of knowledge.


    




    The CoS has to organise the advice and support to suit the personality and style of the incumbent. They have to fashion arrangements that will enable him or her to fulfil the prerogatives and priorities that accrue to the prime ministership. It is also necessary for the CoS to make arrangements that, as Sandy Hollway put it, ‘play to their bosses’ desires and instincts and perhaps even help fill in for some of the gaps and deficiencies, which is an interesting thought’.




    Of course, by the time someone becomes prime minister, their preferences and working style will be well established. Key personal staff will already know what is expected of them. The challenge for the CoS is to ensure that these can be successfully adapted to the job of prime minister:




    

      Graham Evans: I saw Paul Keating when he was Treasurer, and I’m sure his habits didn’t change. He was as effective as anybody could be in working out what his priorities were. He just shut the door to visitors or crossed appointments out of the diary if they weren’t relevant to his priorities. He gave himself large blocks of time for what mattered. Now the challenges of taking that through to his period when he was prime minister obviously are greater, but he always had a clear sense of the policy issues that mattered to him.




      Geoff Walsh: He [Keating] used to say, ‘All of you have only got one boss, I’ve got thirty. You’re all there [in the PMO] cooking up things for me to do and people to see. I’m flat out trying to bat you off.’




      Don Russell: Keating always used to tell the story about when he first became Treasurer. He used to religiously take all the paper that came out of the department and read it. It dawned on him after about six months that he was basically just working for the department. He never saw this as a smart use of his time, so he stopped reading the paper as it came across. He always used to assume that if there was anything important, somebody would bring it to his attention and then he would read anything. He would consume every piece of paper that he thought was important and put that in his head.




      He came to the conclusion that he was there to make the big changes and that he had to provide himself with the time and the processes that he needed to make the big changes. Because a lot of people would observe his work habits and were puzzled that a prime minister might still be in his pyjamas at half past seven. But the thing is that he was successful at this. He did achieve an enormous amount, in terms of getting things done. He saw that as achieving his goal, achieving his objectives. So he did give himself the time and he shed anything he thought was peripheral.


    




    This exchange provides a clear example of Keating’s style and the efforts that his staff and officials put into adapting their practices to meet his preferences. Paul Keating preferred listening to reading. As Allan Hawke said of his former boss : ‘The other important point here is that people are either readers or listeners. Paul would read The Economist on things and stuff that interested him. But he was a listener.’




    Shock absorbing and ‘blowing off steam’




    The CoS is the bearer of bad news. It is harder for public servants to do so, if indeed they ever could. David Epstein explained that this difficult and sensitive task is another of the CoS’s responsibilities. The Sydney workshop participants discussed the various ways they handled it.




    

      Nicole Feely: I used to absorb all that [confrontation]. I’d absorb it, and I kept absorbing it. I think it’s an important part of the role.




      Allan Hawke: It’s two-way.




      Sandy Hollway: There also has to be the—‘I know you’ve thought about this and I’ll do whatever you want done, but I just want to make sure you understand the consequences of what you’re about to do’. Those can be difficult conversations, although with a good boss—Hawke, Howard and Keating, who are—you can have that conversation. They shouldn’t be in the job if they’re not prepared to have that conversation.


    




    Being in close proximity to the prime minister confers advantages, but it also makes the CoS the person most likely to be on the receiving end of their displeasure. It requires a degree of resilience—both personally and professionally—because of the physical demands, but also because they have to take the blame from the prime minister and party members alike. Also, extending the ‘shock absorber’ metaphor, they have to understand that the prime minister is only human. Sometimes he or she might be overwhelmed by the demands on them and take it out on their staff.




    

      Allan Hawke: [Malcolm] Fraser used to send people to Coventry for a period. He would freeze [officials] out for a period; not talk to them for two weeks.


    




    We asked if there were similarities between Fraser and Rudd.




