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OVERSEAS DEVELOPMENT ADMINISTRATION
ELAND HOUSE
STAG PLACE LONDON SWIE 5DH

Telephone 01-213 5409

From the Minister 12 February 1980

e St

We were interested to see Ian Ellison's letter of @B/Banuary and
your reply of 5 February about press cuttings economies and general
"housekeeping" activities. :
Mr Channon will wish to know that the Overseas Development
Administration (ODA) too has operated for some time on the basis of

a very minimal press cuttings service - in fact we produce only three
photocopies of cuttings. We have also eliminated all provincial papers
(with the exception of Scotland because of dispersal) and many fringe
magazines from our daily cuttings.

As to other "housekeeping" areas, we have just completed a Management
Services review of the whole of the ODA's Office Services and
considerable savings, of the order of 30 per cent in the case of
messengerial services, are being made. Mr Marten is fully aware that
we should be constantly on the watch for further economies in our
existing procedures and methods, and one area we are currently
examining is a reduction in the volume of our telegraphic traffic,
use of stationery supplies and photocopying generally.

I am copying this letter to the recipients of yours.

//
Ve

sl eI

(Miss S E Unsworth)
Private Secretary to Mr Neil Marten

G E T Green Esg
Private Secretary to Mr Paul Chennon MP

Civil Seryice pepartment
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From: THE PRIVATE SECRETARY

HOME OFFICE
QUEEN ANNE'S GATE LONDON SWili gAT

11 February 1980

W

ECONOMIES - PRESS CUTTINGS

Thne Home Secrctary was interested to see lan Ellison's
letter of 30 January to you about the success of the
Department of Industry in reducing the cost of its press
cuttings from some £40,000 per annum to some £10,000 per
annum. He has also seen your letter of 5 February comment-
ing on this. :

The Home Office has a highly selective approacir te
press cuttings, with circulation restricted by subject and
interested clientele, with most cuttings being circulated
in response tc direct requests by those interested after
seeing the one page daily press summary. Our annual expend-
iture under this highly selective system is only some £5,000
a year, but at the same time we believe that all those with
a genuine need to see cuttings receive them either automatically,
or on request.

I am copying this letter to the recipients of yours.

J. A. CHILCOT

G. E. T. Green, Esg.
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cc Sir Derek Rayner *
lr Allen
M PATTISON
* Wiithout copy letter from
Mr Hal

THE SCRUTINY PROGRAMME: CHANCELLOR'S DEPARTMENT AND
PAYMASTER GENERAL'S ORGANISATION

I sent you a copy of my minute to Sir Derek Rayner of
Tehy ol i o £\ E 1 .3
February, covering a copy of Mr Hall's letter fome of
3 .Tauuar{. Sir Derel Rayner hasconsidered both and is
posed to act as follows. (T altach a second copy of
fall's letter for convenience.)

Customs &

23 The proposed review of distillery and warehouse controls
looks 2 better subject than &F Iirst signt, given that the
Chancellor has said that it is intended to provide lessons for
the control of other Excise duties involving 1,000 man-years
of official effort. So we propose that this is now accepted
for the programme.

3 The Chancellor has proposed an additional scrutiny -

J int1¥ by C&E with Inland Revenue - of co—operation between
these two departments in their dealings With insolvent traders
(cf A/ on p.3 of Mr HeIT'™s ILetter). The attractlon 0L Gthis 18
that, apart from its intrinsic merit, it should also have
lessons for other departments which deal with the bankrupt.
Wle therefore propose that this should be accepted too.

4, You will recall that we pressed the Chancellor on the
administration of VAT. This is covered on pp. 1 and 2 of

T Mall's letter, culminating in the view that the best means
of improving the efficiency of VAT administration lies in the
continuing application of {lle operational research techniques
developed by C&E so as to identify "areas of greatest potential
risk to revenue".

=

5. We feel some doubt about this ap})roach. We think that
there is also room for a scrutiny of what actually happens

on the ground, especially in resFect of VAT control visits to
i1

traders. The GSD view is_that whatever improvements are made
from the centre as a result of OR work in deciding the most
cost-effective schedule of visits, there is still much scope
for improving the performance of individual local VAT offices.
For example, there is evidence of much uncertainty about the
role of office managers and of generally poor morale in many
of these offices.

i It is a matter of judgment whether to press the
Chancellor for an extra Scrutiny on this round. I advise
against this - Treasury Ministers are being generally very
helpful over the programme — and we might instead log up our
concgrg about VAT administration, pressing for a scrutiny in
round 2.







telf You will already have seen that a scrutiny in the
Customs area ma{ be possible in round 2 (see B/ of p. 3
of Iir Hall's letter). T propose that we should welcome
and encourage this possibility.

Department for National Savings (p. 4 of Mr Hall's letter)

g2 The Chancellor is sticking to the choice of the rate of
conversion of computerising Premium Bond records as the sub-
I]]ec‘c Tor round_omne. We Still do not like this much, but I

ad already told Mr Hall that we would be willing to settle
for it in return for something better in round two.

10. I propose thereforethat we should accept the conversion
project somewhat reluctantly, while trying for an extension
which would examine the efficiency and economy with which the
Premium Bond scheme is administered.

11.  The Chancellor goes on to suggest that, for the next
round, DNS might look again at computerising the central

issue of future issues of Savings Uertiiicates, uhe associated
records and main processes. 1 advise that this should be noted
Bt dfhaf we shou]fé Canvass other prospects too before the next
round.

Inland Revenue (p. 4 of Mr Hall's letter)

12, The Chancellor undertakes to keep the suggestion that
a full study of the work of the Valuation Office in mind for
round two. "I propose to note tHIS grateiu é{ and to write to
Mir Hall again later to keep this idea in mind.

HM Treasury

13.  The Treasury has now nemed its examining officer for
the study of the role of Expenditure Divisions in monitoring
expenditure. The Prime Minister may be lnierested (0 KIow
his background. He is Mr R K Hinkley (32), 2 Principal in
the Treasury, returning from a secondment to BP to begin the
B‘roject on_3 March. He has first class honours, a Dl_’ﬁll (both
xford) and post-doctoral experience (Leeds) in chemistiry;
his research work was on the spectroscopic analysis of moie—
cular structure and the measurement of gas viscosities; his
Treasury career (1972+) has included public expenditure and
exchange control and (Mr Healey's) private office work.

Paymaster General's Organisation

14,  The Paymaster General has now proposed an examination
of the "interface between the [PGO] and the banks to see if
more economical working methods can be devised".




o]

Recn 8

Recn 9

15. This seems a good subject and I advise that it should
be accepted.

16.  The PGO is trying to bounce the gléestion of the DES
Teachers' Pensions Branch, Darlingtor 0, Crawley relation-
ship off us into DES's court, This is quite resonable. T
advise that we should now stimulate DES to raise with PGO
the possible transfer of payment procedures from Crawley to
Darlington.

T

C PRIESTLEY )
11 February 1980

Enc: Copy letter from Mr Hall




MANAGEMENT IN CONFIDENCE

Treasury Chambers, Parliament Street, SWIP 3AG
01-233 3000

21 January, 1980

Do Ul

s A &

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT: THE SCRUTINY
PROGRAMME

Thank you for your letter of 11th December 1979.
I am sorry to have taken so long to reply.

To deal with your points seriatim, I think that no
comment is necessary at this point on your paragraphs 4 and

:?y;“4~$¢(a4%i A fotbison's miuite & Ape il §f 3 Finiar SV e 7ok v & S

aLi?/otla‘s'
0]

Customs & Excise ik G 14 o~ B0

It is quite true that the immediate object of the
proposed review of distillery and warehouse controls involves
a commitment of only B00O man years of official effort (though
I am sure it will not have escaped your notice that any
conclusion on Revenue controls being based more on traders’
records than on close official physical supervision of dutiable
goods would be relevant to most of the Excise duties on goods
administered by the Department, which together involve a
commitment of about 1,000 man years of official effort.)

The Chancellor intends that this study should go ahead, but,
as you suggest, he has also decided that it should be
accompanied by another review. In selecting this. he has

looked particularly at the three areas suggested in your letter.

The administration of VAT was comprehensively reviewed
by Customs & Excise, in association with the Civil Service
Department in 1978. The Commissioners'Report was presented
to Parliament in December 1978. The method of review was
similar to that favoured by Sir Derek Rayner. A number of
small teams, each headed by a carefully selected, able official,
including one from the Civil Service Department, looked at
every aspect of the internal administration of VAT and reported
their findings to the Commissioners directly concerned with
VAT and manpower. The Review identified a number of relatively
small changes to improve the cost effectivepe5§ of the X
administration of VAT, but concluded that significant reductions
in the manpower committed to VAT could be made only by reducing
the number of registered traders through the compulsory

C. -Priestley, Esq.,




MANAGEMENT IN CONFIDENCE

de-registration of traders below the threshhold who had
registered voluntarily. This possibility, and the transfer
of monthly VAT returns to the normal quarterly returns cycle,
are among the outstanding options from the Lord President's
exercise on which the Chancellor is currently consulting

his colleagues.

As regards VAT control visits to traders, roughly
one in three reveals an under-—declaration of tax, fraudUulent
or otherwise. The total tax recovered exceeds the total
cost of the visits. The Review noted the considerable effort
which had for some time been devoted to improving the effective
use of resources through the application of operational
research methods to identify areas of greatest potential risk
to revenue. The aim of the continuous re-assessment of
potential areas of risk is to enable the frequency of visits
to traders in other areas to be reduced, thus saving staff.
As a consequence, Customs & Excise have recently reduced the
frequency of visits to traders presenting least risk from
once in four to ©Once in five years; additionally, local
managers have discretion further to postpone a proportion of
visits for up to an additional two years. Further OR studies
are in progress. The production of regular analyses of the
results of control visits (some 400,000 a year) will provide
information to permit close monitoring of VAT control and to
assist in determining priorities - e.g. the analyses should
indicate the relationship between the resources applied to
control visits and the Revenue, in the form of recovered
under-declarations, resulting from them. From this, the
marginal efficiency of the allocation of staff can be measured.
Another study is designed to measure the"close preventive
effect" of control visits, i.e. whether the effect of
control visitSis to increase the amount of tax declared on
subsequent returns.

In view of the extensive work already in hand, the
Chancellor thinks the best way of improving the efficiency of
VAT administration lies in the continuing application of the OR
techniques developed by Customs & Excise. The control of VAT
traders, mentioned in your letter, is too large and diffuse
a subject to be suitable as such for the concentrated techniques
of a Rayner-sponsored study. If, however, these studies did
throw up a specific project suitable for this approach, the
Chancellor would, of course, not hesitate to recommend it.

You suggested that because the work to rule in 1979,
which was, in effect, an exceedingly meticulous
application of normal controls, seems to make for at least
as effective control as normal, with the same number of staff
and without excessive inconvenience to passengers, a worthwhile
study would be the depth of coverage and effectiveness o
Customs control at ports of entry. Although Customs management
at the ports took every possible step to ensure that the
work to rule did not enable an illegal importation of prohibited

2
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drugs to increase, it was only by relaxing the normal
controls that passengers were not too inconvenienced.

It was often necessary to let some passengers through
without calling on them to pay duty on goods in excess

of their allowances. Customs are currently 1mglement1nz
the remaining recommendations of Departmental reviews

of the procedures for controlling both cargo and passengers.
When these recommendations are fully implemented, a
considerable saving in the resources devoted to Customs
control would have been made - though these have already
been taken into account in both the 3 per cent cuts

and the Lord President's exercises. The Chancellor would
like these recent and imminent changes to be allowed time
to settle before embarking on further studies. He would,
however, hope to be able to recommend a Rayner project

in the Customs area i1n next year's programme.

Finall closer co-operation between IR and Customs
& Excise. The Departments recently conducted a successlul
experiment to exchange information about the tax affairs

of traders in the Leeds area. They would like to extend

the experiment to other areas. But progress here is blocked
until the outcome of the review of the two Departments’
statutory powers.

The two Departments would, however, like to study
the possibility of co-operation in their dealings with
insolvent traders. At present, all central government
departments which are owed money by an insolvent trader
have to take their own separate measures to monitor the
progress of an insolvency. The Customs are mainly concerned
with recovering VAT. Their procedures are centralised
in a special Headquarters Branch in Liverpool. The IR
do not have centralised procedures. They leave dealings with
insolvent traders to their regional netwqrks. Tha proposed study
could consider whether central_ units for deallng with the
affairs of insolvent taxpayers for both Customs and IR would
be more efficient and cost-effective than thé existing
separate arrangements. If this proves to be so, ‘and an
essential unit were established, further consideration could
eventually be given to operating such a unit on behalf
of other central government departments. Insolvency work
in Customs costs about £1.3 million. The IR costs are
not readily available (because the work is distributed
regionally). Although this work uses only limited resources,
the project would be in an area of central government
activity where there is clearly much duplication of official
effort. Clear savings should be realisable. The project
should lead to better co-operation between the two Revenue
Departments, and possibly elsewhere in Whitehall. The
Chancellor, therefore, recommends this project in addition to
the distillery project.
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The Department for National Savings

Your letter of 17th January is also relevant. _The
Chancellor has re-considered the choice of subject in the
1ight of your letters. He feels nevertheless that i
should go ahead as proposed. The number of staff and
other resources involved in Premium Bond work in general
and in the conversion point in particular are, he feels,
sufficiently large to make this a worthwhile area for study.

As an alternative, you suggested a scrutiny of e
procedures of the Savings Certificates Branch, including
an_assessment of the scope for mechanisation. In this
area, the repayment work is most susceptible to computerisation.
It was, in fact, computerised in 1964. Computerisation of
the huge manual files themselves would be uneconomic because
of their low activity. But Eossible computerisation of
the central issue of future issues of certificates and the
associated records and maln processes was the subject of a
detailed study by the DNS in 1976; but the project was not
approved by the then Administration. 1t might be useful for
a fresh look to be taken at this shelved project as the DNS'

1981 Rayner study, unless a better subject emerges in the
meantime.

Inland Revenue

Finally,you reported the Prime Minister's view that
there may be scope for a more extensive study of the work
of the Valuation Office.

I fear, however, that such a'scrutiny would have to
be very extensive indeed, since it would have to cover
not only substantial areas of work within the Valuation
Office, but would also have to embrace its many clients,
including the Departments of the Environment, Transport
and Industry within central government, and many outside
bodies, e.g. the Forestry Commission, Atomic Energy Authority,
NCB and Research Councils. It would require an extended
project team, and with three other scrutinies in the current
round, the Chancellor does not feel he would be able to give
the work the quality and guantity of effort it would deserve.
He has, therefore, decided, as the Prime Minister envisaged,
that it will not be feasible to add this wider scrutiny
to the current round, though he will, of course, keep it very
much in mind for the next.

I apologise for the length of this letter. I hope
it deals adeguately with your concerns.

2
Mo

M. A. HALL
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Treasury Chambers, Parliament Sweet, SWIP 3AG
01-233 3000

8th February 1980

. b, |

PRESS CUTTINCS (L pausy b ¥ ‘“l-«

The Chancellor has asked me to saf that the Treasury
too has effected the useful econcmy )1jch was the subjcct/cg,
of Ian Ellison's letter of 5 January'. 61}

The Office Notice attached shows the changes which
we have made. As a result we have been able to save
2 Clerical Officer and 1 Clerical Assistant posts
securing direct savings to the Treasury Vote of about
£15,000 and reducing the cost of newspapers by £2,000.

Your Functions and Programmes Group has asked us
about savings which might be viewed across departments
and we had intended to draw attention to this one in the
context of the exercise which Sandy Russell had started.
The Department of Industry's experience and our cwn SUEZEsts
that other departments might find useful savings by
re-assessing their requirements.

I am copying this letter to Tim Lankester, Ian
Ellison, to the Private Secretaries to the other Members
of the Cabinet and the Minister of Transport, and to
David Wright and Sir Derek Rayner.

M.A., HALL
(Private Secretary)

Geoffrey Green Esqg.
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H M TREASURY

w/ OFFICE NOTICE ]
EO 25/145/ : ON(79)91
—E0 3/05 :

- 14 December 1979

PRESS CUTTING SECTIOH -

Ministers have agreed that savings in staff and related costs should
be made by a reduction in press cutting services.

2o The work of the press cutting section of IDT and departmental
needs in this area have now been reviewed. This Notice sets out
the new arrangements for supplying information about press articles.

B In future, divisions will not receive daily sets of press
cuttings. The daily Press Summary, however, will continue to provide
a regular source of information about articles in the‘daily press.
Coverage of the Sunday and weekly press will accompany the Monday to
Friday sumwmaries respectively.

4, IDT will provide a limited press cutting service for anyone
wanting the full text of articles not readily available from papers
circulated in the division. Requests should be made to Ext 32639 or,
if unobtainable, Ext 4437. IDT will maintain a library of back
cuttings based upon the Press Summary references.

S Committee Section will take over responsibility for distribu-
tion of the Press Summary and every effort will be made to ensure
early circulation each day. Divisional staff who wish their names
added to the existing circulation list should contact Mr Milner,
Ext 4917.

6. These new arrangements will become effective from 2 January
1980.

~







with compliments

MINISTER OF STATE

4

CIVIL SERVICE DEPARTMENT
Whitehall London SW1A 2AZ

Telephone 01-273 5563/4086
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Civil Service Department
Whitehall London SWIA 2AZ
Telephone 01-273 3000

Minister of State
s 5 February 1980
I K C Ellison Esq
Private Secretary to the
Secretary of State for Industry
Department of Industry
Ashdown House
123 Victoria Street
LONDON SW1E 6RB

IPla

My Minister was grateful to your Secretary of State for drawing
his attention to the economy which has been made in your Depertment
in the arrangements for photocopying Press cuttings. This is a
useful saving. The Civil Service Department has for some time
operated in this way and found it to be perfectly satisfactory. We
have found advantages not only in the reduction of photocopying but
in the amount of paper for immediate delivery by messengers.

Mr Channon would be grateful if colleagues in Departments where
extensive copying of Press cuttings is still undertaken as a matter
of routine could consider whether a similar change can be made there
and let him kmow the outcome. A report cean then be made to the
Prime Minister on the lines requested in Mike Pattison's letter to
you of 1 February.

Photocopying is one of a large number of "housekeeping" areas of
activity where quite simple changes can effect considerable savings —
typing, messengerial services, posts, telephone bills, trensport and
so on. My Minister believes that there is great scope for further
effort in these fields. For example, he is glad to hear that the
study, undertaken jointly by your people and CSD's, of messengerial
services in Export House and Victoria Street has identified potential
savings of the order of 40%. Similar studies in two other
Departments have also pointed to roughly the same order of potential
savings. Mr Channon hopes that Departments will press to implement
these as quickly as possible.

Over the coming months, CSD will be carrying forward the studies

of messengerial services in other Departments and will be leading a
number of similar efficiency reviews in other housekeeping areas.
The success of these depends crucially on the positive collaboration
of Departments themselves and Mr Channon hopes that he can look to
his colleagues to support this work in their Departments.

:
MANAGEVENT TN CONFIDENCE
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While he believes that both in offering guidance on how economies
can be achieved and in leading cost-cutting reviews of particular
activities the Civil Service Department can make an interesting
contribution, however, the main drive for economy will have to
come from Ministers and their Departments through continually
questioning existing procedures and methods.

I am copying this letter to the recipients of your letter.

ol il

G E T GREEN
Private Secretary

2
MANAGEMENT IN CONFIDENCE







Cgmi Hech

° lir PATTXSON

You may like to see the attached. I suggest
no immediate action, but it bears on some
papers on the cost of Government which I shall
be showing you presently.

P

PRIESTLEY
4 February 1980




81st January 1980
Dear Mr MacDermott,
Thank you so much for your letter of 30th January,
addressed to Sir Derek Rayner following his television

broadcast last week,

Sir Derek is at present abroad on a business trip, but

1 know he would want me to thank you on his behalf,

for taking the trouble to write to him. He does
appreciate hearing from so many people who are
sympathetic towards his efforts to help eliminate waste
in Government.

Yours sincerely,

MAUREEN HARRIS
Secretary to Sir Derek Rayner

Mr O A MacDermott
Park Lane

Scarning

DEREHAM

Norfolk




0. A. MacDERMOTT
PARK LANE, SCARNING
DEREHAM, NORFOLK
TEL: WENDLING 518
OR DEREHAM 3206

)MM Yo 4 %0




Votuma. 11 by 1a/a/w CA"u,—,, XV

21. 9. 40.
The use of the Underground for air-raid shélters
was considered most undesirable.

17. 9. 40. Prime Minister, - Please report by tomorrow night
the number of hours on September 16 that the principal pffices
in London were in their dug-outs and out of action through
air alam.

19. 9. 40 Prime Minister - Let me have a further return

( of time lost in Government Offices owing to air-raid warnings)

for the 17th and 18th, and henceforth dsily. These returns

will be circulated at the same time as they are sent to me.
This put everybody on their mettle. Eight of these

returns were actually furnished. 1t was amusing to see

that the fignting departments were for some time in the

worst position. ffended and spurred by this implied

reproach, they very quickly took their proper place.

The loss of hours was reduced to a fraction,






10 DOWNING STREET

From the Private Sccretary 1 February 1980

The Prime Minister has seen a copy of
your letter to Geoffrey Green at CSD about
the economies which your Secretary of State
hes instigated in photocopying of press
articles.

She would be most interested to know
whether similar savings can be found in other
departments. I would be grateful if Geoffrey
Grveen, to whom I am copying this letter,
could respond on this point in due course.

I am sending copies of this lettexr
also to David Wright (Cabinet Office) and
Clive Priestley. (Sir Derek Rayner's Office)

Ian Ellison, Esq.,
Department of Industry.




MR, PRIESTLEY

Thank you for your minute of 28 January,
reporting revised proposalsfor the scrutiny
programme.

I confirm that the Prime Minister is
content with the revised proposals in respect
of the Manpower Services Commission, and with
the arrangement for a scrutiny of the
Directorate of Overseas Surveys.

MAP

1 February 1980




KR. GREEN
CIVIL SERVICE DEPARTHMENT

The Prime Minister has seen copies of
vour Minister's recent exchanges with 8ir Derek
Rayner about charging for courses at the Civil
Service College. S8he very much shares
Sir Dereck's view that Ministerssboudd have
direct financial respousibility for the
gservices that they consume, as an essential
part of the good menagement practice which
she wishes to see introduced. She therefore
hopes that it will be possible to make rapid
progress on these lines in the case of courses
at the Civil Service College.

I am sending & copy of this minute to
Clive Priestley.

M.A. PATTISON

1 February 1980




cc for information*
Al i <
¥ Mr ia;hon ML

Sir Derek Rayner for comment by 6 February”
Ur Crawle{ ECPHS)
Mr Russel CSD)

* with copy of lUr Hall's
letter only

THE SCRUTINY DEPARTMENT: CHANCELLOR'S DEPARTMENTS

ilig I attach a COP%: of my letter to the Chancellor's privatc
secretary of 11 December and of his reipl of yesterday. Subject
to your views, I propose to reply as oi’lows.

HM Treasury
24 The project on_ the monitoring of expenditurehgg the Supply

Divisions was supposed to start today, but we have neither
the name of the examining officer nor a draft study plan.

Customs & Excise

%1'1 Thenks for the long explanation on points 1, 2 and 3.
en

a. Agree the review of distillery and warchouse
controls should go shead.

b. Agree that there should be an additional joint
g&aEgIR project on co-operative dealings with insolvent
raders.

© Note the possibility of a scrutiny of Customs
control of cargo and passengers.

You may like to see the attaching cutting from today's

4,
TIMES.

s

S. Agree that the scrutiny of the rate of concession of
computerising Premium Bond records should go ahead.

6. Note the possibilit¥ of a later scrutiny of possible
computerisation of the central issue of future issues of Savings
Certificates, associated records and main processes.




IR

75 Note that the Chancellor does not regard a more extensive
study of thework of the Valuation Office as a feasible candidate.