    

      David Epstein: Not in my experience, though someone said to me the other day that they weren’t bawled out, but they were given a tough time about something. About twenty minutes later the prime minister got them back in and said, ‘How’s your family?’ They found the shifting gears hard to deal with … I’ve got to say I didn’t experience any shouting.


    




    Other CoS recounted stories of a prime minister losing their temper, of ‘getting blasted’ because ‘something had happened’ or, worse, because something had not. Prime ministers do not like it when their express wishes are ignored. Often the ‘explosion’ occurred because the prime minister, perhaps accustomed to a smaller staff in Opposition, had spoken to someone else but not the CoS. One CoS explained:




    

      He had all these conversations and my job was always to pull it back in. He would know that he’d had that discussion and he assumed he’d had it with me. So then we had to have this “Now tell me, who have you spoken to? What have you said?” A lot of my job then became that, then chasing up.


    




    Their colleagues agreed. ‘Sometimes you’re a bit of a lightning rod, too. If you’re the first person or the closest person when something happens that they’re not happy about …’ Prime ministers know they can vent with their CoS because of the personal loyalty that underpins the relationship. As one put it, ‘They know it’s safe with you.’ CoS see acting as a shock absorber as part of the job and try to manage it with as much good humour as they can muster in the circumstances.




    Managing the prime minister’s time




    Managing time is a central concern of every prime ministerial and ministerial office. In the British context, the diary and the diary secretary are the key to keeping everyone happy.7 Keeping their prime minister on time was a challenge for several CoS. With Kevin Rudd, David Epstein noted:




    

      The constant problem we had to cope with was meetings running over time and the ad-hocery and the episodic changes to the program. It was difficult to juggle at times. It is a reflection of Kevin Rudd’s personality. People who worked with Malcolm Fraser tell me he was exactly the same. People will never be able to work around it—it’s just the nature of the prime minister’s personality. But you know, it makes it hard logistically—very hard to juggle times and, more to the point, to complete conversations.


    




    Every CoS emphasised the importance of managing and protecting the prime minister’s time—of giving them time to think, to do their paperwork, to meet with colleagues and stakeholders, to rest and to relax. Sandy Hollway described the job of CoS as ‘a super PA role to some degree’. He noted that during his time in Hawke’s office, decisions about invitations, meetings, things he wanted to do and the longer range were made with the prime minister’s actual personal assistant. Decisions about ‘how to fill his day on the day had a lot to do with the Chief of Staff’.




    Over time, growth and specialisation in the PMO alleviated some of the burden of paperwork on the CoS. With the office comprising around forty staff, there were some ‘innovations’ aimed at freeing the CoS to give more direct support to the prime minister on day-to-day issue management. In Howard’s advisory arrangements, the innovations included giving the Cabinet Policy Unit responsibility for the longer-term agenda and implementation, and appointing a ‘senior adviser government’ to be the principal liaison point between the PMO and PM&C for things ‘like the flow of paper and briefing and all that’. Arthur Sinodinos explained that the senior adviser government position ‘became a significant role’:




    

      I think Howard was similar to Hawke in terms of liking orderly process and structure. This senior adviser government in the PMO was essentially the person that sat down with the prime minister with a set of briefs, with comments from the relevant advisers in the office. Those briefs were meant to supplement [rather than supplant] what PM&C was suggesting. So the philosophy was the prime minister got to see the briefing note from the department. He wasn’t denied the briefing unless there was something wrong with the briefing and it had to be sent back to be redone.




      But [Howard’s] philosophy was, I want to see the advice from the department and I want advisers in the office to add value. If they have a different point of view, or if they believe there are issues that haven’t been covered … There was a system for example of circulating ‘blues’, as they were called, within the office. Relevant advisers would sign some comments on them and that would all go in.




      Then the senior adviser government would be the person that would be sitting in their designated time of the week or whenever, doing paperwork with the prime minister. That paper work covered briefs from the department, other correspondence etc. So there was that quite orderly process.