C PRIESTLEY

1 February 1980

Encs: Copy letters to and from Mr Hall, 11 December and 31 January.
Cutting







MANAGEMENT - IN CONFIDENCE

Treasury Chambers, Parliament Street, SWIP 3AG
01-233 3000

2| January, 1980

Do, Ll

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT: THE SCRUTINY
PROGRAMME

Thank you for your letter of 11th December 1979.
I am sorry to have taken so long to reply.

Ry i = To deal with your points seriatim, I think that no
3 3 comment is necessary at this point on your paragraphs 4 and

fﬁwd.“/f//dam; Aiite & A /Mfl/dm-} Nl zani= 762 v 4 piF

Customs & Excise Gt & 1At o~ G

It is quite true that the immediate object of the
proposed review of distillery and warehouse controls involves
a commitment of only H0OO man years of official effort (though
I am sure it will not have escaped your notice that any
conclusion on Revenue controls being based more on traders’
records than on close official physical supervision of dutiable
goods would be relevant to most of the Excise duties on goods
administered by the Department, which together involve a
commitment of about 1,000 man years of official effort. )

The Chancellor 1ntends that this study should go ahead,
as you suggest, he has also decided that it should be

“accompanied by another review, In selecting this
looked particularly at the three areas suggested in your letter.

The administration of VAT was comgrehen51ve]y reviewed

by Customs & Excise, in associatio i

Department in 1978. The Commissioners'Report was presented

to Parliament in December 1978. The method of review was
similar to that favoured by Sir Derek Rayner. A number of
small teams, each headed by a carefully selected, able official,
including one from the Civil Service Department, looked at

every aspect of the internal administration of VAT and reported
their findings to the Commissioners directly concerned with

VAT and manpower. The Review identified a number of relatively
small changes to improve the cost effectiveness of the
administration of VAT, but concluded that significant reductions
in the manpower commltted to VAT could be made only by reducing
the number of registered traders through the compulsory

C. -Priestley, Esq.,
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de-registration of traders below the threshhold who had
registered voluntarily. This possibility, and the transfer
of monthly VAT returns to the normal quarterly returns cycle,
are among the outstanding options from the Lord President's
exercise on which the Chancellor is currently consulting

his colleagues.

As regards VAT control visits to traders, roughly
one in three reveals an under-declaration of tax, fraudulent
or otherwise. The total tax recovered exceeds the total
cost of the visits. The Review noted the considerable effort
which had for some time been devoted to improving the effective
use of resources through the application of operational
research methods to identify areas of greatest potential risk
to revenue. The aim of the continuous re-assessment of
potential areas of risk is to enable the frequency of visits
to traders in other areas to be reduced, thus saving staff.
As a consequence, Customs & Excise have recently reduced the
frequency of visits to traders presenting least risk from
once in four to ©Once in five years; additionally, local
managers have discretion further to postpone a proportion of
visits for up to an additional two years. Further OR studies
are in progress. The production of regular analyses of the
results of control visits (some 400,000 a year) will provide
information to permit close monitoring of VAT control and to
assist in determining priorities - e.g. the analyses should
indicate the relationship between the resources applied to
control visits and the Revenue, in the form of recovered
under-declarations, resulting from them. From this, the
marginal efficiency of the allocation of staff can be measured.
Another study is designed to measure the"close preventive
effect" of control visits, i.e. whether the effect of
control visitSis to increase the amount of tax declared on
subsequent returns.

In view of the extensive work already in hand, the
Chancellor thinks the best way of improving the efficiency of
VAT administration lies in the continuing application of the OR
techniques developed by Customs & Excise. The control of VAT
traders, mentioned in your letter, is too large and diffuse
a subject to be suitable as such for the concentrated techniques
of a Rayner-sponsored study. If, however, these studies did
throw up a specific project suitable for this approach, the
Chancellor would, of course, not hesitate to recommend it.

You suggested that because the work to rule in 1979,

which was, in effect, an exceedingly meticulous

application of normal controls, seems to make for at least

as effective control as normal, with the same number of staf{
and without excessive inconvenience to passengers, a worthwhile
study would be the depth of coverage and effectiveness o

Customs control at ports of entry. Although Customs management
at the ports took every possible step to ensure.that the o g
work to rule did not enable an illegal importation of prohibited

2
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drugs to increase, it was only by relaxing the normal
controls that passengers were not too inconvenienced.

It was often necessary to let some passengers through
without calling on them to pay duty on goods in excess

of their allowances. Customs are currently implementing
the remaining recommendations of Departmental reviews

of the procedures for controlling both cargo and passengers.
When these recommendations are fully implemented, a
considerable saving in the resources devoted to Customs
control would have been made - though these have already
been taken into account in both the 3 per cent cuts

and the Lord President's exercises. The Chancellor would
like these recent and imminent changes to be allowed time
to settle before embarking on further studies. He would,
however, hope to be able to recommend a Rayner project

in the Customs area in next year's programme.

Finall, closer co-operation between IR and Customs
& Execiises he Departments recently conducted a successiul
experiment to exchange information about the tax affairs
of traders in the Leeds area. They would like to extend
the experiment to other areas. But progress here is blocked
until the outcome of the review of the two Departments’
statutory powers.

The two Departments would, however, like to study
the possibility of co-operation in their dealings with
insolvent traders. At present, all central government
departments which are owed money by an insolvent trader
have to take their own separate measures to monitor the
progress of an insolvency. The Customs are mainly concerned
with recovering VAT. Their procedures are centralised
in a special Headquarters Branch in Liverpool. The IR
do not have centralised procedures. They leave dealings with
insolvent traders to their regional networks. Th® proposed study
could consider whether central . units for dealing with the
affairs of insolvent taxpayers for both Customs and IR would
be more efficient and cost-effective than thé existing
separate arrangements. If this proves to be so, and an
essential unit were established, further consideration could
eventually be given to operating such a unit on behalf
of other central government departments. Insolvency work
in Customs costs about £1.3 million. The IR costs are
not readily available (because the work is distributed
regionally). Although this work uses only limited resources,
the project would be in an area of central government
activity where there is clearly much duplication of official
effort. Clear savings should be realisable. The project
should lead to better co-operation between the two Revenue
Departments, and possibly elsewhere in Whitehall. The
Chancellor, therefore, recommends this project in addition to
the distillery project.
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The Department for National Savings

Your letter of 17th January is also relevant. _The
Chancellor has re-considered the choice of subject in the
light of your letters. He feels nevertheless that it
should go ahead as proposed. The number of staff and
other resources Involved in Premium Bond work in general
and in the conversion point in particular are, he feels,
sufficiently large to make this a worthwhile area for study.

As an alternative, you suggested a scrutiny of the
procedures of the Savings Certificates Branch, including
an assessment of the scope for mechanisation. In this
area, the repayment work is most susceptible to computerisation.
It was, in fact, computerised in 1964. Computerisation of
the huge manual files themselves would be uneconomic because
of their low activity. But possible computerisation of
the central issue of future issues of certificates and the
assoclated records and main processes was the subject of a
detailed study by the DNS in 1976; but the project was not
approved by the then Administration. 1t might be useful for
a fresh look to be taken at this shelved project as the DNS'
1981 Rayner study, unless a better subject emerges in the
meantime.

Inland Revenue

Finally,you reported the Prime Minister's view that
there may be scope for a more extensive study of the work
of the Valuation Office.

I fear, however, that such a scrutiny would have to
be very extensive indeed, since it would have to cover
not only substantial areas of work within the Valuation
Office, but would also have to embrace its many clients,
including the Departments of the Environment, Transport
and Industry within central government, and many outside
bodies, e.g. the Forestry Commission, Atomic Energy Authority,
NCB and Research Councils. It would require an extended
project team, and with three other scrutinies in the current
round, the Chancellor does not feel he would be able to give
the work the guality and quangity of effort it would deserve.
He has, therefore, decided, as the Prime Minister envisaged,
that it will not be feasible to add this wider scrutiny
to the current round, though he will, of course, keep it very
much in mind for the next.

I apologise for the length of this letter. I hope
it deals adequately with your concerns.

«,
/éffq
M. A. HALL




PRIME MINISTER

I attach an exchange between Derek Rayner and Paul
Channon about charging for courses at the Civil Service
College.

Derek Rayner sees it as an essential requirement of
good management that Ministers should have direct financial

responsibility for the services that they consume. This is

already happening in the case of H.M.S.0. services. He is

pressing for similar action on P.S.A., and thinks that there
is every reason for the C.S.D. to do the same.

The formalised exchanges in the two papers attached
cover Sir Derek's considerable disappointment with

Mr. Channon's attitude on this one. Mr. Channon has proposed
"blockage'' meetings with you, and we have agreed to arrange
them whenever he has a list of suitable topics. In this
case, I think Sir Derek sees him as the blockage. I suspect
that most of the Private Office, as consumers of C.S.D.
training, would agree that Departments have no sense of
responsibility for it and make no attempt to assess its

value to them in terms of staff performance.

No action for the present. But you may like to be
aware of a case where Sir Derek is pressing hard to break
with unquestioned tradition, and meeting some resistance.

30 January 1980




DEPARTMENT OF INDUSTRY
ASHDOWN HOUSE
123 VICTORIA STREET
LONDON SWIE 6RB
TELEPHONE DIRECT LINE 01-212 5301

SWITCHBOARD 01-212 7676
PS/ Secratary of State for Industry.

36 Ja nuary 1980

Geoffrey Green Esq

Private Secretary to the
Minister of State

Civil Service Department

London SWA JARME [YW(s TEA
A small s6x w’ e veghC
Loriclan ~vms

Dear Gunlirey S YUe Vs A/,ﬂ/{

My Secretary of State wants me to draw to your Minister's
attention a useful economy.

The practice in this Department has been for the Press Office

to scan the daily press, both in London and in the Provinces,

and to cut articles of direct interest to the Department. 40
photocopies have been taken each day and circulated to Ministers
and officials. Those concerned were unaware that the photocopyin
cost over £100 a day and that the annual cost was nearly

£40,000.
_—
On enquiry, only a handful of officials found the service
while. The number of sets of cuttings has now been redu

5 with consequent savings of about £30,000 a year. All concern
receive daily a 1-page list of articles on departmental issues
and can obtain photocopies of any of these articles in case of
need.

I am copying this letter to Tim Lar ter (10 Downing St
to the Private Secretaries to the other Members of the Czbi
and the Minister of Transport znd to David Wright and Sir D

Rayner.
b er ::-\u_:JJ.L]
‘M E,QEA‘!OV\

I K C ELI N

Private Secretary

M e e
- ol A’ ?

s







PRIME MINISTER

The Manpower Services Commission and overseas development
were two areas where you agreed that Sir Derek Rayner should
seek more worthwhile scrutinies.

The attached note shows that MSC have agreed to carry out
a review of the organisation of the Training Services Division.

They will for their own purposes go ahead with the energy services
study which Sir Derek thought removed from the main issues.
They will also keep Sir Derek in touch with some other significant

internal reviews.

ODA have agreed to look at the way in which the Directorate
of Overseas Surveys costs its activities, and how far it is
competitive with similar work in the private sector.

/

29 January, 1980.




Sir Derek R
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THE SCRUTINY PROGRAMME: SOME LATE COMERS

il You will recall that the Prime Minister agreed that
Sir Derek Rayner should pursue with certain Ministers the
possibility of better proposals.

2 He is still 1glaying some fish - the Home Office,

Lord Chancellor's Department, Customs & Excise and Paymaster—
General's Organisation - but somynay_ewmd, one is
coming to the bank (para. 8 below) and one he is disposed to
throw back (para. 9 below).

3. The ones landed are HM Treasury (your letter to Mr Hall
of 3 January refers), e Immister's recent letter to
the Prime Minister refers) and the MSC (Sir Richard O'Brien's
letter to Sir Derek Rayner of 17 January).

Manpower Services Commission

4, The main purpose of this minute, to which I am attachin
a second copy of Sir R 0'B's letter for convenience, is to le
you lkmow that Sir DR is disposed to agree with Sir k 0'B's
counter-proposal.

5% The MSC proposed energy conservation. We groposed the
regional and field orgamisation, e result of discussion between
Sir R U'B, his senior oiiicials and us on 4 January is his pro-
posal that

a. The MSC will do the energy conservation project anyway,
but not as part of the scrutiny programme.

b. For the scrutinyfprogramme, the MSC now affer a review
0

of the organisation the Training Services Division, to
begin in the summer after tHe current review of the Employ-
ment & Training Act 1973 (see below).

c. Sir R 0'B will "keep in mind the possibility of a root
and branch look at the [whole] regional and field organis-
ation for the future". ——

d. Sir R 0'B will consult Sir DR informally about three
substantial reviews the MSC already has in hand, namely:

- of the Employment & Training Act 1973

- Employment Rehabilitation (services for those
returning to work after injury etc

Services to the unemployed.




6. Sir DR is willing to sign up the Training Services Division
study, which is well worth doing In its own right. Indeed, it will
throw a lot of light on MSC's organisation as a whole and make it
easier to get the rest reviewed. He will press for the scrutiny
to cover the TSD's entire office structure.

12 Sir R 0'B's offer to involve Sir DR in the three reviews
noted in para. 5 is gratuitous and welcome, especially that on
services to the unemployed. Sir DR will aim to make such con-
nections as are necessary with the joint DE/DHSS study of their
services for the unemployed, on which he thinks in the lon.% term
some rationalisation of the separate staff and systems of the DE
and DHSS should be possible.

ODA: Directorate of Overseas Survey

8. I heard at the end of last week that the ODA is to offer
up a scrutini of the DOS in response to the Prime Minister's
comments on 4 December. I will come back to you on this.*

Department for National Savings

B We challenged the DNS proposal to scrutinise the rate at
which Premium Bond records are being comguterised. You should
know that I have now told the Treasury that (in effect), we are

not disposed to waste time on a protracted struggle to get a

better candidate for round one.

=~ C PRIESTLEY

28 Jamuary 1980

Enc: Sir Richard 0'Brien's letter of 17 January.

Sir DR has now had a letter from Sir Peter Preston, copy
attached. The proposed terms of reference, sidelined,
appear to cover the questions in which the Prime Minister
is interested, but I should be grateful for your confirm-
ation that this is so.
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Our ref
Your ref

Date

-

/e o
"{IJ (}QZ}; “ /’ e
s 7oAl

Manpower
ke g ‘/ /B Services Commission

G Je 1 Selkirk House
il 166 High Holborn
A _,),_9 London WC1V 6PF

P
Telephone 01-836 1213

17 January 1980 /% /.

Chairman : Richard O'Brien
Dere : Ras ~ . Sir Richard O'Brien
T Au(L OF. F ce
i eha 11

the very useful discussion we had on
candidete for round 1 of the scrutiny

cround is that we are very symoataetic to the serutinies
Ever since the Commission was sel up we have m=Ce
g use of them. Ixamples are the "Holland"
report (on young people and wori), the Review of the Training
Opportwiities Scheme and the Revi of the Aims and Objectives of
the Emnployment Service. These and other reviews have helped us
greatly to define policy objectives and improve coﬂ:—rn(ctnan&-.,.

I can only agree that the project so far suggested by us for the
serutiny programme — which concerns energy conservation — is not a
very major one, and I accept at once the reasons why you mzy fee

omething nearer to the mainstream of the new programme is
dG“lI‘dth. We shall press on with the energy conservation project
which we see as essential for transforming good intentions into
action, bul need to produce another candidate instead for the
scrutiny programme.

2y I say by way of preliminary that the Commission is in fact &t
present committed to 3 major scrutinies, but for differing reasons
none of these apvearsto lend itself to formal inclusion in the
scrutiny programme?

The first of these scrutinies is & review of the Employment and
Training Act 1973 so far as it concerns promoting ade
in industry. The Review embraces the Industrial Tra
but goes well beyond them, and is of a fundament
have major policy and financial consequences
talten by a review body vhich includes ou'l‘.SJdc nomin
y myself. It has nearly reached its mid—point
the Commission in July.

The second such scrutiny is a review of employment rehabilitation.
you may 'mow the Commission provides emnloy"lent rehabilitation for

over 1105 000 people & year in order to em.ble them to return to wor:

a tcr injury, illness or absence from worik d ue to other causes

his is undertalzen prineipally in a networi: of employment

/rehabilitation




on centres covt_ i the country and there is also
hrou 2l course nd wor't projects provided Jj the
ial DI‘D"T".H-W' Divisions and througch
Both the poliey
L provision need a
but it i:- a1 to 1nvo1ve in this outside
interests, includins mple the medvceJ profession. This
review has just started and 11 be carri CL out over o stages
involving research and experimentation. sponsible for
it is led by the Chief Executive of our .mr\'zw Division.

The third r-cr:,lt,',n" of thi° Ikind is

an overall loo': at the Commission's
ervic to

] We decided that this was neces ary
t];c effect of cuts on the balance of our services
pro.vlc hich unemployed neople will fuce in Lhe
T unemployn The wor':s for th
npower Intelligence and
owl Ly his stiaff. e

OVl
101l big
vailablc
receive
should ta
reports in _ct-nn.

cominen or advice h‘ch Jyou wlt able to of
Tull account of it in tran 1slating the

ov to the sugrestion thut a study of the regional and field
on of the IISC might be included in round 1 of the scrutiny
Drogramue. As I e::Dl”ned to you, I am sure that in the right
¢ircumstances such a study could be helpful to us but T do not believe
it \‘ould be so now. The current structure has been in existence for
yeers and resulted from a large (and helnf‘ul) lanagement
m:\rie' of the DE Groun, Which itself too'r place only 3 or 4 years
after the field organ tion of the 14SC Divisions had been s set un.
It is designed to fit the needs of programmes of dlff‘ernl" £
is ef"enr Ve in terms of delivery. Ve could not loo's
" bhout zlso COVG]’"L']" Head Office in d but
Q "cc 'DG Sheffielad, vhich has Jjust begun, s that ~
gtk nt to treos hovever that I see nothing sacrosanct
.ﬁvout our present organisation, and I shall teep in mind the
no °1b1].it_',' of a root e.ud branch lool at the rerlo'ul E
sation for the Ffuture

& more limited, but still mzjor,
ich would be timely and useful.
raining Axct to \'hlch 1 have refr*‘revi

11 m searchingly a

/the




Qfé. MSC Manpower
Services Commission

Our ref Selkirk House
166 High Holborn
Your ref London WC1V 6PF

Date 17 January 1 980 Telephone 01-836 1213

. Chairman : Richiard D'Brien
Sir Dere': Rayner Sir Richard 0'Brien
Czbinet Office

Whitehall

LONDON Sil

the or, sation of our Training Services Div: on. /e need to
ensure that it can give maximum impetus to new arrangements to
promote and reform training in industry and see that our other
training activities (TOPS, Direct Training Services, etec) dovetail
in properly This will be primarily a study of the organisation
2t Head OFf e, but it would need a2lso to cover aspects of the
regional o 1isation and to a certain extent other Head Office
divisions ell. The Head Office move to Sheffield will not
male thi y easier, but in this case the problems will be more
limited. I houlu lize to suggest that this Review would be @ good
candidate for the formal scrutiny programme.

I hope that this sugzestion will commend itself to you. I foresee
that the time will be ripe for it to begin about July ie when the
report of the Review of the Employment and Training Act ayailable.
Wle can decide nearer the time the exact terms of referen and means
of carrying it out.

“I am sending copies of this letter to the Secretary of State for
LEmploymen and Sir Kenneth Barnes.

Y&ww (‘;Au.,-&'w.

\ ‘_\/\w—/'k i
(27/
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MR. PRIESTLEY

Thank you for your minute of 23 January
about the request that Sir Derck Rayner give
evidence to the Treasury and Civil Service
Committee.

The Prime Minister would be delighted
for Bir Derek to do so.

M. A. PATTISON

28 Japuary 1980




JWAVAGEUENT IN CONFLDENCE

OVERSEAS DEVELOPMENT ADMINISTRATION
ELAND HOUSE
STAG PLACE LONDON SWIE 5DH

Telephone o1-213 4819 25 Janue.ry 1980

Sir Peter Preston KCB

Permaneat Sccretary

Sir Derek Rayner
Cabinet Office
Whitehall SW1

L i,

SCRUTINIES

In the final paragraghs of your letter of 15 Jamuary you dealt with
the question of the "Scrutiny" grogramme as it affects the ODA and,
in particular, with the prospectiveé further examination of the DOS.

Z. I welcomed your sut%gestion that we might discuss whether the DOS
would provide a suitable topic, but this Seems to some extent to have
been pre-empted bﬁ the public statement reported in the 'Daily
Telegraph' and other papers on Thursday January 24 that there would
be a review of DOS. In these circumstances we have turned to the
question of possible terms of reference in the light of the hel%f\i.l
additional guidance given in your letter, and I should be grate

for your comments on the suggestions which follow:-

"To identify how the DOS calculates the costs of the various

-services, principally mapping and revision mapping, that it
provides to aid recipient countries either directly from its
core budget or indirectly as part of other ODA, including
RDC, projects.

To determine, on the basis of this analysis of gostip§
procedures, how far the DOS is broadly competitive with
private sector entities providing similar services.

To draw conclusions, and make such recommendations for changes
in procedures as may be necessary, including their cost and
timing."
There is also the question of timing: the present Director of the
I0S retires in Juné and we see considerable advantage in undertaking

the exercise after his successor tekes over. If you feel thai it
would he helpful for us to meet to settle any outstanding aspects of

/this scrutiny
MANAGEUENT IN CONFIDENCE
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this scrutir}{,,l am verY ready to arrange a convenient time.

(I suggose it is possible that there might be other loose ends
from the correspondence on the lianagement Review which we could
tidy up at the same time). May I leave it to your office to let
my secretary know how you wish® to proceed.

/

LA
v )
<

Peter Preston

MANAGEMENT IN CONFIDENCE







cc for information/comment

ir Pattison (Mo 10)
Mr G E T Green (CSD)
L{r %[a& hrin .
) 2 Mr Wildi "
Sir Derek Rayner Mr Delafg§15 (PSh)
lfr Bamfield (CSD)
[r Pearce “
Mr Russell
Mr Benham
Mr B W Smith
Mr E Walker
Mr D Jamieson "

INFORMATION FOR DEPARTMENTAL MINISTERS ON THE COST OF GOVERNMENT

il Ur Allen has gursued this further with CSD since your
meeting with Mr Wilding and others on 10 Jamuary. I attach
the result of his efforts and mine for your consideration.

s The plan is that you should send it to Ministers under
cover of a letter to the Home Secret when its rough edges
have been smoothed. You might sign a letter before you 26 to
Canada next Wednesday so that the note can be issued as Soon
as it is ready.

3 You are seeing Mr Delafons here at 9 tomorrow morning.

Aé far as_the CSD interest is concerned, it would be helpnfgl

if a single answer could come through in time for you to see
it before you finish here on Tuesday.

.-

C PRIESTIEY
24 January 1980

Enc: Draft note plus attachment




DRAFT OF 24 JANUARY 1980

ANNUAL SCRUTINY OF DEPARTMENTAL RUNNING COSTS

il I recommended inmy minute to the Prime Minister of
30 August that "each Minister in charge of a Department
should, at the appropriate point in the PESC/Estimates
cycle, scrutinise the overheads of his Department as well
as his staff costs". This is because I believe that in
order to run anything, one needs first to lmow and then

to question his costs.

Scope of the information needed

28 This note is about providing and using information

on the cost of having a Department, that is, of the

civil servants who man it, of housing them and their
Ministers and of supplying them with the goods(eg stationery
and furniture) and services (eg water and electricity) which
they use in their work. In offering it to Ministers, I
acknowledge that some departments may already have
sophisticated information systems and that the detailed

day-to-day responsibility for good management cannot and

should not be exercised by Ministers themselves but/%heir

officials.

3. However, officials' authority for making good use of
manpower, goods and services is delegated to them by and

they discharge it under and on behalf of Ministers. I see
the peculiar responsibility of Ministers here most clearly

represented by two inalienable tasks, approving their

Estimates of Expenditure and satisfying themselves, by

1




selective examination, that the manpower, goods and services

used in their name are used efficiently and well.

4, It may not at first be clear what information on the

cost of manpower, goods and services should include and
exclude. I offer the following thoughts on this.

BS First, provided there is a broad consistency of
treatment between departments, I do not think it matters
much if the first year in which Ministers scrutinise their
departmental costs has rough edges and is to a degree
experimental. I expect to learn from the experience and

I do not have a ready-made specification which will indicate
with precision the full scope and content of the data to

be provided.

6. Secondly, that "broad consistency" will however be
very mucngelped by the fact that it is possible to
specify/reasonable accuracy the cost of the manpower,

goods and services which departments use (see below).

e Thirdly, the word "overhead" may cause problems of
interpretation. It may be argued that there is an important
dividing line between, on the one hand, staffing, housing,
maintaining and servicing a function and, on the other, the
function itself. One example which has been mentioned to me
is that of a specialised department, whose purpose is to
hold people in secure premises, the question being where
administration and "overheads" end and the function itself




begins. I am firmly of the view that, for the purposes

of the first year of this exercise, one need not sirive

to draw over-nice boundaries. In the case of that
specialised department, I would regard administration,
""overheads" and function as forming a single cost centre,
all the expenditure involved being directed to the service
the Minister provides to the public: the central consider—
ation is that the service cannot be provided if any of its

various components is missing.

B Fourthly, the information to be provided should in
my view be for only the manpower, goods and services whose
form, scale and deployment are under the direct personal
control of the Minister. Thus, I would exclude those
expenditures by local authorities, the National Health
Service, grant-in-aid bodies and other in a similar
relationship with his department which, although wholly
or partly funded through departmental Votes, are not
within his personal control and management responsibility.
However, where in such cases the Minister's Accounting
Officer is required to ensure that the body has an

"appropriate financial regime", I recommend that it should

be his responsibility also to satisfy himself that the
head of that body has available to him a similar manage-

ment information system.

) Fifthly, I suggest that the types of expenditure to
be included should be determined not according to who pays,
but who consumes. Whether or not repayment is introduced

for these services currently provided on allied service terms,




I suggest that Ministers will wish to manage their use .

and consumption of, for ezample, accommodation and PSA

supplies as if they were a direct charge upon their Votes.
This is because I see the consuming Department as the most
powerful influence on the planning, allocation and control

of such resources.

10. On this basis, I recommend that the information to be

assembled should cover two broad categories of cost:

a. Those staff and other costs of running a Depart-
ment which are paid for out of the Department's Votes

and for which the Minister is accountable to Parliament.

b. The cost of those "supporting services'" which are
a charge upon the Votes of others and provided free to
the Department on allied service terms, notably the

services provided by the Property Services Agency.

11. The Supply Estimates provide some useful information
on costs in those two categories. But it is in my view an
inadequate form for management purposes. For example,

the information there given on "supporting services" is

not presented on a Departmental basis; the degree of

detail about direct Departmental costs is not sufficiently
defined to enable the various components of the Department's
running costs to be managed individually; and the compzrison
with the previous year only does not offer an adeguate span

of time for effective monitoring.




Information about the Department as a whole

12. I have annexed a note which sets out relevant
types of expenditure and the periods it should cover.
The types are in brief:

Permanent staff

Other services

Personnel overheads

Office and other accommodation costs

Office services

Other non-office expenditure

Notional expenditure

13. The costs are gross and expressed in money terms.
Capital and current expenditures are separately identified,
although in an ideal management information system capital
expenditures would be displayed in an annualised form,
depreciation and interest charges being the cost of the

resources consumed each year.

14. In the case of the office and other accommodation
costs at 12D above, and da ta not already available to
Ministers from within their own Departments may be obtained

from the Property Services Agency. The contact point there

is Mr This is another case where
Ministers may need to accept that there will be some rough
edges in the first year in which they scrutinise their

departmental costs.

s Similarly, I do not expect that the "notional" rentals

set out in Section G(ii) and G(iii) of the note can necessarily




be given for all departments in the first year. The point

of having this information is that it will give a notional

market price for the Crown freeholds occupied by Depariments,

and therefore a sense of the value of such assets, and an
indication of the way in which the cost of leaseholds is

likely to move in future.

16. I attach some importance to the question, covered by
G(i) in the note, of how much pension liability as well as
wage/salary and other cost liabilities, a Minister accepts
when he recruits staff. A permanent member of staff,

who makes a career in the Civil Service, is a substantial
investment from the moment he/she is taken on to the moment
he/her life ends.

17. In case officials need help inirterpreting the intended
scope and coverage of the cost infromation, I have agreed
with Mr Channon that Mr , Civil Service Department,
273 , should be available to assist.

Possible questions about the cost of the Department as a whole

18. In the first instance I suggest that information needs
to be brought together and displayed for the Department as
a whole. It will provide Ministers with answers to such
simple, but important questions as:
- lWhat is the total cost of running my Department
now and how does it compare with costs in

previous years?




Vhich particular costs make 2 significant
contribution to the total?

Are my on-staff costs reducing in line with what
would be expected in the fact of reduced staff
levels?

Where have I failed to achieve planned changes
in my costs?

Are the savings I am achieving merely at the
margin or am I operating on the main bulk of
my costs?

Are my forecast expenditures realistic in the

light of the data on previous years?

19. To provide Ministers which a feel for what they are
buying for the taxpayer, I recommend that some of the
expenditures should be expressed vividly in terms of
quantities, eg numbers of staff employed, square footage
of office space, amount of energy consumed, numbers of

staff trained, number of cars in the transport fleet.

Information about parts of the Department

20. Information about the Department as a whole can only
take Ministers part way along the road to effective manage-
ment. If they are to plan and control the costs of running
their Departments they will need to ask, and information

be available to answer, such questions as:

the
- TWhy are/costs of particular items at thelevels
that they are and changing in the way they are?




How mich has inflation caused expenditure to
rise and how is my Department improving efficiency

to off-set its effects?

Where in my Department do the cost of particular
items mainly arise and the changes originate, eg
HQ or Local Offices; Policy/Advisory or delivery

of the service; desk staff or support staff?

What is the cost of carrying out a particular
programme and how does it represent value for

money?

Are the staff and other costs of a particular
programme moving in the same direction as my
policy in relation to the programme? If not,
why not?

Where in my Department have my economy drives
failed to bite?

How much have this year's policy initiatives
affected the cost of running my Department?
In what areas could I achieve savings in the
longer term by increasing expenditure in the
short term?

Wihat efforts are being made by the Department
to keep individual costs under control?

21. I suggest that providing answers to such questions will

mean underpinning gross information on the Department as a

whole with similar information on its component parts.




22. It will be necessary for costs to be assembled in
relation to organisational units and, if lMinisters so
desire, expenditure programmes. The definition of the
"organisational unit" and of "programmes" will be for
Ministers to determine in the light of their own Depart-
mental circumstances. For example, in some cases it might
be satisfactory to specify a Deputy Secretary command as
an "organisational unit", whereas in others an Assistant

Secretary (or lower) command would be appropriate.

23. Ministers need not have this information presented
to them in its entirety unless they wish. Its main purpose
should be as a source of information which can be tapped

so as to explain the data presented on the whole Department

and in answering Ministers' specific questions. It should

also, of course, stimulate a greater awareness of costs and

the need to control them at all levels of management.

Timing of the scrutiny

24. I suggest that Ministers should have an opportunity
to scrutinise the cost of running their Departments in
good time for the decisions they need to take each year on
the level and direction of change of such costs in the
next and coming years. I recommend therefore that Depart-
ments should prepare their analyses in April of each year
for presentation to Ministers in May. The decisions taken
by Ministers on the detailed expenditures should then be
reflected in the preparation of Estimates. In November

each year, when Estimates of the detailed expenditures for




®
following financial year should be available, I suggest
that Ministers will then wish to ensure that their manage-
ment decisions have been taken on board and made further
adjustments as necessary. But I should emphasise that I
see the information as being more helpful to Ministers in
relation to planning for later years rather than the next
following year because it is, in my view, ralated more
to the medium-term manpower policy of the Department than
it is to scrutinies of costs here and now and to decisions

on the manpower budget for the next year.

25. I recommend that the information should be scrutinised
by the Minister in charge of the Department. However the
responsibility for taking the first look at the data might
be delegated to a Minister of State or a junior Minister.
He/she could also be responsible for any follow-up after

the scrutiny.

26. The information on the Department will also serve as
an input to Mr Chammon's exercise to collate the costs of
running Government in readiness for considerations by Min-
isters collectively. I understand that the CSD will be in
touch with Departments to help ensure that there is consist-
ency in the compilation of data in connection with that

exercise.

17. I recognise that all the information necessary to meet

the management needs of Ministers may not be available in

this first year of operation. It is important however that

10




Departnments begin now to refine their cost information

systems with a view to being fully operational in

1981-82.

Derek Rayner
Cabinet Office

January 1980




TOTAL DEPARTMENTAL COSTS

last Year — This Year

Penultimate
Year
(Actual)
Gross

last Year | This Year Increase/ | . hank
(Actual) | (Estimate) | Decrease [~ “2n=®
Gross Gross + or - 40k =

A. Permanent Staff

1. Average Numbery
2. Costs

Wages and Salaries
(including Insurance
Contribution)

( i ) Permanent Staff
(UK based)
Overtime
Casuals

iv ) Period Appoint—

ees staff on
loan from out—
side bodies
(paid for by
the department)

( v ) Staff locally
engaged

TOTAL WAGES AND SALARIES

B. Other Services

1. GIRO and other banking
services

2. Post Office Agency
charges

3. Other agency charges,
staff employed by
contractors,
consultants and fee
paid staff

ﬁote: this item is
intended to include the
employment of contract
labour eg cleaning staff,
but not the direct labour
element in government
contracts

4. Payments to other
Departments. for
Services provided

ﬁpuuify each Department
separately/

TOTAL OTHER SERVICES




Last Te This ;.

last Year | This Year | Increase/ 4 on
(Actual) | (Estimate) | Decrease et
Gross Gross + or - !

Penultimate
Year
(Actual)
Gross

£ £ £ £

C. Personnel overheads
Travel
Subsistence
Entertainment,
Removals
Catering Subsidies
Protective Clothing
Uniforms etc
External training
seminars etc

TOTAL PERSONNEL OVERHEADS

D. (i) Office Accommodation
Costs

Rents actually paid

Rates

Heating, lighting

Maintenance
Furniture and
fittings

Capital Costs — New
Construction

(ii) Other Accommodation
Costs

Rents actually paid

Rates

Heating, lighting

Maintenance

Furniture and
fittings

Capital Costs — New
Construction

| TOTAL ACCOMMODATION COSTS
[AcTuALs]




e
Last Year - This Year

Penultimate
Year
(Actual)
Gross

last Year | This Year | Increase/
(Actual) | (Estimate) | Decrease
Gross Gross + or -

% Change
+ or -

£ £ £
E. Office Services

Carriage, freight

X Transport, (incl. Vehicle

Mtce)

« Telecommunications
Postage

X Office machinery
Stationery
Photocopying

X Printing and publications
Publicity and advertising
Library Services

X Administrative Computers

Minor Administrative
Expenses

ﬁeparately annotated
where substantial

TOTAL OFFICE SERVICES

Note: Separate expenditure
between Capital Costs
and Running Costs
where possible

F. Other Non-Office

Expenditure

(i) Capital Expenditure

Plant and Equipment
Vehicles

(ii) Ronning Costs

Plant and Equipment
Vehicles

(iii) Other Current Costs

TOTAL OTHER EXPENDITURE

TOTAL EXPENDITURE A - P




Last Year — This Year

Penuyl:::ata This Year Increase/

(Actual) N naze) Deorasne oy

Gros. + or -
Gross 9L

G. Notional Expenditure

( i ) Pension and
Gratuity
Liability

(ii ) Notional Rent —

Crown owned
PropertiGs

(iii) Notional additional
rent — other
properties

TOTAL.NOTIONAL EXPENDITURE

Notes: ( 4 ) Pension and Gratuity Liability is to be calculated based on the latest
rates notified by the Treasury ﬁurrently 19% for Non-Industrials and 16%
for Industrials/.

(b) Substantial costs will also need to be subdivided by organisational units
(eg locations. functions, Under Secretary Commands etc). The precise
nature of the breakdown will need to reflect the internal organisation of
the department itself. All staff costs will require this treatment;
the separation of other costs will depend upon a number of factors eg
practicability, materiality and whether cost control will be facilitated.

Expenditure figures should be shown gross. A separate note analysing
receipts may also be required in order to present a full picture.

Current year figures should be reconcilable with those shown in Supply
Estimates after allowing for notional items. Figures for last year
should be as near as possible to the final appropriation account figures.
Penultimate year figures must be exactly reconcilable with that year's
Appropriation Accounts.

( v ) Notional additional rents for other properties are intended to represent
the difference between the market rate for rented properties and the rents
actually being paid.




MINISTER OF STATE, CSD

RAYNER PROJECT: CHARGING FOR COURSES AT THE CIVIL SERVICE GOLLEGE

1. We had a useful talk this morning on the review of Govern-
ment statistical services and the follow-up to last year's
"Rayner projects".

24 I was sorrg that Cabinet intervened and you had to leave
our meeting with your officials and me on the above before

here was a chance for you to sa¥ what {ou think about repayment

by Dgpa::man%s for their use of the College. In your absence we
could not bring things To_a conclusion 1t may help you in coming
to a decision if I make three points.

4. First, I remain firmly of the view that even with a
commodity as important to the centre of government as the develop=
mental and other services of the College, now borne on its Vote,
there is no substitute for the discipline whereby consuming
Ministers and their Departments had to a{ for those services.

This is part and parcel of m¥ opinion that he who consumes goods
and services should pa¥ for them and that knowing the cost is not
the same as counting it and valuing the potential and actual
return. I believe that this is in general your view too.

5. Secondl¥, if you do_decide against r%gayment, as_you are
3

entitled to if you wish, I hope that we both understand that it
is without grejudice to my position on refayment more generally,
especially o§ PSA services. It is excellent that Ministers have
already gone for repayment for HMSO services; I hope that we
find ourselyes in no ifficult¥ over the PSA issue, when we come

to it, should it be argued that the CSD hesitated to expose its
own ewe lamb.

6. Finally, I would obviously grefer you to go for repayment.
If you do not, I should be glad if you did not close the door
for good and all. Mr Wilding sug%ested that some useful work
could be done by the College and Departments on costing and
valuing the inputs to and outputs from central and Departmental
training. I agree that costs should be known - indeed, it is
pretty %rightening if they are not. If you commissioned the
work proposed I do not think that it should be in substitution
for repayment; I would advise, rather, that we should return
to the repayment issue when the work has produced a usable
analysis, perhaps in three months time.




7.  Let us have another word if you like. In the meantime, I am
copying this to the Prime Minister as before and to Sir Ian Bancroft.

Al
el L

Derek Rayher
24/§anuary 1980
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cc Sir Derek Rayner
lir Laughrin

Mr PATTISON

TREASURY AND CIVIL SERVICE COMMITTEE

1. I attach a copy letter to Sir Derek Rayner
from the Clerk to the House of Commons Select
Commi ttee on the Treasury and Civil Service.

2 If the Prime Minister is content,

Sir Derek Rayner would be glad to give evidence
to the Committee (A/) and to provide a short
paper beforehand (B/), in effect an annotated
agenda.

v

C PRIESTLEY

—

JRAE [UNISTEA

23 January 1980 ,4 %%‘W
/ we erdnc
Enc: Letter from Mr Hubback ﬁ‘ % %cf
. 7
gL Commidiee
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Uil

COMMITTEE OFFICE
HOUSE OF COMMONS
LONDON SWIA OAA
01-219 3285 (Direct Line)
01-219 3000 (Switchboard)

TREASURY AND CIVIL SERVICE COMMITTEE

Wl S0k

I am writing on behalf of Mr. du Cann, the Chairman of
A the Treasury and Civil Service Committee, to ask whether you
)would be willing to give oral evidence to the Committee about
the work you are now doing in scrutinising the activities of
Government Departments with a view to improving performance
and eliminating waste.

22nd January 1980

I should explain that the Committee is starting on a
short enquiry into efficiency in the Civil Service. Mr. Paul
Channon will be giving evidence ittee next Monday,

28th January and the Committee have it in mind to ask for
evidence from the Staff Side and perhaps some other people
concerned with efficiency in the Civil Service. The Committee
will decide later whether it publishes a report on its findings
or whether it simply publishes the evidence. They are however
anxious to start a dialogue with the Civil Service Department
and others with a view to returning to this far reaching
subject from time to time.

If you are willing to give evidence the Committee would °*
find it helpful if you were prepared to let them have a paper
explaining your terms of reference, progress made so far and
how you see the work developing. If this paper were available
in good time before you came to the Committee it would enable
Members to make the best use of the available time.

I understand from Priestly that you will be away in
Canada ghortly but that 4.45 p.m. on Monday, February 18th
would be a convenient time for you. 1S day wou sul he
Committee. If I can help by further explanation about the
work of the Committee please let me know.

I am sending a copy of this letter to Moore in the Civil

Bervice Department. e

f
Do Fo :‘Qubback
Clerk to the Committee
Sir Derek Raymer,
Cabinet Office,
Whitehall.







CODE 18-78

Relygence -
[ b K Pislly at Aals
A s
w sy 2/ = /%/J.;/
cc PS/linister of State /
lir Pattison (No 10) ~——

Mr Priestley (Cabinet Office
Ir Russell

PQs FROM MRS RENEE SHORT MP FOR PRIORITY WRITTEN
ANSWERS ON WEDNESDAY 23 JANUARY 1980

I attach draft replies for Mrs Short's two
questions about Raymer Projects and the Scrutiny
Programme.

2 I am sending copies for information to

IMr Priestley, whom I understand you have consulted
about the general line of the answers, and to

Mr Pattison, to whom I think IMir Green has spoken.

3. The Parliamentary Clerk requires the draft
answers by noon on Tuesday, 22 Jamary.
7

1
21 Jamary 1980




CIVIL SERVICE DEPARTMENT WEDNESDAY 23 JANUARY 1980
VRITTEN REPLY

Lab — Wolverhampton North East

To MRS RENEE SHORT: To ask the lMinister for the Civil Service,
if he will publish the results of Sir Derek Raymer's projects
on the specific operations of the Government's departments;
and if he will make a statement.

MR PAUL CHANNON

These projects are the responsibility of dcpartmentai ministers whom

Sir Derek Rayner is assisting. Results will be published in due course.




CIVIL SERVICE DEPARTMENT WEDIESDAY 23 JANUARY 1980
WRITTEN REPLY

Lab - Wolverhampton North East

To MRS RENEE SHORT : To ask the Minister for the Civil Service,
if he will list the projects carried out in each Government department
under the guidance of Sir Derek Raymer; and what further exercises are
being carried out or planned.

IR PAUL CHANNON

The list of projects carried out in departments is as follows:

ﬁnsert List g

The topics for further departmental scrutinies which are being carried out,

or are planned, are as follows:

ﬁnaert List _17




Department

Home Office

Lord Chamcellor's Dept
Foreign & Commonwealth
Office

Inland Reveimue

HM Treasury

Customs & Excise
Department r Natioml
Savings

Depariment of Indusiry
(Joint project with
Trade)

YMinistry of Defence
Civil Service Depariment
Department of Employment

(including Manpower
Services Commission)

Ministry of Agriculture
Fisheries and Food

Department of the
Environment
(including Property
Services Agency,

Topic
Radio Repgulation Department

Attachment of earnings proccdure
in the County Courtis

Yerger of FCO ard the former ODM

PAYE movemenis Forms P45
Paper handling and the Registry systiem

Organisation of the London, Brighion
and Dover Collections

Handling of letiers from the pubdblic
The statistical services of the
Departments of Industry and Trade

Food Procurement for the Armed Forces

Charging for courses at the Civil
Service College

Part-time local benefit and unemploy—
ment offices

Change in training allowances
Ratiomalise the skillcentre network
Peaking of work and use of part—
time staff in unemployment benefit

offices

The administration of Farm Capital Grant

Management Information for Ministers

Faintenance Economy Review — Fath A:j{
(Psa) E

Energy Conservation on the Government
Estate
Estate Management in Kingston




Department

Scottish Office

Welsh Office

Yorthern Ireland
Office

Department of Hea1lth

& Social Security
Departmernt of Trade
Department of Energy
Department of Education
& Science

Department of Transport

Topic

Consultative Commitice on the Curriculum

Control over Highway Authorities

Control over LFA tmilding
Recovery of Public Debt
Rate Collection System

Change frequency of payment of
Social Security benefits

Services io Exporiers

Organisation of R&D in New Energy
Technologies

The administration of the Teachers’
Pension Scheme

Work of the Road Construction Units




-DeErtment Topic

Home Office To be decided.
Lord Chancellor's Dept To be decided.

Foreign & Commonwealth Arrangenents for providing and maint: aining
Office transport for 161 Diplomtic Service posts
overseas, involving 800 vehicles.

HN Treasury The monitoring by Treasury specific
expenditure divisions of cemiral Govern—
ment expenditure (particu]arly the use of
the Financial Informtion System (FIS))

HM Custioms & Excise To be decided

Department for National To be decided
Savings

Inland Reverme Topic 1
The practice of issuing amrmal PAYE
deduction cards to employees whose tax
codes are unchanged from previous year

Topic 2

The administrative machinery for making
proposals, objections and appeals in
connection with rating valuations

Topic 3
The use of Accounis Registers kept in tax
districts

Department of Industry The administration of the Remonal
Development Grant Scheme

Ministry of Defence Topic 1
Arrangements for provision of secondary
education for children of Service amd
Ministry of Defence personnel overseas.

Topic 2

Provision of assisted travel schemes and

Ministry of Defence establishment bus fleets
|

Topic 3 :
The requirement for, the role ard organis— !

ation of the Claims Commission II




Department

Ministry of Defence
(cont)

Civil Service Department

Department of Employnient
(Joint Scrutiny with
DHSS)

lanpower Services
Commission
Health and Safety

Executive

Ministry of Agriculture,
Fisheries and Food

Department of the
Environment

(including the Property
Services Agency)

Scottish Office

Forestry Commission

Welsh Office

Topic
Topic 4 .

The organisations within the Minisiry of
Defence responsible for its interml
efficiency armd organisation.

The effectivencss of the Technical
Services Division of the Central Comjmter
amd Telecommnications Agency

To examine ihe procedures for delivering
unemployment and supplementary benefit to
unemnployed pcople, with a view lo
simplification

To be decided

The problems of assessing costs and
benefits of health ard safety requiremerts
and the techniques available

The extent and documentation of inspections
of eggs and fresh horticultural produce to
ensure the maintenance of grading and
marketing siandards

Topic 1

lethods used by Department to comirol the
expenditure of the water industry and to
encourage efficiency

Topic 2
Regional Organisation serving Central DOE
and Depariment of Transport

Topic 3
The requirement for a works transport
fleet

The advisory and monitoring activities
of the Scottish Development Department
with respect to local planning
authorities
The administration of

i. the private woodlards grant scheme &
ii. the licensing of felling

The procedures for processing of major
hospital building projects




Department Topic

Northern Ireland Office The operation of financial control
within the ¥orthern Treland Departments
and the Northern Ireland Office

Departmwent of Health & Topic 1

Social i
ocial Security The Dcpwrtmnt's activities in support - —

of health care exporis

Topic 2

The practice of checking amd querying
National Insurance contrilution records

Topic L)
Joint with Departmernt of Employment (see
atove)

Department of Trade Administration of the Patent Office
and Industrial Property and Copyright
Department

Department of Encrey Demard for and resources devoted to
economic and statistical advice and
services

Department of Education The administrative arrangements in
& Science England and Vales for meking student
awards by the Demrtment of Fducation
amd Science and others

Paymaster General's To be decided
office

Department of Transport Topic 1

The functions of the Department on the
enforcement of vehicle excise duty

Topic 2

Procedures for setting and certifying
standards for the tailding of roads and
bridges

Government—wide Review of Government Statistical Services




BACKGROUND NOTE

1., Mrs Short has two priority written questions for answer on 23 Jamary 1980.
The first asks for publication of the results of Raynmer Projects and for a
statement. The second asks for a list of Projects and about further exercises

which are being carried out or planned.