    




    How then do CoS create structures, routines and processes to create time and space for the prime minister? Geoff Walsh commented:




    

      I think there’s lots of space. It’s just a question of making sure people don’t intrude on travelling. If you keep those periods free, flying around the country, you know, load people on the plane who you want to give a briefing …




      Obviously just being incredibly disciplined about the diary. It always used to amaze me Paul’s [Keating’s] capacity to come up with ideas. You never knew where the advice had come from. Generally it tracked back to when he had a bit of a period when he could stay at the Lodge, or talk to a couple of people in the office. But I don’t think there’s any formula.




      Dale Budd: My recollection about the diary problem is that the prime minister gets flooded with invitations and you’ve just got to go through and knock back 99 per cent of them.




      But even after you’ve done that, he is going to have a full diary. We observed fairly early on that if you let reaction to invitations guide the diary, then there won’t be anything that the prime minister or the office initiates. You need to say, ‘Prime Minister, you haven’t had contact with this particular industry or interest group and it’s important.’




      I can recall, a visiting US warship would be on the horizon and the invitation would come in from the US Navy: ‘Prime Minister, why don’t you visit it?’ So he’d say, ‘Yes, what a good idea.’ He did two or three visits to US Navy ships and I said to him, ‘Prime Minister, it’s a long while since you visited a Royal Australian Navy ship.’




      So the job was to set the agenda in that diary sense rather than reacting to invitations. We would ask the prime minister: what do you want to go out and do? What groups do you want to talk to, rather than just reacting to invitations that flood in?




      That’s an issue that needed constant work. I think we got better at helping Malcolm Fraser with his diary.




      Graham Evans: This is normally about what supports the prime minister’s policy and political agendas. And that is why the CoS needs to be involved in this process. If you don’t get involved and bring a strategic view, then someone else will be controlling key instruments.


    




    Grahame Morris agreed that this is a task for the CoS:




    

      You have to be involved in that directly yourself. You can’t pass it off to somebody else and then turn round and find you’ve got a book of schedules, a set of speeches and so on, which bear no relationship to his priorities. So I think you have to be actively involved in that.


    




    But CoS noted that the time management issue was complicated by new technologies and ‘the complete change in communications’. The point may be a tad overstated, but the rise of social media poses distinctive challenges. In the words of the big data aficionados, it is characterised by the ‘3Vs’ of volume, variety and velocity. In everyday words, there is a lot of it about, it occurs in real time, and it takes many forms. Increasingly, prime ministers want their staff to monitor and respond to social media, and the CoS appoints staff dedicated to the job.




    ‘Lumpy time’




    CoS identified another key challenge in managing the prime minister’s time—the idea of ‘lumpy time’, so described by Sandy Hollway as situations in which a prime minister becomes deeply engaged and personally invested in a complex policy issue:




    

      The biggest problem I saw in that regard was in relation to Mabo. I was coordinating the national response to the native title decision. This was two years of incredibly back-breaking work. I’ve always thought that that was a tremendous drain on Paul Keating’s time shortly after he’d become prime minister. He was happy to pick up the issue because he understood its potential historical importance and it interested him. But it took an immense amount of time. The amount of time we used to spend in that ministerial committee we set up [was incredible]. We would wheel up, as you had to—twenty-five to thirty issues on which we needed a decision before we could negotiate with the states, with Aboriginal groups and so on. It was tremendously debilitating [in terms of time commitment] and there was nothing [Keating] could do about that.




      It was almost, you might say, the equivalent of the global financial crisis for Kevin Rudd. I mean, it comes along and hits you, and everything else has got to take a back seat. But in that case, whereas I think managing the global financial crisis is a plus for the prime minister and an opportunity to put a lot of money out the door and it hasn’t all been downside politically, Mabo was just a slog, I think, with a potential upside for the nation, but always contentious and rather obscure. I don’t think anybody could have protected him from that.