2. The Prime Minister has said that che thinks it desirable for Ministers
4o let it be known what they want to achieve under the Rayner Projects and

what they are proposing 4o do in the Scrutiny Programme.

3. The results of particular Raymer Projects depend on decisions by the
departmental minister concerned — and this is reflected in the suggested
answer to the first question. The Prime Minister has asked Sir Derek Rayner
4o keep her informed on progress with implementation with a view to a possible

statement to Parliament in Yarch.

4. With the agreement of Sir Derek Rayner's office, it is proposed to

use the second question to publish comprehensive lists of the Rayner Projects

which have been undertaken and the topics to be examined in the first round

of the contiming Scrutiny Programme.







LY

PRIME MINISTER

EFFICIENCY AND WASTE IN CENTRAL
GOVERNMENT

Thank you for your minute of, 14 January.

I will be pleased to take personal respons—
ibility for seeing that lessons from the
"Rayner projects" are widely applied and will
report to you at the end of March in the way
you request.

The CSD are working closely with Sir Derek
Rayner in pressing Departments to complete
their action plans. The more positive these
can be, the better will be the opportunities
for wider action.

cp

&,

PAUL CHANNON
18 January 1980
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> &EPAETMEN’I‘ OF TRADE 1 VICTORIA STREET LONDON SW1H OET ‘Telephone 01- 215 7877

< %/% ﬂnu(f/g/

Fromthe Secretary of State

C A Whitmore Esqg
10 Downing Street
London, SW1 IK January 1980

i ¥

EFFICIENCY IN CENTRAL GOVERNMENT: THE SCRUTINY PROGRAMME

My Secretary of State has decided that we must amend in one
respect the detail of his proposal for the scrutiny of the
Patent Office and Industrial Property and Copyright Department
under this programme.

The details attached to John Symes' letter of 23 vember included
the expectation that the review would commence in January. However
the Comptroller General of Patents has to be in Geneva for over
five weeks from the end of January until early March and it seems
sensible therefore to postpone the review until after his return.
We hope therefore to start in March with the draft report being
available in June or possibly July.

Y;ufs eJer
Nichalas ML lmnes

N McInnes
Private Secretary







Our ref
Your ref

Date

MAT et

Manpower
Services Commissicn
Selkirk House

166 High Holborn
London WC1V 6PF

Telephone 01-836 1213

Chairman : Richard O'Brien

Siv Richzrd O'Er

7 oy
for round 1 of

The HISC background is that we are very sympathetic to the scrutinies
type of approach. Ever since the Commission was set up we have mzde
ive and continuing use of them. Examples are the "Hollmu"
nort (on ye vwiorlc), the ew of the T
) r“uu",‘" s 1d the Review of and
These

I can only agree that the project so far suggested by us for
scrutiny pr — which concerns e y conservation - is

very major one, and I acceplb at once ¥ bs sons why you may

that ouethlnv nearer to the mainstream of the new programme
desirable. ¥ shall press on with the energy conservation nroacct,
hich we see as essential for transforming good intentions into
action, but need to produce another candidate instead for the
scrutiny programme.

y I say by way of preliminary that the Commission is in fact-at
present committed to 3 major scrutinies, but for differing reasons
none of these appearsto lend itself to formal inclusion in the
scrutiny programne?

The first of these scrutinies is a review of the Employment and
fraining Act 1973 so far as it concerns promoting adequate training
in industry. The Review embraces the Industrial Training Boards
but goes well beyond them, and is of a fundamental kind likely to
e major poliecy and financial consequences. It is being under-—
en by a review body which includes oubside nominees and is chaire
1 It has nearly reached its mid—point and will report to
the Commission in July.

The second such scrutiny is a review of employment rehabilitation.

As you may lmow the Commission provides employment rehabilitation for
over 15,000 people a year in order to enable them to return to woric
after injury, illness or absence from work d ue to other causes.

This is undertalen principally in a network of employment

/rehabilitati




rehebilitation centres coveri he country and there is zlso
provision through courses and wor's projects provided by the
Training Services and ecial Programmes Divisions and through NSC
funding of training by independent agencies. Both the policy and
cost-effectiveness of ious Fforms of provision r

T looz, but it is essential to involve in this ou

sts, wnr'luulnf‘ IOI" ple the m al profession.

,~ch L.nd cxperlment;xtmn. Tho team
Chief Executive of our

Uloument
Sk 1 as o loolt
d. We decided that this A
ffect of cuts on the balance of our services

1S \‘Jhir‘h u.](-m,)loyed people will face in ‘bhe”

can cot ‘VL"” ent

ha

at a study of the regional and field
included in round 1 of the scrut

Jou, I am sure that in the right
g study could be helvful to us but T do not h\_l?evel
1L would be 4 he current structure has been in existence for
less than 2 3 :\ﬂ ted from a large (2nd helnful)
ch its toolk place only 3 or 4

L:‘1L101 of the it
of

agement

2t the
S0 covering but dispersal
ield, whi s J s 6

rosanct |

fere is however a more limited, but still major, study of our
organisation which \.onld be tim 1;/ and useful. The iew of the
z

ch I have referred




\Mgﬁ Manpower
LS Services Commission

Syl Selkirk House
Your ref 166 High Holborn
London WC1V 6PF
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10 DOWNING STREET

From the Private Secretary

MR. PRIESTLEY

The Prime Minister has seen Sir Dervek Rayner's minute of
10 January, with proposals for further action arising from
his assignment. Mr. Whitmore will shortly be writing to
Ministers' Private Offices along the lines of the draft which
Sir Derek submitted. The Prime Minister has also sent
Mr. Channon a minute about follow up and wider application of
the Rayner projects, as suggested in Sir Dercek's submission.

The Prime Minister is content for Sir Derek to arrange for
additional staff assistance from CSD, 28 proposed in paragraph
3 of his minute.

The Prime Minister is content with Sir Iie <'s proposals
for keeping Ministers up-to-date on his . She agrees
that there should not be a statement to Parliament at this
stage, and she would be prepared to consider a draft towards
the Easter Recess, when there may be more substantive achieve-
ments to report. In the meantime, she is content for Sir Derek
to continue to make himself available to the media on a selective
basis. Provided her colleagues are content that a list of the
"Rayner projects" now completed, and the scrutinies to be
conducted in the new programme, should be released to the press,
she has no objection. She would,, however, like to see the version
of Sir Derek Rayner's report to her which he would like to release
to the press.

The Prime Minister would also like to pursue with Sir Derek
the scope fér greater use of a "nil recruitment - nil redundancy'
policy as a means of ensuring more efficient use of existing
Civil Service staff resources. Perhaps we could have a word
about this.

M. A. PATTISON

14 January 1980




Mr PAPTISON ‘ 2/
/

THE RAYNER PROJECTS AND SCRUTINY PROGRAMIE: PM's RECEPTION

il 1 attach three lists of names for your consideration
in connection with the Prime Minister's reception on 18 February.

2 The first is of the OFFICIALS who conducted the "Rayner
rojects" and of those so far memed for the 1980 scrutinies.
lljf 1t was necessary to rﬂducp the number (51), you could save

20 by leaving out the 1980 "scrutineers".

) The second is of 28 supervising Il IIS’I‘ TR
L‘or this purpose . one Permanen
Lord Chancellor, the Chairman MSC and the Dlr((,lor

The third is of 13 OTHERS. Sir Derek Rayner and the
stafl of this office could, nope, be included.  The others
are the "central Permanent Secretaries and their staff who
have been helping Sir Derek Rayner in HM Treasury, CPRS, and
CSD. These are 411 optional, depending on the numbers that
can be managed.

5. Please let me have a list of those who are invited.
6. Let us haye a word if necessary, notably about how you
want the officials who are invited to be marshalled on the day.

y

— 0 PRIESTLEY
14 January 1980

Bnes: Lists of Officials, Ministers and Others.
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THE PRIME MINISTER

Personal Minute

No. Hl[ﬁﬂ

MINISTER OF STATE, CIVIL SERVICE DEPARTMENT

Efficiency and Waste in Central Government

You will have seen a letter sent on my behalf to Ministers
in charge of Departments. It refers to the need to follow up
lessons of wider application which may be derived from the
""Rayner projects" and to the role of the Civil Service Department

in this.

I should be grateful if you would take personal responsibility
for following up the projects in this way when decisions are
reached by the Ministers responsible for them and if you would
report to me at the end of March on the lessons to be drawn and

your proposals for action.

I am copying this to the Chancellor of the Exchequer,

the Chief Secretary, Sir Ian Bancroft and Sir Derek Rayner.

Y e
14 January 1980
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10 DOWNING STREET

From the Principal Private Secretary g 14 January 1980

Efficiency and Waste in Central Government

The Prime Minister has discussed with Sir Derek Rayner
progress with the 29 "Rayner projects', launched by Ministers
last June, and the 33 proposals made by Ministers for the first
round of the "scrutiny programme' to which Cabinet committed
itself on 4 October.

Progress with the "Rayner projects'

The Prime Minister is encouraged by the, potential outcome
of the Rayner projectg, wi . to annual savings of
£80m and once-for—-all saving 253m and is grateful for the
effort some MlnLaLels have pult into th projects personally.
The Prime Minister has noted that behind these figures lie
some important percentage savings (e.g. % of staff effort
on MAFF's zdministration of capital granis to Iarme)") whic
encourage her in the view that there e vorv considerable
savings to be made in Government admn stration.

The Prime Minister wishes to ensure thal the potential
savings and improvements do not evaporvate. She would be grateful
therefore if each Minister, in consultation with Sir Derek
Rayner, would put his weight behind implementing the recommendations,
work out a clear plan of action, includiug a timetable, and
ensure that his Permanent Secretary takes personal charge of
putting the action plan into effect. In some cases, Ministers
will need to consult colleagues on the policy implications, some
of which the Prime Minister recognises may be difficult, but
this should not be allowed to delay unduly cither decisions
or their implementation. The Prime Minister has asked Sir Derek
Rayner to keep her informed on progress with implementation,
with a view to a possible statement to Parliament in March.

To achieve this, it is essential that decisions should be
reached and action plans settled with Sir Derek Rayner by the
end of February.

The Prime Minister has asked the Minister of State, Civil
Service Department, in consultation with Treasury Ministers
and with Sir Derek Rayner, to explore the wider applications
for improved efficiency to be drawn from the results of
the projects. In his report to the Prime Minister of 30 November,
the substance of which is being circulated to Ministers,
Sir Derek has made some general observations about this.




. The scrutiny programme

A summary of the proposals made is being circulated
to Ministers. The Prime Minister has noted that some
proposals are very good indeed; a few are disappointing.
She has asked that for the future the subjects chosen should
be significant in terms of the policies and services involved
and characteristic of the main activities of the. Department
concerned.

The Prime Minister has asked Sir Derek Rayner to liaise
with Ministers to get projects on the road; to establish
whether there can be different subjects in a few cases; and
to associate himself with all projects in general and with
some in particular.

Staffing

The Prime Minister is grateful to Ministers for the
generally high quality of the staff they selected for the
"Rayner projects'" and trusts that the same standard will be
maintained for the future.

Telling the public

The Prime Minister thinks it desirable for Ministers to
let it be known what they want to achieve under the "Rayner
projects" and what they are proposing Lo do in the scrutiny
programie.

The Prime Minister would like Ministers to make as much
of their "Rayner report! available fo 1 staff and the outside
world as possible and would be glad to some project reports
published as exemplifying the approach they have adopted;
possible examples are the DHSS report on the payment of benefits,
the Inland Revenue report on Movements Form P45 and the Home
Office report on the Radio Regulatory Department. There may
in some cases be reasonable objections to publication, but the
Prime Minister's view is that in general the Government should
give people the sort of detail which is interesting and intelligible
and shows that it is getting on with the job it promised to do.

I am copying this letter to Private Secretaries to Cabinet
Ministers, the Minister of Transport, and the Minister of State,
Civil Service Department, and to Siv Robert Armstrong, Sir Ian
Bancroft, Sir Kenneth Berrill and Sir Derek Rayner.

& A WHITMORE

John Chilcot, Esq.,
Home Office.




PRIME MINISTER

This submission from Sir Derek Rayner: ‘1/‘-“4 oL "Iﬂ /"'l')
Moalak befot |~
(i) Proposes that we should now write to Cabinet Ministers'
offices stressing your strong support for effective follow-up to
Sir Derek Rayner's work: draft letter at Flag A; é}y~‘*

(ii) Asks that he should be allowed some staff reinforcement,
by using a CSD Assistant Secretary - this has already been agreed
within the CSD; ”\N"'-“( Al

(iii) Suggests that you should now minute Mr. Channon instructing
CSD to ensure that the lessons of the first round of Rayner projects
are made clear to other Departments which can benefit: draft

minute at Flag B; /VMW y/"“»‘y’“;’ r\{’d 0

(iv) Seeks your agreement that Sir Derek should circulate to

Ministers his earlier report to you on his initial projects, and

a summary of proposals for the new 'scrutiny programme'; a ﬁ/L//ﬁ

(v) Proposes that you should not make any statement to Parliament
or the press about Sir Derek's £Ezchties at this stage, but should
reconsider this around the time of the Easter Recess when the
results of the first round of projects may be more tangible. In
the meantime, Sir Derek would continue to stay in touch, selectively,
with the media. He would also ;;;;_;GEI;E_Z_TTET_Gf the Rayner
projects now completed, with a version of his report to you, and a
list of the new scrutinies. He would further encourage Ministers
to be as open as possible about this work.

Sir Derek concludes with a note on the cost of the work of
his unit since his appointment.

I suggest that you agree to all these proposals, subject only
to our seeing the version of his report to you which Sir Derek
proposes to release to the press.

e o U5 qrowmd was ovad al csg é}/fy, [/ Gk
il O dsasson cojiwid G line lhon h o Cllen
/IZV Clurn G scud, amd Ae mmwﬂjﬂu G sand -
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PRIME MINISTER

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT

Getting action on the "Rayner projects"

1. May I suggest that it is now very important to
encourage Ministers to put their weight behind implement-

Action 1 ing their "Rayner projects"? I attach a draft letter
for this purpose which Mr Whitmore might send out in your
name or which could be converted into a minute by you if
you preferred.

2le I am sure that I myself must devote a substantial
part of the time I have available over the next few months
to keeping up the pressure on Ministers to produce decisions
and action plans.

3 I may need some staff reinforcement for this. If
Action 2 you agree, I would if necessary ask for the use of some

time from the Assistant Secretary (Mr R H Wilson) in your

Department's Functions and Programmes Group which has

already been helping me with the appraisal of some of the

"Rayner projects". I understand that Mr Channon and

Sir Tan Bancroft would be agreeable to this.

4. That would leave my unit free to help me with getting
the scrutiny programme going and with what I regard as an
important part of my work, the exercise on the rules of
Whitehall that inhibit good management. This has so far
lagged behind and I want to carry it through to completion
by about mid-summer.

Wider application of the "Rayner projects"

Se I also attach a draft minute about the wider applica-
tions of the "Raymer projects" for you to consider sending
to Mr Channon.




Action 4

Action 5

Keeping Ministers up to date

6. If you agree, I will arrange for the circulation to
Ministers of:

- the substance of my report to you of
30 November on the "Rayner projects'
(para. 4 of the draft letter); and

a summary of proposals for the "scrutiny
programme'" (para. 5 of the draft letter).

Parliament and the press

Wl There is much press interest in the "Raymer projects",
tinged with scepticism about whether they will in the end
amount to much. There is some leakage of the recommend-
ations now being considered. And some decisions for
example on the MSC's Skillcentre network may be made in

the next few weeks. However, in the main we are still

in the laborious process of converting potential outcome
into real decisions; if there were a Parliamentary state-
ment and a full-dress press conference now, we should still
be talking about good intentions, not achievements.

8. So I do not think that it would be right to offer
you a draft statement to Parliament now or to have a
conference with the press. Instead, I invite you to agree
as follows:

a. The aim should be a statement of Ministerial
decisions no later than when the House rises for
the Easter recess and sooner if it can be managed.

b. In the meantime, I should continue to make
myself available to responsible members of the press
who would like to see me. For example, I have agreed
to be interviewed for the BBC2 Platform One programme
for transmission on 24 January.




(€ In keeping with the Government's policy on
"openness", we should make available a list of the
"Rayner projects" now completed; a version of my
report to you on them suitable for the press; and
a list of the scrutinies to be conducted in the new
programme .

d. Ministers should be encouraged to be as open
as possible, pending the general statement to
Parliament; I cover this in paras. 8 and 9 of the
draft letter from Mr Whitmore.

Work of my unit

e May T account to you briefly for the work of my
unit so far?

116l It consists of an Under Secretary (Mr Priestley),
an Economic Adviser (Mr Allen), and Executive Officer

(Mr Spearing) and a Personal Secretary (Miss Sullivan).

It costs £5,130 a month; the total since my appointment
is £39,000.

EilG The unit's work has consisted mainly of launching
and liaison with the 29 "Rayner projects", including
preparing commentaries for me on the reports, and the
launching of the scrutiny programme. (The first wave of
the scrutiny programme will consist of 33 projects, but
not all starting at once and not all involving me in the
same detail as the "Rayner projects"). The unit has also
done staff work on cost information for Ministers (advice
on which I shall issue shortly); the rules of Whitehall;
efficiency and waste in local government; the review of
Government statistical services (on which the main effort
will be put in by the CSD and CS0); correspondence; and
the management of my office.




Acknowledgments

d2. I am glad to acknowledge the help T have so far had
from officials of your Department, the CPRS and the
Treasury.

135 I am copying this to Sir Ian Bancroft and Sir Robert
Armstrong. s /

ayner
10 /January 1980

Encs: Draft minute to Mr Channon
Draft letter from Mr Whitmore
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10 DOWNING STREET

From the Private Secretary 10 January 1980

I am writing to confirm that the
Prime Minister is content with
Mr. Walker's expanded proposals for
the scrutiny programme, as set out in
his minute of 8 January (the original
copy of which has still not reached us).

I am copying this letter to
George Craig (Welsh Office), Godfrey Robson
(Scottish Office), Mike Hopkins (Northern
Ireland Office) and to Clive Priestley
in Sir Derek Rayner's Office).

M. A. PATTISON

G. R. Waters, Esq.,
Ministry of Agriculture, Fisheries and Food.




. Mr PATTISON

THE SCRUTINY PROGRAMME: MAFF
I suggest that you reply to Mr Walker's Office thus:

G R Waters Esq
Private Secretary to the Minister of Agriculture,
Fisheries and Food

THE SCRUTINY PROGRAMME

g The Prime Minister is grateful for Mr Walker's
minute of 8 January. She is quite content with the
proposals that the first scrutiny should cover the
enforcement of marketing standards for eggs as well
as that of grading standards for fresh horticultural
produce.

2ie The Prime Minister noticed that the proposed
starting date (14 April) is "subject to the availability
of suitable staff". She hopes that the date will not
slip, given the importance she attaches to the programme.

3. I am copying this to the Private Secretaries of
the Secretaries of State for Wales, Scotland and Northern
Ireland and to Clive Priestley in Sir Derek Raymer's
office.

MAP

i

C PRIESTLEY
9 January 1980
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From the Minister

MINISTRY OF AGRICULTURE. FISHERIES AND FOOD
WHITEHALL PLACE. LONDON S W 1

PRIME MINISTER

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT :
THE SCRUTINY PROGRAMME

In my minute of 22 November 1979 I
proposed a scrutiny of the enforcement

of grading standards for fresh horti-
cultural produce. I understand that

you have asked whether the scope of the
exercise could be somewhat extended and,
after consulting Sir Derek Rayner, I now
enclose a formal proposal for a parallel
scrutiny of the work of the Egg larketing
Inspectorate.

I am copying this minute and enclosure to
the Secretaries of State for Wales,
Scotland and Northern Ireland and to Sir

Derek Raymer.

PETER WALKER
@ January 1980




. RAYNER SCRUTINY 1980 - MAFF
ADDITIONAL PROPOSAL

a. Subject

Enforcement of marketing standards for eggs
Common marketing standards laid down by the EEC for eggs,

including hatching eggs, cover quality, size and labelling.

They are enforced at all stages of distribution, other than
retail, by the Egg Marketing Inspectorate. Checks take place
normally at packing stations and wholesalers' premises.

(Checks at the retail level are a matter for local authorities
and are not covered by the present proposal, although at the
invitation of the local authorities the Egg Marketing
Inspectorate carries out checks for quality at the retail level.)

Costs
This activity engages 41 staff and costs about £400,000 a year.

Reasons for selecting this subject
This work, like the enforcement of grading standards for fresh

horticultural produce already proposed for scrutiny, is done
in fulfilment of EEC obligations.

Terms of reference

To examine, with reference to cost, efficiency and effectiveness
the activities of the Egg Marketing Inspectorate in England,

and to make recommendations.

e. Proposed starting and finishing dates
To be carried out in parallel with the scrutiny of horticultural

inspections, ie -

Start: 14 April 1980 (subject to the availability of
suitable staff)

Finish: 15 August 1980

Examining Officer and reporting arrangements
As for the scrutiny of horticultural inspections, ie -

Examining officer - as Assistant Secretary or a Principal
yet to be selected.

Reporting arrangements - to the Minister of Agriculture,
Fisheries and Food, in consultation
with the Permanent Secretary MAFF and
Sir Derek Rayner's unit. The report
will be of interest to the other
Agriculture Ministers in the United
Kingdom.
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THE RAYNER PROJECT
Yl 4

fls I should be grateful if you would show this to Mr Whitmore.
I am available if you and/or he want a word about it.

Dinner with Sir Derek Rayner

2 Sir DR would like to give Mr Whitmore, you, Mr Allen here
and me dinner one evening after Wednesday 13 February. If it is
possible for you both to be let off, perhaps you would let me have
a list of dates which would suit you.

e Sir DR envisages this as "plus wives" function. That would
no doubt be absolutely splendid for them, but it might be that a
"without wives" talk would be better. Perhaps you would let me
know.

Future course of the Payner project

4, The four main tasks for 1980 are (a) carrying 1979's 29
"Rayner projects" through from recommendation to action;

(b) liaising with the 33 "scrutinies" and with 14 of them closely;
(c) overseeing and reporting on the review on Government statis-
tical Services, on which Mr Channon is about to minute to the PIM;
and (d) carrying out the project on "Whitehall conventions'.

5. Sir DR envisages that his most important contribution on this
visit to Whitehall should stem from the "conventions" project. It
will therefore be necessary for him to establish that he is going
after targets that the Prime Minister and her senior colleagues
regard as important. He will take an opportunity of seeking her
views in the reasonably near future.

6. In the meantime, if there is any response to my minute to you
of 4 January on this front, it would be helpful to know it.

Sir Derek Rayner as "adviser"

s The point in para. 5 is obviously related to the larger
question of how best to make use of someone of Sir DR's capacity
and experience. (What follows, I should make it clear, is not
written at his request or with his knowledge.)

8. A question which is, obviously and properly, in Sir DR's
mind at present is whether the way in which he is using his time

is as helpful to the Prime Minster as it might be. He receives
little or no allowance from his colleagues at the top of M&S for
the fact that he is working in Whitehall, so that a large part of
his work for the Prime Minister is on top of his M&S load and much
of it is done in his own time. He does not complain about this -
nor indeed about the remark, attributed to the Prime Minister, that
he had made a slow start, but was doing quite well now! - but he
does speculate on the question whether he is actually at grips with




issues of the right size and importance. You might have views on this
in the light of progress so far - the more candid the better.

9 Another question is whether as a "businessman" Sir DR could be

more helpful to the Prime Minister than he is. More of his meetings
with her (and Ministers) are at his initiative than hers (and theirs)

and whilst, being a genuinely modest man with a well developed sense

of the ridiculous, he would be the last to push himself forward, I can-
not help thinking that he has a rare combination of knowledge, experience
and intelligence (both kinds) which could make him very useful to the
Prime Minister (for example in a war game on steel had there been one).
It is relevant that his experience and business activity are far from
configgd to this country.

L

~“C PRIESTLEY
7 January 1980




10 DOWNING STREET

From the Private Secretary 3 January 1980

The Prime Minister has seen your letter of 21 December
(to Tim Lankester) about the scrutiny programme.

She has noted that the Chancellor accepts that there is
a case for examining the role of the supply divisions and the
method of the Public Expenditure Survey. In the light of his
advice, the Prime Minister would be grateful if the three exercises
mentioned in your letter could be treated as together forming a
review of public expenditure control by the Treasury, as follows:

a. Review of PES procedures and conventions, now in
hand and to be reported to Ministers this Summer.

b. Scrutiny of the role of the supply divisions in
monitoring central Government expenditure, with particular
reference to the Financial Information System, to be
conducted in the new programme between February and June.

c. Whatever the outcome of the PES review, a review of
the role of the supply divisions, constituting the second
scrutiny in HM Treasury and beginning early in Autumn 1980.

The Prime Minister would also be grateful if Sir Derek Rayner
had an opportunity to offer comments on the report of the PES review
at a. above and was associated with both the exercises at b. and c.
above. -

I am sending a copy of this letter to Clive Priestley
(Sir Derek Rayner's Office).

M.A. Hall, Esq., M.V.O.,
HM Treasury.
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I learned that Sir Derek Rayner is somewhat concerned
that his work for you to date has been more at the margins
than at the centre of the problems. This is one reason

—
why he was so keen to pursue a major study in the Treasury,
as you agreed earlier in the week.

He may want to talk to you himself about this before
too long. He is, however, hoping that his work on conven-
tions of Government will get closer to the heart of the

matter. When I enquired about progress, I was told that
he had circulated a synopsis of his project to a number
of senior officials, where it had encountered a form of
resistance.

I have now obtained a copy of the synopsis, which I
am showing to you on the understanding that Messrs. Bancroft,
Armstrong, Wass and Berrill have not yet had a chance to
go through it in detail with Sir Derek.

Against this background, I thought it would be help-
ful for you to have a chance to look at this now, before
your boxes get overloaded again as Parliament re-assembles.
On the understanding that work is far from complete, I
know that Sir Derek would welcome any reactions to the
direction in which he is working. As Mr. Priestley's note
below says, the points to which Sir Derek attaches most
importance are sidelined and underlined in red.

C.

ik =2

4 January 1980




PERSONAT,

MR PATTISON

RAYNER PROJECT: "WHITEHALL CONVENTIONS"

il I attach a copy of the present synopsis of this project.

2. To save the Prime Minister ploughing through it, I have
marked those parts of it which Sir D R and I would regard as the
most important.

B This synopsis has been seen by Sir Ian Bancroft, Sir Robert
Armstrong, Sir Douglas Wass and Sir Kenneth Berrill.

Not unnaturally, their reaction so far is to suggest a slimmer
R —————
exercise. Sir D R has asked me now to convert the synopsis into

an essay with a view to pinpointing the areas in which he is most

interested and where he is likely to be able to make a solid
—_—

cEE??E;uticu.

—
4. The essence of Sir D R's approach is to help this Administration
to achieve the correct balance between strong Ministerial Management
inside departméﬂ?g_zﬁa_;?;zng Management by the Cabinet of resources
generally. This takes us into the so-called "Partnership" between
&E;;;;Bents on the one hand and the Treasury, CSD, and CPRS on the
other. It also touches on the support which the Central departments
give the Chancellor and the Prime Minister in their crucial
managerial roles.

5. Secondly, but still very important, there is a range of issues
about the Management of people, including such potentially explosive
ones as the rewards and payment systems. All in all, - the exercise
is intended to help the Administration, but especially the Prime
Minister, to achieve the reform of Management by the Civil Service.




PERSONAL

6. If there are any comments at this stage, I am sure Sir D R
would find them helpful. He will presently in any case wish to

take the Prime Minister's mind on her present assessment of Whitehall
and, before he commits himself to detailed work on "Conventions" ,

make sure that he is indeed helping her with the things of most
interest to her.

&

C PRIESTLEY
4 January 1980




Syrinlisis of the Conventions Project

SUBJECT ACTION BY

1. Me should identif¥ the resources used by CSD, HM Treasury f
Ministers and officials and 1dentily those

who have Vote responsibilit¥ for them, whether |(NB This is closely related ‘
within the Department or outside it. To the exercise on costs,

) but is more about the

= Money: Departmental Minister and distribution of respons-
his officials bility for them, It is a
Mznpower and GAB: Zhde = factual exercise.)

(including forward commitment to pensipns) T&)  —

Office and General Accommodation
Services:

Rates on Government Property:
Ratin% of Government Property
Department

Stationery and Printing: HMSO (1)

Computers and Telecommnications:
Central Computer Agency (2)

Publicity: Central Office of
Information (3)

Civil Superanmation: Paymaster
General's Office (4)

Actuarial Services: Government
Actuary's Departmen

Catering Services: Civil Service
Catering Organisation

Central Management of the Civil
Service

Civil Service Commission
Civil Service College
Medical Advisory Service
Welfare

Decision whether HMSO should go to
repayment awaited.

Computer services now provided on
repayment terms.

Subject of study by officials
(repayment or, as now, allied service).

The issue here is really establishing
the pensions cost to_be added to

salary cost in calculating the price
of administration.




SUBJECT

ACTION BY

ing whether they
given the present
source of authority and divisions of responsibil-

ity.

1 T
can be and are done effectively,
definitions of the nature and

Planning the micro volumes which make
up the macro bids in respect of the
contimiing quantum of expenditure.

Am&?m__ﬁmemmﬁwww
new policies or of variationS in polic
Ee 0T new regulations) in respect of

a§ central government itself, (b) other
public sector bodies and (c) the private

sector.

Disciplined analysis of forward commitmen

Analysing the use made of money: whether
policy objectives are COrrec defined;
whether objectives are achieved econom—
ically; a%titudes towards economy and

cost-consciousness; the rules of the

game; information for management/intern—
al audit.

Analysing the use made of staff and
materials, as above. A

Analysing the utility and effectivenessof
organisation and methods of work.

The balance between top management,
line management and functional management

CSD, HM Treasury, possibly
involying some external
consul tancy.

This is a theoretical
exercise, aimed at est-
ablishing a model, arset
of working grinciples
applicablé to any public
sector body, against which
one can set a description
of what is actuallyhappen-
ing.

LS.

and e

- -
Ministers and officials for e_resources
n €1r charge 1n 1two resSpects, sSource

S sibil-

ectliveness o ischarge,

(a) Source

How a Minister gets the resources he
requires; his authority under statute

and his accountability ¥o Parliament;

the PESC, Supply Estimates, Finance Act
and Appro ria%ion Act procedures. The
roles of HM Treasury and CSD in support of
Cabinet described (commentary below).

Collective responsibilityof the Cabinet for
major resource decisions, implications of
this for the discharge of Ministerial res-

ponsibility within Departments.

CSD, HM Treasury

This a factunal exercise,
aimed at clearly es
ing the sources” and
of authority for re




SUBJTECT ACTION BY

Responsibilitg of the Prime Minister as
chairman of the Cabinet, leader of the
Government and Minister for the Civil
Service, implications of this for the
discharge of Ministerial responsibility
within Departments.

Bffectiveness of discharge

Nature and intergretation of the author- | This is a critical exer-
ity bestowed by Parliament on a Depart- cise. It begins with a
mental Minister. commentary on the Eercep—
tion of authority
Nature and interpretation of the author- | Ministers and officials
ity bestowed by a Departmental Minister and then moves into a
through his Permanent Secretary on his series of recommendations
officials. aimed at removing obscur- |
: ity and divided responsi-
Nature and_interpretation of Ministers' bility.
accountabilitﬂbto Parliament, including
the role of théir officials in rendering
explanations_to Select Committees, not-
ably the Public Accounts Committee.

lThe cost of Parliamentary accountability.

Current conventions and obscurities:
argue that officials are not directly
accountable to Parliament; that Account-
ing Officers should be supported by
Assistant Accounting Officers, who should
be responsible for Substantial blocks of
work, and that these blocks should con—
sist of units of either "accountable" or
"responsible" management, depending on
their character; and, as part of this,
that delegations and arrangements for
accountability should be specific (see
below). Pursiie and exemgllfy this

thesis by reference to the management
tasks and responsibilities of the follow-|
ing, 21l against the background of the
wor ing assumption that the UK has
entered a period when the watchwords
must be "economy" and "value for money':

|The Minister in charge of the Department.
IHis Ministerial subordinates.

The Permanent Secretary and Accounting
Officer: current expectations of him
too vague and too open to personal
interpretation; argue for a commission
of a standard type o be given to
Accounting Officers by the appointing
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ACTION BY

i

Minister, with clear definition of the
tasks t6 be performed and of the AQ's
relationship with the Official Head of
the Civil Service and the Permanent
Secretary to the Treasury.

Tine management from Permanent Secretary
through any Second Permanent Secretary and
Deputy Secretaries downwards.

Functional management: Principal Finance
and Establishment Officers.

Management of bodies grant-aided by the
Minister

4, Ve should move rapidly towards making Depart-
mental Ministers and their officials responsible
for all the resources consumed by them in carry-
ing out their tasks, arguing that Departments can-
not in_effect be acgouptable if they are not res—
ie” should there=

gnnsible for certain resources.
ore argue that:

a. Departments should be responsible for
resources now provided on allied service terms
by common service departments;

b. economical arrangements, preserving an
appropriate balance of responsibilities between
user Departments and supplier Departments
should be worked out as part of the exercise;
and within departments = these arrangements
should include, within reason, the management of
resource budgets by as low a level of line
management as possible.

i

s is the preparation
a plan oflmogement
towards

(a) repayment;

(b) more conscious manage- |
ment of resources by |
line and functional
managers.

CSD, HM Treasury, PSA
and other common Service
departments.

5. The country needs a robust and workable balancq
between the reSponsibilities of Departmental
llinisters and those of the Prime Minister,
Chancellor of the Exchequer and the Cabinet in its
collective capacity. We should therefore clarify
and define the responsibilities of Hil Treasury and
the CSD with regard to the management of resources
and to Departmental efficiency, _We should recomm
end such cEanges in working me¥hods as are necessa]
in the country’s straitened circumstances as are
operable by a Treasury and CSD of the right kind:

Work done in support of the Cabinet's coll-

eclive responsibility for major resource
decisions by the Chancellor of the Exchequer

bﬂv. {&‘hYOs
P Nhege (Voms are infpar¥ark. G ¢

-

CSD, HM Treasury, CPRS;
a few other Departments.
This is a critical exer-
cise, aimed at reform-
ing the relationships
between the centre and
departments.

v
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the Tord President (on behalf of the:
Minister for the Civil Service)and the CPRS.

Supply control and other central roles (eg
promo{ion of efficiency through personnel
management, staff inspection, management
review, management Services and training);
strengths and weaknesses of the worki.

base, the Plowden concept of "partnership";
argue that there is an excessive concentra-
tion by the Treasury on the control of macro
volumes, too little on micro control.

As part of that, appraise the central
departments' expectations of departmental
practice in controlling finance, manpower,
organisation and methods; discuss the most
approYriate form of tension between de%art-
mental control and central. control in the
1980s and 1990s; and recommend (a) what
the expectations chould be; (b) how they
should be promulgated and monitored;

(c) how control Tunctions in departments
should be manned; (d) what special knowledge

and authority should be possessed by the
centre, eg in relation to computers.

Discuss and make recommendations in respect
of the role of the Government Accountancy

Service and of the training of line managers
as resource managers.

Discuss and make recommendations about the
respective resoonsibilities of HM Treasury a
the OSD (where appropriate) and the Departme
nznagement, when the central departments are
operating detailed rules of management on a
single Service" or "Service-wide" footing,.
eg

- the ammality rule

—- 7rules of financial {rogedure which

cause friction, including the length
of the control chain extending from
the centre to grant-aided bodies

pay and conditions; personnel manage—
ment (including recruitment, dismiSsal
promotion); training.

Discuss and make recommendations on the
implications of all the foregoing for

the centreof government and for the office
gf the Official Head of the Home Civil
ervice.
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|

7. Some features of Civil Service management are | This is a critical
thought to iTPEde the effective management of exercise, aimed at
resources, We should clarify and define the real producing better manage-
messages to staff derived from existing custom ment of people, chief
and practice and where appropriate made recommend- | by "unity o¥ management'
ations: within Departments, but

-  Rewards: automatic increments, automatic §%§3igg_§?§grﬁ¥§§tfges

TeTouTS i nle.
nonours for senior people where relevant.

- Incentives to efficiency: effects of pol- .
TTIcal Ghange and 115 cost, discarﬂinvpplans ga;nlyngg{vgiD,tbu}
(eg for computerisation) in which mch effor| Hﬂ % & = 8§RSO A
haS been invested; whether middle manage- | i FISBSUED, ©ife BBC
ment is adequately led b¥ higher management; PATHIERL S
whether higher management is qualified to
ead.

The extended hierarchy: the Service's
Share ot the nation's qualified manpower
and the use made of it; monitoring and
supervision; findi fhings for able
people to do; what happens to the vital
youngsters?

The working environment and office machinerJ,
1TSpiTing loyalty and_coinl tient. (Tnis 1S
related fo repayment.) Involvement of staff
in improving efficiency; implications for
the use of their time %y senior officials
eg in visiting staff at’ their work.

What will be the effect of impending
technological change?

8. Similarly, some features of Civil Service CSD, HM Treasury
work managemen{ are_thought to be impediments. We

should clarify and define general principles, pre-
f$rab1y i11us¥rated by particular cases, in respect
of:

Bquity and fairness, intelligibility of
scheme regulations, eg Social Securlty.

Contracting for the supply of goods and
dervices; specifications.

lMonitoring, checking and double-banking.
|Paperwork; use of committees.
|Nannying, apron-strings and letting go.

- |Hardwork unproductive of value; information
and statistics.

|Excessive regulatory activity.

Need, Department by Department, to simplify
S{stcms with central contribution and stim-
ules, 6




PRIME MINISTER

You encouraged Sir Derek Rayner to press for a substantive
project to be undertaken under his aegis by the Treasury.

The Chancellor had some reservations about a study of the
role of the supply divisions, which you had suggested. His views
are recorded in the letter at Flag A.

Sir Derek Rayner is very keen to pursue this: he regards
this as an important area of work, which is relevant to his ideas

on the conventions of Government (on which he will be reporting

to you shortly). He would therefore like to go ahead with a
scrutiny of the supply divisions, associated with other work
already in hand in the Treasury on public expenditure procedures
and conventions.

Agree that I should now write to the Treasury asking that

these three exercises go ahead as a review of public expenditure
control, on your authority - draft below?

/%

o

2 January 1980




'Y

MANAGEMENT — IN CONFIDENCE

Mr LANKESTER

¢ Mr Patpishp
disbmyrins..

THE SCRUTINY PROGRAMME: HM TREASURY

1 Sir Derek Rayner seen Mr Hall's
letter to you of 21 ember.

2 Subject to the Prime Minister's views,
to Mr Hall
ched draft.

Sir Dere sug%ests that the repl{
should be on the lines of the atta

=

C Priestley
31 December 1979




DRAFT OF 31 December 1979
MANAGEMENT - IN CONFIDENCE

M A Hall Esq
Treasury Chambers
Parliament Street SWi

THE SCRUTINY PROGRAMME

i Thank you for your letter of 21 December, which Sir Derek
Rayner has also seen.

2 The Prime Minister is grateful for the Chancellor of the Exchequer's
acceptance that there is a case for examining the role of the supply
divisions and the method of the Public Expenditure Survey.

3 In the light of the Chancellor's advice, the Prime Minister would
be grateful if the three exercises mentioned in your letter could be
treated as together forming a review of public expenditure control by
the Treasury, as follows:

a Review of PES procedures and conventions, now in hand and to be
reported to Ministers this Summer.

Scrutiny of the role of the supply divisions in monitoring central
Government expenditure, with particular reference to the Financial
Information System, to be conducted in the new programme between
February and June.

Whatever the outcome of the PES review, a review of the role of
the supply divisions, constituting the second scrutiny in HM
Treasury and beginning early in Autumn 1980.

4 The Prime Minister would also be grateful if Sir Derek Rayner had an
opportunity to offer comments on the report of the PES review at 3a
above and was associated with both the exercises at 3b and 3c above.

5 I am copying this to Clive Priestley.







MANAGEMENT IN CONFIDENCE

Treasury Chambers, Parliament Street, SWIP 3AG
01-233 3000

21st December 1979

THE SCRUTINY PROGRAMME

When Clive Priestley wrote to me on 1lth December
about the scrutiny programme projects from the Chancellor's
Departments he mentioned the Prime Minister's particular
interest in the Treasury's study of the role of the
supply divisions, and recorded her suggestions for
widening the project. The Chancellor accepts that
there is a case for looking at the full range of the
work of these divisions, and at the methodology of the
Public Expenditure Survey. But he is not convinced
that the best course would be to broaden the terms of
reference for the proposed project to look at the full
range of issues simultaneously.

In fact the Treasury has already set in hand a
comprehensive review of the Public Expenditure Survey
procedures and conventions, which will be reported to
Ministers, possibly by stages, over the coming months,
so that the conclusions can be taken into account in
the instructions for the 1980 Survey, and also in handling
the material produced by that Survey when it goes to
Cabinet. This implies completion of the work by the
later summer. This review is examining, among other things,
the function of the detailed estimates of expenditure in
years 3-5 of the Survey period (paragraph 5b of Priestley's
letter); the length of the Survey period; and the price
basis in which programmes are expressed. The work is
not confined to the Treasury, although it is under the
leadership of a Treasury Deputy Secretary. The spending
Departments, and the Civil Service Department, are fully
involved in it.

It may well be that as a result of the review there
will be significant changes in the way in which the
public expenditure survey is handled, both in the
Treasury and elsewhere. If this is the outcome, then

/certainly the
T.P. Lankester Esq.

MANAGEMENT IN CONFIDENCE




MANAGEMENT IN CONFIDENCE

certainly the role of the Treasury's expenditure divisions
in relation to the Survey will have to be examined. But
the logical order is to look first at what the Survey

is required to produce for Ministers, and how it is best
structured to produce it, and then at the way in which
the Treasury is organised to see that the Survey produces
the required result.

This review of the Survey system and the proposed
scrutiny project in its original, more limited, form
will inevitably impose substantial additional burdens on
the Treasury expenditure divisions at a time when they
are going to be more than usually heavily engaged with
their immediate task of controlling public expenditure.
They will have a great deal to do in briefing Treasury
Ministers for the further efforts to reduce public
expenditure. Because publication of the full Public
Expenditure White Paper has been deferred the Treasury
will have to begin mounting the 1980 Survey before the
1979 Survey, including the White Paper, is complete.

The Chancellor believes that this too points to postponing
a wider look at the role of the expenditure divisions
until later.

Meanwhile, there would still be value in proceeding
with the more limited review of the monitoring arrangements
on the lines originally proposed. Here it should be
possible to reach a useful result fairly quickly without
diverting undue effort from the primary goal of finding
further cuts in public expenditure.

For these reasons the Chancellor would prefer to
conduct the scrutiny project for the Treasury within the
terms of reference originally proposed, leaving the
wider issues to be considered later in the light of the
conclusions of the review of the Public Expenditure
Survey system.

I am sending a copy of this letter to Clive Priestley.

el

M. A. HALL
Private Secretary

MANAGEMENT IN CONFIDENCE
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COPY TO EACH cc for information
Mr Pattison —
Mr BAMFIELD Ar R J Green
Mr PEARCE Mr Laughrin
Mr A W RUSSELL Sir Derek Ravner
Mr Wildi

lir Spearins

ANNUAL SCRUTINY OF STAFF COSTS AND OVERHEADS

I attach a draft of the note which Sir Derek Rayner would
llke to distribute to Ministers early in the New Year.’

2e He would value comments on the draft and suggests that the

most convenient way of obtaining these would be for him_to chair

a meeting with you here in the Second or third week of January.

Sr Spearing of this office will be in touch with you about possible
ates.

3. Having obtained your views, Sir DR will probably want to
expose the note to the one or two Ministers and Permanent
Secretaries before circulating it.

D R ALLEN

Cabinet Office
(233 8550)

1 December 1979




.DRAFT OF 21 DECEMBER 1979

Annual Scrutiny of Overheads and Staff Costs

il In order to "manage" their Departments Ministers must have adequate
management information to enable them first to be aware of and secondly to
question the costs of running their Departments. Accordingly, I recommended
in my minute to the Prime Minister of 30 August 1979 that "each Minister in
charge of a Department should, at the appropriate point in the PESC/Estimates
cycle, scrutinise the overheads of his Department as well as his staff costs".

This note offers guidance on the coverage and content of the information needed,

Scope of the information needed

2, Simply stated, management has to define what has to be done; propose a
plan of action in order to achieve this at an acceptable cost; and subsequently
review how far they have succeeded in achieving their objectives. Because
Ministers are responsible for everything their Departments do, their role as

the managers of business and resources necessarily includes satisfying themselves
that the staff and overheads of their Departments are used efficiently and
effectively., This extends even to those items the costs of which is not
incurred by them directly, eg the services provided by the Property Services
Agency. This note is therefore directed at all staff and overheads "consumed"
by Departments, and whose scale, form and deployment can be influenced by

Ministers, regardless of who pays.

5. On this basis, the information to be assembled in each Department should

cover the following broad categories of cost —

a, Those staff and administration costs which are paid for out of the

Department's Votes and for which the Minister is accountable to Parliament.

b. The cost of those "supporting services" which are a charge upon the

Votes of others and provided free to the Department on allied service terms.

4, This excludes the staff and overheads of Local Authorities, the National Health
Service and grant-in-aid bodies. For although such expenditures are financed wholly
or in part out of Departmental Votes, the detailed expenditures are not within the
direct control and managerial responsibility of Ministers. However where in such
cases the Minister's Accounting Officer is required to ensure that the body has an
"appropriate financial regime", I suggest that it should be his responsibility also
to satisfy himself that the head of that body has available to him an identical or

very similar management information system.

1




5 The Supply Estimates provide some useful information on staff and overheads,
with the broad coverage indicated above, but it is in an inadequate form for
management purposes. The information there given on "supporting services" is
not presented on a Departmental basis. The degree of detail about direct
Departmental costs is not sufficiently defined to enable the various components
of the Department's running costs to be managed individually. The comparison
with the previous year does not offer an adequate span of time for effective

monitoring.

Uses of the information needed

6. The information needs to be in a form which will enable Ministers to

obtain answers to such questions as -

- What is the total cost of running my Department now and how does it

compare with costs in previous years?
- Which particular costs are rising? Which particular costs are falling?

- What effect is inflation having on my costs and how is my Department

improving efficiency and productivity in order to offset price rises?
- Where have I failed?
- Are my overheads reducing in line with reduced staff levels?

- Are the savings I am achieving merely at the margin of the work of

of my Department or am I reducing the main bulk of its activities?

- Are my forecast expenditure realistic in the light of the data on

previous years?

The Information Needed

7. The Annex outlines the sort of particular information which it would

be necessary to assemble on the cost of the Department as a whole to provide

for such needs. I recommend that this information should be provided for
the current year, the previous two years and the next year, with the outturn

for each past year and the current year set against the forecast for that

year. It should be expressed in money terms and in terms which allow for

inflation, and the percentage change from on year to the next should be

indicated.




8. To provide Ministers with a feel for what they are buying for their money
T recommend that some of the expenditures be expressed vividly in terms of
quantities, eg numbers of staff employed on different services, square

footage of office space, amount of energy consumed, numbers of staff trained,
travel costs. The expenditure on staff should, in addition, be broken down
to show how much is spent on particular categories of staff, eg those at HQ,
in the regions and in local offices; those working on "policy advice";

those providing professional and other types of service; those providing
clerical and other supporting services. This analysis should be supported

by a simple analysis showing the composition of staff.