      I think the issue [about managing the prime minister’s time] has different contexts. One of them is the big lumpy thing—how do protect time for the rest of the agenda? Another is when the crisis hits and you have to find a way of finding time for that, just putting other stuff on the back burner or somebody else picking it up or keep it ticking over while we deal with this. The other is just the more customary. How do you protect the person’s time in the day-to-day sense, so they’re just not running around madly all the time?


    




    Regulating access8





    Everybody wants to see the prime minister. Obvious examples include members of the PMO, ministers, senior public servants, interest groups and even researchers—so many people, so little time. The prime minister’s life is an endless procession of meetings and public events on top of cabinet, caucus, parliament and international engagements. One of the tasks of the CoS and the PMO is to regulate both access to and the commitments of the prime minister.




    

      Facilitator: If the prime minister’s time is the scarcest commodity in Canberra, how does the CoS try to protect it?




      Allan Hawke: It revolves around the diary and the inevitable daily events as to what happens. But some prime ministers couldn’t care less whether they saw some of their ministers from one day to the next.




      Facilitator: So the ministers see you instead?




      Allan Hawke: On occasion, yeah. If there was a message to be delivered, sometimes you would act as the intermediary and both ways.


    




    Ultimately it seems it comes back to the relationship between the prime minister and CoS. Dale Budd reported:




    

      I developed a relationship with Malcolm Fraser, and I’m sure it’s common. When I say this I’m not trying to ‘put tickets on myself’,9 but he relied on me to help him manage his time. He relied on me to keep stuff and people away from him. He relied on me to get the important things in front of him.




      We got to a relationship where I could walk in on him and say, ‘Prime Minister, you need to look at this now’, and he wouldn’t debate it or argue. He would look at it, because he trusted me to be the sieve and the manager.




      I think a prime minister and a CoS have got to have that sort of relationship. The CoS protects him from rubbish, and people rubbish, and at the same time focuses him on the things where he should be spending his time. I would bet that my experience is not unique.





OEBPS/Images/page7.jpg
Senior Media Senior Media

Adviser 3 Adviser 1 Media Assistant Secretary/
(DPM/Tres)  [Cabinet]  Adviser Adviser Adviser ~EAOM  Admin  TOTAL
8 10 10 3 53
8 9 m 3 52
9 10 8 5 50
9 10 7 5 47
8 7 8 5 43
5 8 9 4 41
5 10 9 3.3 43.3
6 9 8 49 40.9
7 7 6 7.3 40.3
5.5 8 5.6 7 39.1
1 5.5 7 5.6 7 38.1
1 5.5 7 5.6 7 38.1
8.5 6 12 38
4 2 2 2 7 32.5
7 5 " 37
5 1 1 7 6 30
2 3 1 3 9 30
2 1 2 3 9 30
2 2 1 6 9 33
2 3 5 17
2 3 5 17
2 4 1 4 16
3 2 6 16






OEBPS/Images/page11.jpg
Whittam | Or Peter Wilenski | 1973-1974
Jim Spigelman 1974-1975
John Mant June-November 1975
Fraser | Dale Budd 1975-1978
Darcy Tronson 1978-1979
Michael Cook 1979-1980
Or David Kemp 1980-1981
Or Dennis White | 1981-1983
Hawke | Graham Evans 1983-1986
Chris Conybeare | 1986-1988
Sandy Hollway 1988-1990
Or Dennis Richardson| 1990-1991
Keating | Or Don Russell 1991-1993
November 1995-March 1996
Dr Allan Hawke August 1993-February 199
Geoff Walsh 1994-1995
John Bowan February-November 1995
Howard | Nicole Feely 1996-1997
Grahame Morris | May-September 1997
Arthur Sinodinos | 1997-2006
Tony Nutt December 2006-November
2007
Rudd | David Epstein December  2007-November|
2008
Alister Jordan 2008-2010
Gillard | Amanda Lampe June 2010-January 2011