9. The information should be scrutinised by the Minister in charge of the
Department. However, the responsibility for taking a first look at the data
might be delegated to a Minister of State. He could also be charged with the

responsibility for any follow-up subsequent to the scrutiny.

Secondary Information

10. Information on items of expenditure at the level of aggregation represented
by the Department can only take Ministers part way along the road to effective
management of the staff and overheads in their charge. It is liable to prompt
as many questions as it answers, but prompting questions is an essential part

of the exercise. If they are to progress further, and so improve the
efficiency of their operations, they will find that they need answers to such

questions as:

- Why are the individual costs at the levels that they are and changing
in the way that they are?

- Where in my Department are the costs mainly arising and the changes
originating eg HQ or Local Offices; Policy/Advisory or delivery of the
service; desk staff or support staff?

- Which of my Department's functions/activities contribute most to my
Department's running costs?

- Are the staff costs and overheads of a particular function/activity

moving in the same direction as my policy in relation to that function/

activity? If not, why not?

-~ Where in my Department have my economy drives failed to bite?

- How much have this year's policy initiatives affected the cost of
running my Department?

- In what areas could I achieve savings in the longer term by increasing

expenditure in the short term?




- What is the cost of carrying out particular activities/functions and

. how does it represent value for money?

1l Ministers will therefore require a secondary information system to
provide the answers. This will mean underpinning the data on the Department
as a whole with data on its "building blocks". 1In some cases the building
block would be "the service", in others the "unit of management'. The "unit
of management" will probably best be defined in Whitehall as an Under-Secretary
command, although the grade level will be lower than that in some regional

and field organisations. "The service" can be defined as that coinciding
with a Programme Section in the Supply Estimates (eg for the Department of
Trade - Export Promotion: Programme 4.5 Section A).

12, Information at the levels indicated in paragraph 1l above should have

the same broad coverage and be provided in at least the same degree of detail

as that shown in the Annex. However Ministers need not have this in its
entirety unless they wish. Rather it should be an information source to be
tapped so as to provide a commentary on the information presented to Ministers
at the level of the Department and in providing answers to Ministers'

specific questions. The responsibility for gathering together information

at the level of the "service" might lie with Deputy Secretaries, whilst that

at the level of "the unit of command" might be the responsibility of those in
charge of the command. In this way, it should also serve to assist in ensuring

cost consciousness at management levels down, the chain.

Timing of Scrutiny

13. It will be important that Ministers have an opportunity to scrutinise
the running costs of their Departments in time to be able to influence

the level of such costs in the next year. I recommend therefore that
Departments should prepare their analyses of costs in April of each year and

present it to Ministers in May.

14. I recognise that all of the information to be included in either the
primary or secondary information system may not be available at the outset.
It is important however that Departments begin now to refine their cost

information systems with a view to the systems being fully operational by 1981.

Cabinet Office
January 1980




ormation on Overheads and Staff Costs to be Detailed for Fach Department

£ 000
Other

Staff Costs 1. Wages and Salaries (Totall...

of which eg
Desk Staff*,.
Support Sta.ff+..

Superannuation".................

Expenses (Total) eecessecscascss
of which
a. Subsistence.
b. Travel,.

c. Removals..

o

¢

The information at * and ' should be presented in such a way as to
enable the Minister to see the composition and cost of his staff without
excessive detail. The Minister should be able to distinguish between
such working functions as "policy", "delivery of service" and "common
services" in a way which makes sense for his Department as between —
- numbers of staff allotted to particular Departmental responsibilities
- numbers of staff assigned to units of management

- numbers of staff by grade.

Examples of Support Staff are:

Messengers, Secretarial, Typing, Photocopying, Registry, Office
Services, Personnel and Welfare, Security, Accounts.

Superannuation
This should be the cost that would be incurred if the scheme were
contributory.




&erheuds 1. Accommodation* (Total) ..e.uess...

of which:
(a) rent” and -rates ..c.eees.a.
(b) Heating and Lighting ......
(c) Fixtures and Fittings ....
(d) Maintenance ......oeeeesss.

(e) Office cleaning ...........

2, Office Services (Total) STl s1atatateyals,
of which:
(a) Stationery .
(b) Telephones .
(c) Postage ....
) (d) Office Machinery .

(e) Newspapers and periodicals.

3 S0 Ehe e (U obaill) e o e o e e eterale
of which:

(a) Transport cceeeecscscccasss

(b)) N Comprtersialinet tnlere o sslsials

(i) N PabLiC by e eiinieslsisioiarsislalbiale

() M Coooanon coum0 G0 LOn

() HCR e Ting Rt e s ore sieleiee eraaters

(£) Payments to other
Departments for services
provided .......

(g) Services bought from
outside seceeecescenncannne

(h) Publications and printing..

(i) Miscellaneous «cessecescacss

Staff Costs and Overheads Grand Total .....eeeeeess

# Rent A notional rent should be attributed to Crown-owned buildings; in the
case of rented buildings it should reflect "market" rents.

* Accommodation All accommodation, and not just office space, is included.
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with compliments

MINISTER OF STATE

CIVIL SERVICE DEPARTMENT
Whitehall London SW1A 2AZ

Telephone 01-273 5563/4086




Civil Service Department
Whitehall London SWIA 2AZ
Telephone 01-273 3000

Miniater of State

The Rt Hon The Lord Carrington KCMG MC

Secretary of State

Foreign and Commonwealth Office

Downing Street g

LONDON SW1 ] 18 December 1979

o j, ,

EFFICIENCY AND WASTE IN CENTRAL éOVERNMENT: THE SCRUTINY PROGRAMME —
FCO STUDY

I have seen a copy of your minute of 23 November to the Prime Minister,
and of Mr Priestley's letter of 10 December to your Private Secretary.

I see that you propose to look at the arrangements for official
transport at overseas posts. I hope that the Civil Service Department
will be able to help you in this, in view of our responsibility to
secure the efficient use of transport throughout Government.

I am very glad that your forthcoming study will look at the arrange-
ments for CSD examination of departmental proposals, to see that they
are operated in as efficient a manner as possible. As you may know,
the present more stringent controls that are exercised by CSD were
introduced by our predecessors in April 1978 after a Service-wide
study showed that there was considerable scope for increasing the
proportion of smaller-engined cars in Goverhment service, and for
checking that demands for new or replacement cars could be strictly
Jjustified. Since that date, éxamination of departments' proposals
has led to reductions in expenditure of about £725,000 with
significant continuing savings in fuel and maintenance costs. This
includes a capital reduction of some £200,000 in proposals put to CSD
by your own Department for new vehicles.

While I am not against flexibility in departments, therefore, we must
do nothing to prejudice sensible economies which can sometimes come
only by céntral control.

I am copying this to the Prime Minister and Sir Derek Rayner.

PAUL CHANNON
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CABINET OFFICE
70 Whitchall, London swia 2as Telephone 0[&@}&5}‘1&%

I} December 1979
(

The Rt Hon Francis Pym MP
Secretary of State for Defence
Whi tehall

London SW!

; b (ewur

HE SEARCH FOR ECONOMY e 50 o B+

/ When you minuted to the Prime Minister on 4 June, you kindly
suggested that I should, if I wished, be associated with your
exercises on procurement; the use of energy; movements;” the
defence estate; committees; and staff suggestions. I have
not been free enough to take advantage of this before now but,
if it is still agreeable to you, I shculd be glad to make what-
ever contribution I could to certain of them if they have not
yet been completed, and to know the outcome of such as have
been completed.

23 The reviews to which I would hope to be able to make 2
contribution based on my own experience are those on procure-
ment, processes (which is also relevant to the "Rayner project"
on the supp1¥ of food to the Armed Forces — I enclose a copy

of a letter to Lord Strathcona on this);  the use of energy;
the defence estate; and committees. In_ the other two cases
movements and staff suggestions, I should be content if I might
be brought up to date. :

3. I am copying this to the Prime Minister, the Chancellor
of the Exchequer, the Minister of State, CSD in the absence of
the Lord Pre%}dent, and Sir Robert Armstrong.

f
YA,

//Derek Rayner

Enc: Copy letter to Lord Strathcona




CABINET OFFICE
70 Whitchall, London swia 2as  Telephone o1 xgaygzeexs 233 8224

1) December 1979

The Lord Strathcona and Mount Royal
Ministry of Defence

Whi tehall

London SW1

S //uuz; :
00D SUPPLY FOR THE ARMED FORCES

Thank you for ¥our letter of 15 November — I am sorry that I have
not been able to reply earlier. I would welcome an opportunity
to_discuss pro%ress with Mr Hayhoe and Messrs Horsley, Thornton
and Ponting. am reluctant to encroach on your own time and as
Mr Hayhoe Is the Chairman of the Steering Group on Supply Manage-

ment ropose, if you are content, to Sk to see him wi%h the

officials. Michael Spearing in my office will ring your Private
Secretary in a day or so.about this.

1 am also grateful for your suggestion that I should attend the
meeting of the Steering Group when it considers the recommend—
ations of Mr Thornton's Study Team on how best to carry forward
quickly Mr Ponting's recommendations. I should like to take
advantage of this when the time comes.

copyi




HM TREASURY
OFFICE NOTICE L"M wv '

EO 3/05 ON (79) 90 I,.
EO 385/625/02 13 December 1979

THE RAYNER PROJECT ON THE REGISTRY SYSTEM
e,

As people know, over the past few months Mr F K Jones has been
examining the way in which we store and retrieve Treasury papers.
He has now submitted his report to Ministers.

205 Briefly, his main recommendation is that clerical services
should be organised in two tiers:

(1) most clerical staff now in clerical sections would work
instead in Principal/SEO divisional branches and, inter
alia, handling 'live' papers; and

(ii) there would be Sector registries handling and storing
papers not in current action.

The Chief Registrar would retain his personnel duties for all
clerical staff, but would be the line manager only for his immediate
staff, the Sector registries and an EOG clerical support unit.

Sl The report also makes a number of recommendations designed to
reduce the volume of paper and improve its flow; to improve the
job content of clerical posts; and to improve career prospects of
clerical staff.

4. After consultation with the Staff Side, the main conclusions of
the report have been accepted in principle. There are, of course,
a great many detailed points which need to be clarified and
discussed with the Staff Side and with line managers. The task of
changing from our present system is very complicated. But change
to the proposed system offers a real prospect of benefits for us
all. It will be essential that the process is carefully planned,
taking account of the different operational requirements in various
parts of the Office, and so we shall want to involve line managers
in the planning. We shall keep the Office generally informed of
progress.




STAFF - IN CONFIDENCE

CABINET OFFICE
70 Whitchall, London swia 2as  Telephone o1 g3aapexEs 233 8224

13 December 1979

M A Hall Esq

Private SecretarK to the
Chancellor of the Exchequer
Treasury Chambers

Parliament Street

London SW

oﬁm/ﬂa/a,

THE SCRUTINY PROGRAMME

il This is to follow-up paragraph 5c of my letter of
11 December.

23 The Prime Minister thought that the scrutiny of the
role of the specific expenditure divisions might be more than

a Principal could mana,%e unaided. It was suggested that

Douglas Janes, a recen 1¥ retired Deputy Secretary, who did
the "Rayner project" in the Home Office and is now workinﬁ
on an assignment in the Civil Service Department (on PRISHM)
might be suitable. He did a good job on the Home Office pro-
gect but more to the purpose he has served in the Trea
1960-63) and has had Tive years experience as a PFO, firs
in the old MHLG and then in DOE, where he dealt with Local
Government and Development. The Prime Minister thought that,
on the face of it, Janes might be a suitable reinforcement
although it is of course for the Chancellor to decide how he
wants o man this scrutiny.

3. If more information about Janes's suitability and
availability is needed, it can be had from Ian Bancroft, so
I am copying this letter to David Laughrin as well as to
Jonathan Taylor.

Aror Jaans,

e,
C_PRIE =




MANAGEMENT - IN CONFIDENCE [Blind copies:
Mr Butler
Mr Crawley
Mr Ryssell

: e
CABINET OFFICE A4 /%5(()
8524

70 Whitehall, London swia 2as  Telephone o1-§3oGgazest 233

11 December 1979

I A Hall Esq

Private Secretary to the Chancellor of the Exchequer
Treasury Chambers

Parliament Street

London SW1

Lo Murtt,

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT: THE SCRUTINY
PROGRAMVE

The Prime Minister has discussed with Sir Derek Rayner the
proposals made bX.Ministers, including those included in
¥our letter to Clive Whitmore of 26 November on behalf of
he Chancellor of the Exchequer. She is very grateful for
the Chancellor's groposals and for the impetus which he
proposes to give the programme himself.

2.  The purpose of this letter is to let you lkmow that the
Prime Minister concurs with the proposals in respect of HM
Treasury and the Inland Revenue, subject to the points made
below; " to raise questions about the proposals in respect of
HM Customs and Excise and the Departmentfor National Savings;
and to inform you that while the Prime Minister has asked
Rayner to associate himself generally with all the round one
projects she would like him fo keep in closer touch with certain
projects; in the case of the Chancellor's Departments, these
~are the projects in HM Treasury itself and on the issue of
anmual coding cards in the Inland Revenue.

Sir Derek Rayner's association with scrutinies

3. Rayner's note of guidance, circulated with my letter to
John Chilcot (Home Office) of 1 November, outlined” the form of
hig asgociation with scrutinies (see particularly paras. 2.8
and 3.3).

4. It is requested that in each of the Chancellor's scrutinies,
Rayner should be consulted about the draft plan of study and
should keep in touch with the examining officers. As the Prime
Minister would like to interest herself in the outcome of the
scrutinies in HM Treasury and on the Inland Revenue's coding
cards, it is further requested that Rayner should also keeﬁ in
closer touch with the examinilr;f officers responsible for thes
two exercises; that they should consult him both at will and
especially on their findings as they begin to emerge and on
their draft report; that Rayner should discuss the draft report
with the Minister responsible for the exercise; and that the

1




MANAGEMENT — IN CONFIDENCE

proposed outcome should be reported to the Prime Minister at
a point when there is still an opportunity for her to comment.
Rayner would not expect to be consulted about the other
officers' findings and draft reports unless there is a strong
reason for seeking his involvement at those stages.

HM Treasury

5ie The Prime Minister is most interested in the study of
the role of the Supply Divisions and has asked that the
following comments an su%ﬁestions should be had in mind in
preparing and conducting the exercise:

a. It would be preferable not to restrict the scope
of the exercise to the mechanisms of monitoring and of
FIS, but to examine the complete work of the Divisions

in controllln% central Government expenditure, ie control
before and after the commitment of resources.

b. As part of this, it would be valuable to assess
the utility of detailed estimates of expenditure in
years 3-5 of PESC.

C. The project, thus amended, is substantial. The
Prime Minister would be content for the team to be
somewhat extended if the Chancellor thought this
desirable. T am writing to you separately on this point.

Customs and Excise

6. While the Prime Minister is content for distillery and
warehouse controls to be examined at some stage, she would be
grateful if consideration could be given to the possibilit¥ of
another subject for round one (ie in addition tocdrin substitution
for distillery and warehouse controls). This is because of

the general intention that the subjects selected for examin-
ation should be significant in their use of resources, as well
as characteristic of the Department. While the commitment of
400 man years of official effort, at a cost of £3.65m pa, is

not insignificant or uncharacteristic of the traditional work
of the Department, it is less significant and less character-
istic than, say, the administration of Value Added Tax, on
whighdsome 12,8b0 staff are employed. The possibilities might
include:

a. Policy with regard to the control of VAT traders
especially in respect of the frequency of monitorin§
visits. I understand that C&E have Some 4,500 staff
engaged on the control of traders, accounting for about
ggémof all the work in VAT offices at a cost of some

b. The depth of coverage and effectiveness of Customs
control at ports of entry. I understand that the work
to rule earlier this year seemed to make for at least as
effective control as normal, with the same number of
staff and without excessive inconvenience to passengers.




MANAGEMENT — IN CONFIDENCE

(&5 OverlaE between C&E and the Inland Revenue. I
understand that there have already been experiments
in co-operation and that these suggest that further
examination of the potential savings to be had from
clgseﬁlworking of the two departments would be very
valuable.

Department for National Savings

e It is not at once obvious that the rate at which Prem—
ium Bond records are converted from a manual to a computer-
ised form is_a subject more suitable to the Erogramme than

to the normal conduct of business. A possible alternative
might be a scrutiny of the procedures of the National Savings
Certificate Branchiincluding an assessment of the scope for
mechanisation, as I understand that this is a staff-intensive
area gf work and that its operations are at present wholly
manual.

Inland Revenue

8. I have few comments to convey to you on the Inland
Revenue's proposals. These are the Prime Minister's pleasure
that three have been offered; her wish that Rayner should be
closel¥ associated with that on the issue of PAYE Deduction
cards to employers; and the suggestion that there may be
scope for a more extensive study of the work of the Valuation

Office than is contained in the’ proposed Rating Procedures

project, in particular; of the iustlfication for and efficiency
of its advisory functions_in relation to local government and
§overnment departments., If this wider study is not feasible

or round one, perhmps it could be had in mind for round two.

N 2 A
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with comﬁments

MINISTER OF STATE

CIVIL SERVICE DEPARTMENT
Whitehall London SWI1A 2AZ

Telephone 01-273 5563/4086




Civil Service Department
Whitehall London SWI1A 2AZ C 3
Telephona 01-273 3000 VA

\ \
Minister of State ( i

Sir Derek Rayner

Cabinet Office

Whitehall

LONDON SW1A 2AS ’“{ December 1979

U‘l“"’ /Dé’/uz = .
CHARGING FOR COURSES AT ‘THE CIVIL SERVICE COLLEGE

Thank you for your minute of ZB/November about Mr Saunders' draft
report on the possibility of charging departments for attendance
at the Civil Service College.

I should be glad to discuss with you this report and your views
on it. We could also talk about timing in relation to the
broader developments you mention. I think I should take views
on the case for repayment not only within the CSD but from
departments and from the College Advisory Council.

My office will be .in touch with yours to arrange a meeting.

I am copyingA this to the Prime Minister.
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PRIME MINISTER

RAYNER SCRUTINIES

I have seen the minute which Michael Heseltine sent to
you last week about Rayner Scrutinies for his Department. One
of his suggestions is that there should be a study of the
regionel orgenisation which also serves my Department. I am

quite content to go along with his suggestion and make
arrangements for the study to be conducted jointly on his behalf
and mine., I will contribute from my staff to the small team
which will be needed to carry it out,

I am sending copies of this minute to Michael Heseltine,
Christopher Soames and to Sir Derek Rayner,

N ER

7 December 1979







10 DOWNING STREET

From the Private Secretary p l 3‘

" MR. PRIESTLEY

Thank you for your minute of
5 December, about Ministerial responsibility
for scrutinies.

: I told you yesterday that the Prime
Minister would only be prepared to intervene
in very general terms. We agreed that she
should have a word with the Secretary of
State for Defence - this did not happen
yesterday, but I will follow it up next week.

In the other cases, we will for the

moment leave aside the possibility of the
Prime Minister intervening.

M. A. PATTISON

7 December 1979

159
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MR. PRIESTLEY

8ir Derek Rayner does not appear to
have heen sent a copy of the attached letter
from the Secretary of State for Defence's
office to the Foreign and Commonwealth Secretary's
office about the proposed FCO scrutiny.

I do not propose to trouble the Prime

Minister with this unless an impasse develops
which requires her intervention.

M.A. PATTISON

6_December 1979




CONFIDENTTAL

Mr PATTISON

MINISTERIAL RESPONSIBILITY FOR SCRUTINIES

This is in response to vi) in your minute of yesterday.

HM Treasury

B Lord Cockfield has had charge of the Chancellor of the
ExcheqUer's "Rayner projects'.

3. In the scrutiny programme, the Chancellor proposes to
take charge of these items: g

6. C&B:  revenue control of spirits production
and warehousing.*

(Gl IR: annual PAYE deduction cards.
8.2 IR: rating valuation appeals etc.

8.3 IR: use of Accounts Registers.

No Minister has yet been designated for:
5. Tsy: monitoring of public expenditure.

s DNS:  computerisation of Premium Bond records.

advice is as follows:

The Prime Minister might say that she is very

grateful for the Chancellor

i s undertakcing six
projects.

And impressed by his assigning four to his own
supervision. —
But it might be better for him to concentrate
on items 5 and 8.1, given their intrinsic
importance, and perhaps distribute the others
by Ministerial assigmnment, like this:-

6. C&E: Mr Peter Rees, Minister of State (Commons)/

8.2 IR: - do - 74

Suitability being queried.




CONFIDENTIAL

8.3 IR: Mr Peter Rees, Minister of State (Commons )£
7e DNS: Mr Nigel Lewson, Financial Secretary

A As T understand it, Lord Cockfield is responsible for
Inland Revemue policy matters and Mr Rees for case work.

Department of Industry

6. Tord Trenchard has had charge of the Secretary of State's
"RayneT project  and is designate for item 9 (administration
of the Regional Development Government scheme).

i Responsibility might perhaps instead be placed with
Mr David Mitchell, who works to Lord Trenchard on that subject.

Ministry of Defence

8. Tord Strathcona has had charge of the "Rayner Eroject"
and is designated for items 10.1 - 10.4, all of which appear
Yo fall outside the responsibilities of the "Service! Parlia-
mentary Secretaries (Mr Speed, lir Hayhoe and Mr Pattie).

o A possible re-distribution might nonetheless be:

1|0l children's education overseas: Mr Hayhoe
10.2, travel schemes and bus fleets: - do -
10.3, Claims Commission: Mr Pattie

10.4, MOD efficiency and organisation: - do -

Scottish Office

10, Tord Mansfield has had charge of the "Bagner project"

and is desigmated Tor items 17 and 18 (ie the Scottish
Development Department and local authority planning; the
Forestry Commission).

11. Tord Mansfield's responsibility within the SO is for
Agriculture and Fisheries. This makes the Forestry Commission
his, but local authority planni belongs to™ NT le%ma WII0
is responsible Tor Home Klia'falrs and the Environment, el might
be Swi%ched to him.

C PRIESTLEY
5 December 1979







From the Private Secretary

MR. PRIESTLEY,
CABINET OFFICE.

This minute is to record the decisions reached at Sir Dervek

Rayner's meeting with the Pr;me Minister today.

The Rayner Projects

g

i) The Prime Minister agreed to await further reports
on those projects which Sir Derek i§s siill pursuing with
Ministers concerned; . -

AL )) The Prime Minister agreed that she would personally
stress to Ministers the need to finalise action plans arising
from the Rayner projects, to agree and implement a timetable,
and to ensure that their Departments carry through effective
follow-up. The Prime MiniSter said that she would do this by
raising the subject at Cabinet on 6 December, and you agreed
to provide the draft of a speaking note for this purpose

in the course of 5 December;

iii) The Prime Minister asked to be kept informed of progress
on those major projects which Sir Derek Rayner had identified
as worthy of her attention; 3

iv) The Prime Minister agreed that results of the projects should
as far as possible, be made public. She agreed that Sir Derek
should speak to the Press on the broad outcome of the projects.

She was prepared to consider further whether a Written Statement
in Parliament would be appropriate. I would be grateful if

you could prepare a draft for the Prime Minister to con&ider

in due course. Y 2

The Scrutiny Programme

i) The Prime Minister agreed with Sir Derek Rayner's comments
on the projects proposed for the next round of the scrutiny
programme. I suggest that the speaking note for Cabinet on

6 December should include a reference to the need for a few

of the projects to be re-considered, and to the Prime MiniSter's
request to Sir Derek to respond directly to the Departments
concerned;

ii) The Prime Minister agreed that the Office of Arts
and Libraries should be considered alongside the Department

/of




of Education and Science within the Scrutiny programme,
occasionally undertaking a scrutiny in place of DES;

iii) The Prime Minister agreed that a suitable Subject
should be identified within the Paymaster General's Office;

iv) The Prime Minister agreed that Sir Derek should further
consider a possible scrutiny within the Overseas Development
Admini&tration, and she suggested that one covering the work
of the Directorate of Overseas Surveys might be appropriate;

“v) The Prime Minister agreed that Sir Derek should continue
to be associated with the full range of scrutinies undertaken,
and that he should refer to her the progress and results of
those listed in paragraph 17 of his minute of 30 November,

as well as of others which he might from time to time chooSe

to draw to her attention;

vi) The Prime Minister asked Sir Derek to draw to her
attention any proposals on which he would like Ministerial
responsibility to be reconsidered. She asked that this Should
be done as early as possible. -

The Prime Minister said that she was very encouraged by the
results of Sir Derek Rayner's work to date. She had it in mind
to invite the project officers, both from the original Raynex
projects and from the next round of Scrutinies, to No.10 on a
suitable occasion, We can have a word about arrangementS fox
this. g

The Prime Minister also asked Sir Derek to provide her with
briefing on management issues in the Ministry of Defence, in
preparation for her visit to that Department which is at present
planned for 4 January. It would be helpful if this could reach
us before Christmas.

I am sending copies of this minute to Sir Ian Bancroft and
Sir Robert Armstrong. .

M. A. PATTISCN

4 December 1979
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NOTE OF A MEETING HELD AT 10 DOWNING STREET ON TUESDAY
4 DECEMBER 1979 AT 1700 HOURS

Present:-

Prime Minister

Sir Robert Armstrong
Sir Ian Bancroft

Sir Derek Rayner

Mr. C.A. Whitmore
Mr. David Wolfson
Mr. C. Priestley

Mr. M.A. Pattison

The Prime Minister said that she was very pleased with
the results of Sir Derek Rayner's first round of projects. Her
concern now was to ensure prompt and thorough follow up. There
were signs of Departments regarding the fact of undertaking a
Rayner study as sufficient action in itself. In particular,
she hoped that the Defence project on Service food procurement
would be followed up. She would also be grateful for a wider
brief from Sir Derek Rayner in preparation for her proposed visit
to the Ministry of Defence in January. Sir Derek Rayner reported
that the Defence project was being followed up but the Ministry
had enlarged their action to consider procurement in other
fields. It would be most helpful to him if the Prime Minister
could encourage Ministers to finalise their action plans on the
results of his first round of studies. There were signs of
resistance. For example, the largest savings were offered by the
DHSS project, where vested interests were trying to hold back
action and raising the issue of threats to jobs. Ministers
needed to be asked to agree proposals for action, and to set firm
timetables. There were some cases in which he was not satisfied
with the action proposed, although he hoped to be able to deal
with this himself for the present. He would of course accept

proposals for some adjustments to the action suggested in his

projects, where practicality dictated this.

/In further discussion




In further discussion, the Prime Minister agreed action
points 1-4 in Sir Derek Rayner's minute of 30 November about the
initial round of projects.

The Prime Minister emphasised that she wanted to see
progress on the study of the function of Regional Offices, follow-
ing her own experience in a visit to the DOE Regional Office
in Manchester. Sir Derek Rayner said that he would take a close
personal interest in the follow up to the major studies, includ-
ing that in Defence. The Inland Revenue was another which he was
following: as a result of the Rayner study they had already
changed the administration of the P46 system.

The Prime Minister said that she regarded the general quality
of the work undertaken as outstanding. Sir Derek Rayner suggested
that there were three or four failures amongst the projects but
the majority were encouraging. After some discussion as to
whether the Prime Minister should make a statement to Parliament
on the results, she concluded that she should not make a decision
until the possible content of such a report was clear. She was
prepared to consider both a Parliamentary statement and a further
Press Conference to be held by Sir Derek Rayner. She would like
to mark the results of the first round of work by inviting all
project officers, perhaps with some Ministers, to a party at
10 Downing Street. She would herself reinforce the need for
follow up by mentioning at Cabinet the need to finalise action
plans arising from the Rayner projects, to agree and implement a
timetable and to ensure that Ministers' Departments carried through
effective follow-up. Her intention would be to raise this at
Cabinet on Thursday 6 December. Sir Ian Bancroft commented that

the Civil Service Department would have a role in ensuring that

the lessons of this work were taken on board in all Departments
to which any individual study was relevant.

/Turning to the
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Turning to the first round of the new scrutiny programme,
the Prime Minister said that she was bothered by some unimagin-
ative choices. The Home Office was a case in point. Sir Robert
Armstrong suggested that the service and maintenance of Police
telecommunications could prove to be an informative alternative.
Sir Derek Rayner said that the Inland Revenue had proposed a
small study this time, but he was prepared to accept this as gt
could be a consequence of the successful results of the previous
Inland Revenue project. The National Savings proposal, on the
other hand, was not worthwhile. If the Department could not
produce a worthy project, he proposed to leave it out. The
Prime Minister also agreed with Sir Derek's doubts on projects
proposed by the Lord Chancellor's Department, Customs and Excise,
the Manpower Services Commission and the Ministry of Agriculture.
She also agreed with his proposals on the place in the programme
of the Office of the Arts and Libraries and the Paymaster General's
Office; She agreed that the Overseas Development Administration
should undertake a scrutiny in addition to its management review
and suggested that the Directorate of Overseas Surveys might be a
suitable candidate.

The Prime Minister agreed with Sir Derek Rayner's proposals
on the scrutinies with which he should be particularly associated,
in addition to his general links with the scrutiny programme.

In respect of the proposed Treasury study on the monitoring of
Government expenditure, the Prime Minister confirmed her interest
in the role of central control, not simply the mechanics. She
would like this to cover the question whether forward forecasts
for years 3, 4 and 5 were worth having. Sir Robert Armstrong
commented that the Treasury were themselves working on PES

and the Rayner work would need to be fitted into this. The
Prime Minister agreed that Sir Derek Rayner should link the scrutinies
with the ongoing Treasury work, to achieve a substantive but
manageable review of central Government expenditure control

Sir Ian Bancroft suggested that Mr. Douglas Janes might be a
useful candidate to take on this particular programme which would
be a much more demanding exercise than most others. He had done

el '—‘—‘Er!"' A L /some valuable
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some valuable work of a similar kind in the Home Office recently
and was now engaged on a CSD assignment. The Prime Minister
agreed that he should be considered.

Sir Derek Rayner stressed to the Prime Minister the import-
ance of the choice of Junior Ministers in a Department to super-
vise the scrutinies. The Prime Minister asked to be informed of
any cases where Sir Derek felt that a better choice might be

made.

%

8 January 1980




PRIME MINISTER

You agreed to mention at

Cabinet your concern about quick
—_—

and effective follow-up to the

Rayner projects. I attach a speak-

ing note. This is a condensed

version of the longer note from

Mr. Priestley below.
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SPEAKING NOTE

Sir Derek Rayner came to Cabinet on 4 October to tell us

—_——
of progress with the projects. He has now reported further to me
—_————

on these projects and on the proposals which Ministers have put to

him for the first round of the scrutiny programme.

I am delighted with the progress you have been able to make
with Sir Derek's assistance. I am particularly grateful for the
effort that Ministers personally have been able to put into a

number of these projects.

But what has been done so far in most cases - the analysis -
is the easiest part. We must now make sure that the recommended
results do not evaporate, I realise that the projects producing the
biggest recommendations are also the most controversial. Where
necessary the policy implications must be properly sorted out

between Ministers. This must be done quickly.

would like each Minister, with Sir Derek's help as appropriate,

put his weight behind implementing the recommendations

work out a clear plan of action, with a timetable
————

make sure that he or his Permanent Secretary takes personal

—
charge of meeting the plan of action within the timetable.

/There are




There are some general lessons to be drawn from particular

projects. I shall be asking the Civil Service Department, again

with Sir Derek's assistance, to bring these lessons to the attention
of other Departments where they can be applied; I hope that you
will ensure that these lessons are taken as seriously as those

which arise from the projects within your own Departments.

I intend to ensure that we publicise what is coming out of

this work.

I have also discussed with Sir Derek the scrutiny proposals
for next year. I have asked him to have some of the proposals
reconsidered, to keep in touch with progress on all of them, and

to keep me informed.




cc for information

Mr Laughrin
Mr PATTISON Mr Vile

Mr Mountfield

Mr Allen

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT

1, Thank you for your minute of last evening. I submit here-
with a draft speaking note as requested.

2. The references in it to a statement and press conference,
and their timing, are tentative. You will have to deal with
these as appropriate.

3. I will supply a draft statement in due course.
4. T will also let you have a brief on MOD. It would help if

we could have a word soon about the meaning of "before Christmas"
and about the sorts of point the briefing should cover.

5. I am minuting to you separately on responsibility for
scrutinies in Departments.

C PRIESTLEY

5 December 1979

Enc: Draft speaking note




EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT

1. Colleagues will recall

- the presentations by Sir Derek Rayner
and Messrs Warner and Ponting on
4 QOctober; and
our decision to have a continuing
series of self-examinations.

have now discussed with Sir Derek

progress with the 29 "Rayner projects"
launched by Ministers at my request
in June; and

the 33 proposals made by Ministers for
the first round of the "scrutiny
programme".

Progress with the "Rayner projects"

Potential annual 3. I am much encouraged by the progress made.
value: £80.3m. I am grateful to Ministers for the effort some
Cabinet Ministers of them have put into the projects personally.

who have taken

psTon AU 4, But what has been done in most cases so far -
of projects:
Mr Prior
Mr Walker
Mr Edwards

the analysis - is the easiest part. We must now
make sure that the results recommended do not
evaporate.

- Changing method of 5, I recognise that the projects making the
paying benefits biggest recommendations are also the most
(DHSS, £3%9m pa) controversial.

- Rationalising Skillcentre
network (MSC, £8m pa)

Changing pattern of
services to exporters
(Trade, £10m)




Examples of
percentage staff
savings:

- Inland Revenue,
P46, 11.5%
MAFF, capital
grants, 39.0%

6. Even so, we must get the results. By all
means, where necessary, let the policy implications
be properly thrashed out between Ministers, but
quickly, please.

e T would like each Minister, with Sir Derek's
help as appropriate, to

- put his weight behind implementing the
recommendations

work out a clear plan of action, with a
timetable

make sure that his Permanent Secretary takes
personal charge under his [the Minister's]
direction of getting the action.

(e Sir Derek Rayner has drawn out some general
lessons. For example, in particular bits of
administration there are big percentage savings to
be had by simplifying or modernising procedures.

I shall be asking the Civil Service Department in
consultation with Sir Derek

- to broadcast these as appropriate; and

- to look into the possibility of making
comparable savings and improvements elsewhere
in the Service.

The "scrutiny programme'

o Some proposals are very good; sSome are
quite good; and some are unimaginative.




[Mr Whitelaw: staff
training

Tord Hailsham: Public
Record Office

Sir Geoffrey Howe:
Dept, for National

Savings and Customs
and Excise

Mr Prior: Manpower
Services Commission
Mr Walker:
Horticultural Produce]

10. We must ensure for the future that the
subjects chosen are indeed significant in terms of
policy and resources and are characteristic of the
Department.

11. I have asked Sir Derek Rayner to

- liaise with colleagues toget the "good" and
"quite good" projects on the road;

establish whether there can be better subjects
in the "unimaginative" cases - and there
should be;

prepare as quickly as possible a complete
list for circulation;

associate himself with all projects in
general and with some in particular.

12 It is essential that Ministerial supervision
and the staff selected should be of high quality.

Telling the public

13. I think it very important that we should say
what we want to achieve under the "Rayner projects'
and what we are proposing to do in the scrutiny
programme.

14, [I shall therefore want to arrange for a
statement to the House] and for a press conference
by Sir Derek Rayner [early in the New Year].




15. I should like to encourage Ministers to
make as much of the "Rayner reports'" available

to their staff and the outside world as possible.

Sir DR suggested: Indeed, I should like to see some project reports
DHSS, benefit published as exemplifying the approach we have

payments adopted. I kmow there may be objections to this;
IR‘, Form P45 but my view is that we should give people the

sort of detail which is interesting and intelligible
and shows that we are getting on with the job we
promised to do.

HO, Radio
Regulatory
Department
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The Foreign and Commonwealth Secretary sent my
Secretary of State a copy of his minute to the Prime
Minister of 23rd November in which he proposed as the
FCO Rayner project a review of the ways in which vehicles
are provided for overseas posts.

While Mr Pym accepts the general premise that there
may be some scope for providing greater flexibility to
Departments operating overseas, he has asked me to observe
that he has doubts whether the particular project envisaged
would produce worthwhile savings, at least in regard to the
practice of the MOD procuring vehicles for the FCO, and
other Government Departments. His initial reaction is that
a move away from central purchasing might involve a net
increase in public expenditure, since MOD, because of its
large volume of purchases, is able to obtain preferential
discount rates over other customers; any reduction in the
level of our purchases would inevitably lead to some
reduction in the agreed rates of discount. It is doubtful
whether the FCO would obtain anything much better than
normal trade discounts.

Apart from this possible effect on central purchasing,
MOD has an interest in the study because of the likeness
between the arrangements for the FCO cars and those provided
for our Defence Attaches. If, therefore, the Prime Minister
decides that the study should proceed my Secretary of State
would be grateful if his officials could be closely associated
with it.

I am sending a copy of this letter to George Walden (FCO).

oy
qg"“"“" (B M NORBURY)

C A Whitmore Esq
10 Downing Street







10 DOWNING STREET
PRIME MINISTER

You saw these papers, for
the meeting with
Sir Derek Rayner, over the
weekend.

Sir Robert Armstrong would

like to join the meeting
tomorrow, if you agree.

/%

3 December 1979




PRIME MINISTER

Here is Sir Derek Rayner's report to you on the proposals
for ''scrutiny' next year, and the results of the projects he has
scrutinised this year.

The papers are well presented. They are worth reading
heib el e ey
through, although the points for action are flagged at A and B,
as well as noted in the margin at the relevant point.

There is a meeting scheduled for Tuesday afternoon to enable
you to gg_ﬁh{gggb these points with Sir Derek. Sir Ian Bancroft

will also be present and he may want to discuss with you how far
we should go in Parliamentary statements and publication of the

results of Sir Derek's work. On the whole, I think that this
gk e e s
is an area where carefully handled publicity is to be encouraged

and where there is very little that need be held back. I doubt

whether it is essential to make a point of informing Parliament

before going public.

I would endorse gl} Sir Derek's specific recommendations
for action, subject to my qualification about informing Parliament.
When you look through the list of proposals, you might want to
add or delete from the 1is§‘in which Sir Derek suggests you might

take a specific interest.

Now that the Rayner programme is well in hand, you will need
to consider the future of Sir Derek's own unit. The Cabinet
discussion showed that colleagues welcomed the arrangement for

internal reviews assisted by Sir Derek's small unit working
from the centre. But he himself will not want to stay in this
role forever. Would you want to replace him with someone of a

similar background; or would you, for instance, consider
continuing hAis unit but having it report to the new head of CPRS
now that the system has been created? Ideally, your own
Department - CSD - ought to have the capacity to tackle these
management questions. But it has never attained the status

/or respect




or respect in Whitehall to enable it to follow through this kind

of exercise. The comments in Cabinet showed that a number of
colleagues were extremely apprehensive that this work might slip
back into the grasp of a large central department.

With this in mind, it might be worth raising with Sir Derek
his view on how long there will be a need for his unit, and
whether he is ready to continue to supervise this work for some

months ahead.

30 November 1979




COVERING MANAGEMENT - IN CONFIDENCE

PRIME MINISTER

THE SCRUTINY PROGRAMME; THE "RAYNER PROJECTS"

1 You asked for reports on these by today.

2 I attach a minute on each, together with summaries
of the scrutiny proposals made by Ministers and of the
recommendations made by the "Rayner project" officials.

3. You have a lot of other things to read, so I have
tried to help you through the attached by

a. Noting in the text the points of "Action' I
am suggesting; and

b. summarising these at the end of each minute
AEHC OT Jea0T LT
(see flags A and b).

4, I am copying this, and the two minutes, to Sir Ian
Bancroft and Sir Robert Armstrong.

14

ﬁ//7’, -~
iy
erek Rayner

30 November 1979




MANAGEMENT - IN CONFIDENCE

PRIME MINISTER

THE SCRUTINY PROGRAMME: ROUND ONE

1. Ministers have responded to the Cabinet decision
of 4 October with 33 proposals. A summary is attached.

PURPOSE OF THE PROGRAMME

2l I recommended that the programme should include
tests of specific functions, tests of ways of doing things
and tests of the cost of running the Government; that
early scrutinies should be mounted in Departments bearing
directly on the public (revenue collection, delivery of
benefits and employment services); and that areas of
overlap or duplication with other agencies, especially
local government and the nationalised industries, should
be studied. This was agreed by Cabinet, as was the
recommendation that the basic question "Why?'(ie the
policy) should be asked, as well as the question "How?"
(ie its administration).

CONTENT OF THE PROPOSALS

3. The proposals do indeed cover a good cross-
section of Government and its external relationships.
Generally, the emphasis ison administration rather than
on projects likely to mean a radical review of policies.
This will need watching for the future. There are some
excellent projects, notably those on the Treasury Expend-
iture Divisions (Annex, item 5), the joint DE/DHSS review
of services to the unemployed (item 11) and the DOE and
Scottish and Welsh Office projects (items 15, 17 and 19).
(I particularly welcome the Chancellor's proposal as it
is germane to my conventions project, on which I am about
to send you a minute. I am also glad to hear that the




CSD will be making arrangements to keep in close touch
with the Chancellor's review so that any implications
for its Supply Control responsibilities can immediately
be registered.) Othersare rather disappointing given
the areas for which their Ministers are responsible,
notably those from the Home Office (item 2), Foreign
Office (item 4) and MSC (item 12).

4, On the whole, the "mixture" of proposals is
Action 1 acceptable for round one and so I advise you to agree
to most projects. May I specifically draw to your
attention as Minister for the Civil Service, the Lord
President's proposal to examine the Technical Services
Division of the Central Computer Agency, which I include
——— among the "acceptables" (item 1)?

Action 2 e There are some however which, if you agree, I
(Paras. should like to query or qualify with the Ministers
6 — 11 concerned. The reason for this is thatin fhe "Rayner
following) projects" now nearing completion we had to keep negot-
iations to a minimum in order to launch them quickly.
In the new programme, I believe that the subjects chosen
should be at least broadly worthy of it. The ones I
would challenge or qualify are as follows:

a. Home Office (item 2)

6. The review of arrangements for staff training
might be useful in terms of some of the general lessons
to be learnt. However, I believe that for this round
Ministers should select projects on either a significant
or a characteristic part of their Department. I do not
think that training falls into either of these categories,
especially as the Prison Service is specifically excluded
from the terms of reference. Subject to your views, I
propose to press the Home Secretary for a subject in one




\4 his larger areas of responsibility, perhaps the
Immigration and Nationality Department. (I accept that
the Prison Service has just been the subject of the May
Inquiry and I should not be inclined to press for
something there.)

b. Iord Chancellor's Department (item 3)

e Charging users of the Public Record Office for
admission does not take us into the heart of the Lord
Chancellor's responsibilities. It is, I think, essent-
ially a political decision - rather like charging for
admission to museums. An area which probably offers
scope for more significant savings is the courts admin-
istration, on which some 8,000 staff are engaged. en
if you were disposed to accept the PRO for round one,
— you might like to put down a marker that the courts

administration should be included in round two.

c. Customs and Excise (item 6)

8. Although the proposed review of revenue control
of the production and warehousing of spirits is useful,
it involves a relatively small and not very character-
istic area of the Department's work (only about 400
staff out of a total of 27,750). The Chancellor of the
Exchequer might be invited to consider an additional
scrutiny, eg looking at a large block of administrative

'/work in the collection of VAT, on which 12,000 are
employed, if not in this round, then certainly on the
next.

d. Department for National Savings (item 7)

el I am not sure that the rate at which Premium
Bond records are converted from a manual to a computer-

Ased form is a suitable subject for the programme and
T should like to discuss this with the Chancellor.




e. Manpower Services Commission (item 12)

10. Energy use is not "characteristic!" of MSC
activities, although it may be "significant" in terms
of the resources consumed. Moreover, the PSA carried
out a study of its Service-wide work on energy saving
in the "Rayner project". The MSC is quite good at
self-scrutiny and has several examinations in hand now,
including a look at what it does for the unemployed.

I propose to press the Secretary of State and the
Chairman MSC for another subject. In the light of my

hrief for your visit to DE last Monday, my personal

/

eference would be a project on the MSC's regional,
area, district and local organisation, which is undoubt-
edly overblown but which top management seems to find
too embarrassing to get to grips with.

f. Ministry of Asriculture, Fisheries and Food (item 14)

11. The Minister proposes the enforcement of grading
standards for fresh horticultural produce. I sympathise
with his reasons. This regulation is foolish and ought
to be stopped; established producers get round it by
downgrading their produce; but it isan EEC obligation
and must go on. However, the scope of the project is
limited. For comparability, I think that it could and
should be extended to the certification of meat and
meat processing. o
o e

EXEUPTIONS

12, I recommended in my minute of 30 August that
each Department should have at least one scrutiny a
year, with no Department automatically excluded, and
that the executive and larger Departments should have
more. Ministers in charge of the larger Departments
have on the whole met this very handsomely.




Action 3

Action 4

13. Only the Chancellor of the Duchy of Lancaster
has specifically asked to be left out. The Paymaster
General has asked that his Department should be allowed
to get on with its normal cycle of self-examination,
merely extending reporting arrangements to include me.
And the Foreign Secretary has asked that, if it is
thought necessary for the Overseas Development Admin-
istration to undertake a scrutiny in addition to the
current management review, the choice of subject should
wait upon the outcome of the preliminary survey. My
advice is as follows:

a. The Office of Arts and Libraries is indeed
very small. It would depend on the Department
of Education and Science for project staff.

I suggest that you should agree with Mr Stevas's
suggestion that an OAL project should be under—
taken every so often instead of a DES one,
provided that we do not accept that the DES
itself is a small Department: it consumes about
£23m in staff and administrative costs which
the average taxpayer would certainly think a
lot of money.

b. I do not think it a satisfactory arrange-
ment that the Paymaster General's Office should
simply show me the result of one of its normal
management exercises. The scrutiny programme
should be regarded as different from such
exercises, which the PGO is not alone in under-
taking, of course. (I think that there may well
be a substantial question about the future
viability of the PGO in Crawley, where it cannot
keep the skilled sTaff it needs. No view need
be taken on that yet.) I think that the PGO's
relationship with DES on Teachers' Pensions would




follow on naturally from the "Rayner project
in DES and I sugegest that that should be the
subject of a scrutiny.

Cls The Overseas Development Administration is
Action 5 a large area of work., I think that the Foreien
Secretary should be asked to carry out a scrutiny
in addition to the management review (as the
,wc ‘Minister of Agriculture proposes to do in his own
case). However, I suggest that you agree to
";’% await the outcome of the management review pre-
: A }j)/\ survey now_in progress before fixing on a subject.
Ve e )\JM’- p

VLV BVAS G
3 STARTING DATES
3 5o s

\

14, Most Ministers plan to start by January. The
e st will start by March, except in the case of the
Minister of Agriculture (April, item 14) and the Civil
Service Department (May, item 1). No reason has been
given by Mr Walker for the delay in starting. The CSD
wishes to await the completion of the present re-organ—
isation of the Central Computer Agency. In cases where
more than one review is proposed, later starting dates

are intended for some.

15. I do not think it matters if some projects start
later than others. The main thing is that there is a
commitment to a review or reviews within the terms of
the programme .

MY ASSOCIATION WITH THE PROGRAMME

Action 6 16% If you agree, I should like to associate myself
with all of the projects generally, eg through agreeing
the terms of reference and the study plans and keeping
in touch with the project officers as before. I have
already circulated to Ministers in charge of Departments
a detailed note of guidance on the conduct of projects.




This builds on the guidance given to project officials

in the "Rayner project'.
last word.

It is not intended to be the
I find that T learn as I go along and the

first round is meant to be a "pilot".

17,

There are 14 projects in which I should like to

advise you to take an interest by associating me closely

Action 7 \

with them and by having the results reported to you.