Ben Hubbard

2011-June 2013






OEBPS/Images/title.jpg
THE

GATE
KEEPERS

LESSONS FROM PRIME MINISTERS'
CHIEFS OF STAFF

RAW. RHODES
and ANNE TIERNAN





OEBPS/Images/page9.jpg
Gillard Office june 2013

DEPUTY CHIEF OF STAFF
Executive Assistant

CHIEF OF STAFF.
Executive Assistants (2]

SENIOR ADVISER—LIAISON

Functions
Designated policy projects
Medium-term policy and implementation
Innovation in policy and service delivery

Adviser

COMMUNICATIONS UNIT STRATEGY UNIT
Director—Communications | | Director—Strategy
Senior Press Secretary Advisers (4]
Press Secretaries (2] Executive Assistant
Communications Advisers (3) Functions
Speechwriters (2) Caucus
£-Communications Question time
Media Assistants 2] briefings
Advancers (3] Regional and state
Functions coordination
National media/press gallery Party liaison
Media coordination and strategy
Local/ethnic media
Speeches and messages

POLICY UNIT
Director—Policy
Advisers (1)
Executive
Assistants (2)
Departmental
Liaison Offcers
Functions
Policy advice
Policy coordination
Eventand issue
advice

GOVERNMENT BUSINESS UNIT
Director—Governance and Liaison
Director—Cabinet and Parliamentary
Senior Adviser—Legal and Governance
Assistant Adviser ~ Senior DLO
Diary Manager _Research Team [3)
DLO" Logistics/EA  Reception (2]
CLO PM Exec Support
Correspondence _ Invitations.
Functions
Crossbench lizison  Legal policy
Perliament/cabinet Research
PM/Staf visit coordination
Worklow/internal governance
and administration
Parliamentary and integrity/official
establishments
Ministerial travel/cabinet appointments.






OEBPS/Images/Cover.jpg
‘Forget West Wing, The Gatekeepers takes you inside the human
realities:and sheer mechanics of Furifling a government.’ LAURA TINGLE

THE %
EESSONS FROM
PRIME MINISTERS'
CHIEFS U§AFF

R.AW. RHODES and ANNE TIERNAN

n
2





OEBPS/Images/page8.jpg
Hawke Office August 1983

ADMINISTRATIVE AND COORDINATING GROUP
Principal Private Secretary
Senior Private Secretary
Private Secretary
Private Secretary, Cabinet
Private Secretary, Administration
Assistant Private Secretary, Appoiniments
Personal Secretary

ADVISING GROUP
Principal Advisor
Senior Advisor
Senior Economic Adviser
Adviser, International Relations
Economic Adviser
Consultant

MEDIA RELATIONS GROUP
Press Secretary
Press Officer
Assistant Private Secretary






OEBPS/Images/logo.jpg
e st s e e
School of Government





OEBPS/Images/page6.jpg
Chiet Senior
Program  Principal of Staff ~ Senior  Senior  Adviser 1
Date  Consultant Coordinator Adviser (Cabinet] Adviser 3 Adviser 2 (Cabinet)
Oct-12 3 5 13 1
2
= Oct-11 3 5 13
o)
Oct-10 4 3 n
Oct-09 3 5 8
3
2 Oct-08 2 4 9
Feb-08 2 4 9
Oct-07 2 4 9 1
Oct-06 2 3 7 1
Oct-05 2 3 7 1
May-04 2 10 1
- Feb-03 2 10
s
E May-02 2 10
Feb-01 1.5 2 8
Oct-99 0.5 2 1 10 2
Dec-98 2 2 10
Sep-96 2 6 2
1 2
o Apr-95 2 1 8 1
£
s Apr-94 1 1 10 1
<
Apr-92 2 1 9 1
1990 2 1 4
% 1987 2 1 4
£ 1985 1 2 2
1983 1 2 2