They aremarkel in the Annex, under the heading "PM"
and are these:

Department

Subject

Reason

HM Treasury

Inland
Revenue

Industry

Defencex

Emgloyment
+ Social
Services

MSC

Moni toring of central
govt. expenditure.

Issue of annual
coding cards.

Regional Development
Gr%t Scheme. P

Promoting internal
efficiency and effect
iveness.

Delivery of benefits
to the unemployed.

See para. 10 above.

Importance of the Chancellor's
ole as controller of Supply.
Relevant to "conventions
project.

Importance of the Revenue as
arge, staff-intensive

department, and intrinsic

interest of the subject.

Your interest in regional
organisation., Intrinsic
importance of the subject.

Importance of strong control
of staff and staff-related
resources under Ministers.
Relevant to "conventions"
project.

Intrinsic importance of the
subject; size of the staff
commi tted.

Your interest in the control
of Quangos and in regional
organisation _
i S

The MOD subjects are comparatively small beer, so I shall latch onto

some of the' larger reviews mentioned b;
of 23 November, as well as continuing

of food procurement.

¥ Mr P{m in his minute to
o follow

1 you
up Mr Ponting's study




Annex

Department

item no

Subject

Reason

18,
Project 1

1.5,
ﬂ.vectﬁl

215
Project 1

2L
P‘NectE

23

25

Environment
Environment
+ Transport

Scottish
Office

Northern
Ireland

Social
Services

Social
Services

Energy

Transport

Financial control over

the Water Industry.

DOE/DTpt regional
organisation.

Scottish Development
Dept. activities in
respect of local
authority plamning.

Financial control.

DHSS support for
health care exports
e,

Checking and
ing National
ance records.

uery-
nsur-

Economic and statis-
tical services.

Enforcement of VED.

Your interest in Quangos;
importance of financial
control; relevant to
"conventions" project.

Your interest in regional
orgenisation; size of staff
commi tment.

Importance of central/local
government relationships.

This is one of the Depart-
mental ends of financial

control and is a good com-
parison with item 5, above.

Government's relationship
with industry in an area
with which I have some
familiarity.

Size of (DHSS and Inland

‘| Revenue) staff committed;

importance of the Social |
Security system.

See para. 21 below.

General importance of
revenue and of enforcement
procedures; size of staff
committed.

18.

I would sum up the reasons for this selection

by saying that, for my part, my participation in detail
should be limited to those subjects which are either
intrinsically very important or raise issues of general

principle.

But I accept that those suggested may be too

many for you and that you would like to star only a few
of them for reporting to you.




Action 8

MINISTERIAL SUPERVISION

19, You will see from the Annex that it is not yet
known which Ministers will direct some projects. But
several senior Ministers will take charge of some reviews.
They are the

Chancellor of the Exchequer (items 6 and 8, but
not 5).

Secretary of State for Employment (jointly with
the Minister for Social Security) (item 11).
Minister of Agriculture (item 14).

Secretary of State for the Enviromment (jointly
with the Minister of Tranmsport) (item 15,
Project 2).

Secretary of State for Wales (item 19).
Secretary of State for Trade (item 22).
Secretary of State for Energy (item 23).

Minister of Transport (item 25).

20, Junior Ministerswill be in charge in other cases
(except the MSC and HSC, whose chairmen will superintend).

I am a little worried about some of these. T will, if T
may, raise this with you orally; determination in super-
vision and follow-through to implementation is all import-
ant.

REVIEW OF STATISTICAT SERVICES

20 The "Rayner project" included a very useful
review of statistical services in the Departments of
Trade and Industry. The Secretary of State for Energy
now proposes a review of his economic and statistical
services. I have been consulted by Sir Ian Bancroft

and Mr Boreham about the possibility of including statis—
tical services in a few other large departments, as part




of the round one exercises. These would contribute to

a egeneral examination of statistical work in Government,
including that of the Central Statistical Office. I am
sympathetic with this idea. T understand that Mr Channon
will be submitting proposals to you shortly and that they
should not involve Ministers in much extra work. The
basic idea is to look at services in the round and in
Departments, if you agree, under my direction.

INTERDEPARTMENTAL PROJECTS

225 You will see that one of the most important
proposals has been submitted jointly by the Secretaries
of State for Employment and Social Services (Annex,

item 11). The proposal review of statistical services
(para. 21 above) would also deal with work which was not
the property of one Minister. This is a natural and
welcome development because there are several areas
where thorough examinations can only be undertaken inter-
departmentally. I should like to consider how such
projects might be promoted in future.

CENTRAL DEPARTMENTS

23. I have found it necessary to consult officials

of the central departments (CSD, HM Treasury and CPRS)

on the "Rayner project" reports. This is because your

interest as Minister for the Civil Service and head of

Government and those of the Chancellor of the Exchequer
are often affected. Ivalue the generally good quality of

the advice I have received.

24, I propose to consult the central departments
again during the new round and to let this be known.

I have already made the obvious point that it would be
wise for project officers to consult other Departments,
including the central Departments, during their work

and I shall take appropriate opportunities to re-emphasise
this.

10




Action 1
(para. 4)

Action 2

(paras.
6 = 11)

Action 3
(para. 13a)

Action 4
(para. 13Db)

Action 5
(para. 13c.)

Action 6
(para. 16)

Action 7
(para. 17)

Action 8
(para. 20)

SUMMARY OF RECOMMENDATIONS AND NEXT STEPS

23.

I invite you

to agree to most projects.

to agree that I should on your behalf query
some (Home Office, Lord Chancellor's Department,
Customs and Excise, Department for National
Savings, Manpower Services Commission and
Ministry of Agriculture, Fisheries and Food);

to agree that an Office of Arts and Libraries
project should be undertaken occasionally
instead of a DES one;

to agree that there should be a project in the /
Paymaster General's Office;

to agree that the Foreign Secretary should be
invited to select a project for the Overseas
Development Administration in the light of the
management review preliminary survey;

to agree that I should associate myself with
all the projects generally;

to agree to interest yourself in certain
projects by associating me with them and by
having the results reported to you;

to allow me to raise with you the question of
Ministerial supervision.




26. I suggest that the next steps should be as
follows:

a. Those Ministers with whose proposals
you are content should be so informed to
enable planning to go ahead, including
telling the Departmental Staff Sides and
any other interests which ought to be
consulted. Clearance can be conveyed by
my unit if you wish.

b. I should now query their proposals
with other Ministers in an attempt to arrive
at better suggestions quickly.

c. The complete round one programme should
then be circulated for the information of all
Ministers.

d. Parliament (and the National Staff Side)
should then be informed of the round one prog-
ramme and,reading across from my other minute
on the Rayner projects, para. 24, given Some
report on the content and outcome of the
Rayner projects.

e I am copying this to Sir Ian Bancroft and
Sir Robert Armstrong.
7
e

Y g

erek Rayner
30 November 1979

Enc: Summary of Ministers' proposals

12




Ministexr
)

Project

Minister
in charge
of Project

Reasons Tor
Selecting Subject

Cost of
Activity
linder
Serutiny

Starting and
Finishing
Dates

Nanes of
Project
Officers

1. Minister
for the Civil
Service

The effectiveness of the
Technical Services Division
of the Central Computer
Agency.

Mr Paul
Channon MP

Technical Services
Division is central
to the effective-
ness of the CCA and|
it is particularly
timely to examine
it now in the light)
of impending
technological and
other developments.

£1.75 M pa
and
substan—
tial
non-staff
costs.

May - August 1980

Not yet
known .

Home
Secretary

Arrangements for staff training
(excluding prison staff and
local services).

Not stated

Need to ascertain
whether training

arrangements are

those best suited
to needs.

Not known
but said
to be
signifi-
cant.

"Some months into
New Year"

(within 90
working days)

Not yetl known.

The Lord
Chancellor

Methods and scope for providing
repayment services Lo users of
public records

Not stated

Expensive service
only used by small
section of public.

£1 M pa

January - March
1980

Not yet known.

Foreign
Secretary

Arrangements for providing and
maintaining transport for 161
Diplomatic Service posts
overseas, involving

800 vehicles.

The Hon
Douglas
Hurd MP

Increasing concern
over restraints
imposed by Civil
Service Department
and the reduction
in efficiency which
they cause.

1978/79
£3.98 M pa

2 January —
31 March 1980

Not yet known.




P.M. Minister

Project

Ministex
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under
Scrutiny

Starting and
Finishing
Dates

Names of
Project
Officers

Chancellor
of the Exchequer

V05

?

H M Treasury

6. H M Customs
and Excise

. Department
Lor National
Savings

The monitoring by Treasury
specific expenditure divisions
of central Government
expenditure (particularly ‘the
use of the Financial
Information System (FIS))

Not stated.

Need to ensure most
effective possible
use of FIS if
public expenditure
is to be adequately
controlled.

Staff cost
not lknown
(thnugh
staff cost
of expendi
ture divi-
sions is
£2 M pa
Computer
cost is
£75,000
(265 staff

1 February -
30 June 1980

Not yet known.

Present methods of revenue
control of the production and
warehousing of spirits.

Sir Geoffrey
Howe MP

Possible scope for
staff savings
through relying mor
on traders' own
controls.

£3.65 M pa
(400 staff)

1 January -
31 March 1980

Mr It P R Tilley
(Principal )

To ascertain the optimum rate
at which the computerization

of Premium Savings Bond records
could proceed.

Not stated.

To ensure that
manpower and
financial savings
associated with
conversion are
maximised.

[£7.5 M pa
(completior
jof present
lcomputeri—
zation
scheme).

11 February —
19 June 1980.

Mr C L Dann
(Principal)




Minister

Project

Minister
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under

Serutiny

Starting and
Tinishing
Dates

Names of
Project
0fficers

Chancellor of
the Exchequer
(Cont)

8. Inland
Revenue

Project 1

The practice of issuing annual
IPAYIl deduction cards to
employees whose tax codes are
lunchanged from previous year.

Sir Geoffrey
Howe MP

Potential staff
savings through
transfer of
functions to
employers.

ot direct-
Ly calcul-
lable (but
050 staff
linvolved)

1 July —
30 September 1980

Mre M J Hodeson
(Principal)
Mr R Willis
(Principal)

IProject 2

The administrative machinery for
making proposals, objections and
fappeals in connection with
frating valuations.

Sir Geoffrey
Howe MP

Given present
cumbersome proce—

dure, economies

seem very possible.

[£3.5 M pa
approx)

TImmediately
mid-February 1980

Mr D Huckle
(senior valuer)

Project 3

[The use of Accounts Registers
kept in tax districts.

Sir Geoffrey
Howe MP

Need for Accounts
Registers appears
to be diminishing.

(£0.75 M pa
(150 staff)

1 January —
31 March 1980

Mr J Yard
(Principal)

Secretary of
tate for
ndus try

The administration of the
Regional Development Grant
Scheme.

Lord
Trenchard

Particular aspects
of the procedures
have been examined,
but an overall look
is needed. Signifi4
cant in terms of
staff (over 500) an
money disbursed
(£400 M)

£4.9 M pa
(554 staff

Barly 1980
(c 3 months)

Not yel known.




Minister

Project

Minister
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under

Serutiny

Starting and
Finishing
Dates

Numes of
Project
Officers

Secretary
of State
for Defence

Project 1

Arvangements for provision of
secondary education for
children of Service and
Ministry of Defence

personnel overseas.

Project 2

Provision of assisted travel
schemes and MOD establishment
bus fleets.

Project 3

The requirement for, the role
and organisation of the
Claims Commission

Project 4

The organisations within MOD
responsible for its internal
efficiency and organisation.

Lord
Strathcona

Lord
Strathcona

Lord
Strathcona

Lord
Strathcona

Need to compare
relative merits of
providing secondary]|
schools overseas
and sending
children to

United Kingdom
schools.

A recent limited
review suggested
disproportionately
high administrative
costs.

It may be possible
for the Commission's|
work to be carried
out in some other
way. Possible
internal procedural
and policy
improvements will
also be examined.

The existence of
several separate
divisions respons—
ible for internal
organisation
suggests a pos—
sibility of
duplication.

£8.5 M pa
(920 staff)

£3 M pa
plus uni-
dentified
admini-
strative
overheads
and capi tal
costs.

£2.5 M pa
(180 staff

£9 M pa
(600 staff

1 January -
April 1980

1 April -
July 1980

1 September —
31 December 1980

1 June -
September 1980

Mrs Mary Williams|
(Principal )

Mr N H R Evans
(Principal)

Mr J M Stuart
(Principal)

Mr David Fisher
(Principal)




Minister

Project

Minister
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under
Serutiny

Starting and
Finishing
Dates

Names of
Project
Nificers

Secretary of
State for
Bmployment

Department
ol Employmernt;
(Joint
Project with
DHSS)

To examine the procedures for
delivering unemployment and
supplementary benefit to
unemployed people, with a view
to simplification.

IE

Mr James Prio
MP

DHSS

Mr Reginald
Prentice MP

(The two benefit
systems ave complex
land interactive.
[lecent organisa—
tional changes,
computerisation and
the gradually
increasing expendi—
ture on supple—
mentary as opposed
to unemployment
benefit make it
timely to review
‘the system.

£200 M pa
(35,500
staff)

February —
August 1980

1 Assistant
Secretary (DE)

1 Principal
(DHSS)

Manpower
Services
Commission

Health and
Safety
Executive

Ways of achieving savings
through more efficient use of
fuel.

Mr R 0'Brien
(Chairman MSC

General need for
MSC to review areas|
where savings may
be made.

£3.5 M pal
(plus
other
costs not
yet

iden-
tified)

1 January -
31 March 1980

Not yet known
(team of 3 or 4)

The problems of assessing costs
and benefits of health and
safety requirements and the
techniques available,

Mr W Simpson
(Chairman HSC

Tendency for bene-
fits of marginal
safety improvemnets
to be obscure
relative to cost.

Not
specific—
ally
stated.
(100statd)

1 December —
28 February 1980

Mr P Morgan




Minister

Project

Minister
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under
Serutiny

Starting and
Finishing
Dates

Names of
Project
Officers

Minister of
Agricul ture
Fisheries
and Food

The extent and documentation of
inspections of fresh horti-
cultural produce to ensure the
maintenance of grading standards

Mr Peter
Walker MP

It is a useful
starting point for
examining the
thoroughness with
which EEC obliga—
tions (which impose
a significant and
growving activity on|
MATF) are carried
out.

£1.3 M pa
(129 staff

14 April -
15 August 1980

Not yet known.

Secretary of
State for the
Environment

DOE

Project 1

Methods used by Department to
control the expenditure of the
water industry and to encourage
efficiency.

Not stated

The Project will
examine the degree
of detail in which
the Department
should examine the
industry's affairs

£0.46 M pa
(27 staff)

As soon as possible
(complete within
3 munths)

Not yet known.

Project 2

Regional Organisation serving
Central DOE and Department of
Transport

Mr Michael
Heseltine MP
and

Mr Norman
Fowler MP

‘policies

Tunctions likely to
change as a result
of Government

£25 M pa
(1600 staff]

1 April 1980
(within 90
working days)

Not yet known.

The requirement for a works
transport fleet

Not stated

Reductions in size
of directly employed
labour force and
other changes in
PSA make it timely.

£4.8 M pa
(2, 580
vehicles

1 December 1979 —
March 1980

Mr R J Verge
(Principul§




Minister

Project

Minister
in charge
of Project

Cost of
Activity
Under
Serutiny

Reasons for
Selceting Subject

Starting and
Iinishing
Detes

Officers

Secretary of
State for
Scotland

Scottish
Office

17.

The advisory and monitoring
activities of the Scottish
Development Department with
respect to local planning
authorities.

Lord Mansfield

Need to determine [Not separ—
the right balance oflably
activity between identifiable
Central and Local [but some
Government in pert of
Scotland, 1.4 M pa

December - 1979
31 March 1980

Mr J S B Martin
(Principal )

18, Forestry

Commi ssion

(The administration of
i. the private woodlands grant
scheme and

ii.the licensing of felling.

Lord Mansfield

(Adminis—
trative
costs only)

Both schemes carry
very high admini-

strative costs in

relation to value

obtained.

Woodlands
firant
Bcheme :
[£0.99 M pa

Felling
licensing:
k0.26 M pa

7 January -
31 March 1980

Not yet known

Secretary of
State for
Wales

The procedures for processing
of major hospital building
projects.

Mr Nicholas
Edwards MP

Possible significant|
savings in staff and
expenditure and a
measure of Welsh

0ffice disengagement,

£0.25 M pa

December 1979 -
Not specified

Mrs Margaret
Evans (Principal)

Secretary of
State for
Northern
Treland

The operation of financial
control within the Northern
Ireland Departments and the
Northern Ireland Office.

Mr Hugh Rossi
MP

The systems to be
examined are respon—
sible for the
ladministration of
lover £2,000 M of
jpublic funds.

December - 1979
Easter 1980

Mr W G McKeown
(Principal )

LMr P N Bell
(Principnl)
(plus financial
expert




Minister

Project

Minister
in charge
of Project

Reasons for
Selecting Subject

Cost of
Activity
Under

Serutiny

Starting and
Finishing
Dates

Names of
Project
Nificers

Secretary of

State for
Social
Services

Project 1

DHSS activities in support of
health care exports.

Sir George
Young MP

Need to see whether
these activities
are adequate,
bearing in mind
other export
promotion activitied

£0.6 M pa

December 1979
(60 working days)

Assistant
Secretary to be
named

Project 2

The practice of checking and
querying National Insurance
contribution records.

Mrs Lynda
Chalker MP

Need for an inde-
pendent assessment
of tolerances used
in keeping level of
queries down to
manageable levels.

£10 M pa
(2000

Revenue
staff)

DHSS staff
100 Inland

Spring 1980
(90 working days)

ot yet known

Project 3

Joint project with DE
(see above ),

22, Secretary of
State for

Trade

Administration of the Patent
Office and Industrial Property
and Copyright Department

Mr John Nott
MP

Largest single unit
in the Department
and important for
firms and other
users that the
system operates
effectively.

£19.3 M pa
( attracting

receipts off
£18.4 M)

January —
lApril 1980

Not yet lmown




Minister

Project

Minister
in charge
of Project

Reasons for
Selzeting Subject

Cost of
Activity
Under

Scrutiny

Starting and
Pinishing
Detes

Nunes of
Project
Officers

Secretary
of State
for Energy

Demand for and resources
devoted to economic and
statistical advice and services)

Mr David Howell
MP (via

Mr Norman
Lamont MP)

Need to ensure that
resources are
correctly deployed
in face of growing
demand for economic
and statistical
advice.

£1.5 pa

15 January -
15 April 1980

Sir Fred Atkinson
plus supporting
principal or
Senior Economic
Adviser

Secretlary
of State
for
Education
and Science

The administrative arrangements
in England and Wales for making
student awards by DES and etherg

Dr Rhodes
Boyson MP

Present arrangements
have evolved ad hoc
Overall examination
needed. - (NB Prior
consul tation with
LEAs and other
agencies would be
necessary).

DES costs:
£0.5 M pa
(45 staft)

Local
Authority
costs:
Not known —|
but large

Spring 1980
(90 working days)

Not yet known

Minister of
Transport

Project 1

The functions of the Department
on the enforcement of vehicle
excise duty.

Mr Norman
Fowler MP

The Government has
recently decided to
increase the
enforcement effort—
need to consider
how best to
implement this
decision and ensure
resources used
efficiently.

£5 M pa
(700 statf

1 January -
30 April 1980

Not yet known

Project 2

Procedures for setting and
certifying standards for the
building of roads and bridges.

Need to establish
whether present
arrangements are
reasonable and
constitute value
for money.

£3.5 M pa
(141 staft
at HQ)

Spring 1980
(90 working days)

Not yet known




PRIME MINISTER

EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT: THE "RAYNER
PROJECTS"

1. This is a report on progress with the "Rayner
projects" commissioned by your Minute of 4 June to
Ministers in charge of Departments.

PROGRESS MADE

2 Most Ministers mounted a project. Some had two
and, in the case of the Property Services Agency, three.

I excluded very small Departments (those of the Chancellor
of the Duchy of Lancaster and the Law Officers) and the
Paymaster General's Office.

3. There were 29 projects. Most were carried out by
one officer; some involved two or three. 35 officers
were engaged in all.

4, I have had talks with 30 Ministers. I have met all
the officials together on three occasions; have seen many
of them individually; and have visited offices with five
of them (an Inland Reverme Tax Office in Southwark, a
Customs and Excise Office in Shaftesbury Avenue, an
Unemployment Benefit Office in Stepney, a DHSS office in
Hoxton and DES Pensions Branch in Darlington).

5. Ministers and I have now received 23 project reports.
Summary details of these and a note on each are given in
Annexes 1 and 2 respectively.

6. I have agreed that six more reports should come
in later, because they started late or were more complex
than most, or in HM Customs and Excise, because it was
possible and sensible to extend the project's scope.




Action 1

7. I have so far discussed four reports with Ministers;
written to Six saying that I agree with the recommend-
ations made; written to four Ministers and tothe Chairman
of the Manpower Services Commission asking for talks about
six more. I shall be dealing with the last and with the
rest, by discussion or correspondence, over the next few
weeks. Each Minister will then consult his staff side,
interest groups and in Ssome cases other Ministers, includ-
ing as necessary the Lord President and the Chief Secretary,
on the basis of a "proposed action" plan agreed with me.

8. So this is a report of potential results, not of
results achieved. In some cases, eg that of the FCO and
ODA merger, I may need to report to you separately and I
hope you will agree to this.

POTENTIAL VATLUE OF THE RECOMMENDATIONS MADE

o The potential value of the recommendations made SO
far at £30.3m pa is substantial. The details are in

Amnex 1. T have ordered the information in Annex 2 on
completed reports now to hand in three categories:

those producing savings in services to the public;

those producing savings involving Government only; and
those where I shall be pursuing with the Minister concerned
the question of the savings attributable to them.

10. Many projects have examined a comparatively small
piece of administration in detail. Some of the possible
savings are therefore small in absolute terms. Nonethe-
less, they include some important percentage savings,
including 11.5% of the staff effort on the Inland Revenue's

—_—

Form P46, 39% of that on MAFF's administration of capital
grants for farmers and 55% of that on rate collection in
Northern Ireland. These encourage me in the view that —
there are very considerable savings to be made in Govern-
ment administration, especially as the projects have been,

naturally enough limited in scope and number.




Action 2

11. Not all savings are realisable at once. The
bedrock is obviously the DHSS project. On this found-
ation, savings eventually stabilise at £80.3m pa. They
include some 1,716 posts and once-for-all savings (in
the case of MOD and the MSC) of £535m in addition.

12 Some of the staff savings have already been
earmarked by Ministers as a contribution towards the
Lord President's exercise on reducing the size of the
Civil Service. These are noted in Anmex 1. They total
around £35.4m.

PR,

GETTING THE RESULTS

13. In the majority of the areas examined I am satis-
fied with the potential outcome. I have been impressed
by the very high quality of many of the project officials,
by the amount of work they have been able to accomplish
on their own, or in very small teams, and by the excellent
stimulus some have received from their Ministers and
Permanent Secretaries. Inevitably, some officials have
not been as good as others, some Ministers have taken
less interest than others and some project subjects have
had fewer possibilities than others of producing savings.
But these few cases do not invalidate the method of
scrutiny which the Cabinet embraced at its meeting on

4 October.

14, None of the savings will come about by wishful
thinking. A1l will have to be worked for, many outside
Whitehall as well as some inside. Some will impact on
particular sections of the public, none of which will
be slow to defend its interests, as it perceives them.
If I may say so, therefore, it is vital that Ministers
should be precise and determined in finalising an action
plan and then keeping to the implementation timetable.
You may wish to encourage Ministers to do this.




15 This will be especially critical in the case of
the largest group of projects, and of savings, ie those
which affect the public. The savings set out at the
beginning of Annex 2 are the most dramatic in gross
cash terms, bummg some of them will need
vigorous explanation and defence. Some proposals
should be welcome because they represent change and
reform which should be relatively uncontroversial, eg
the Inland Revenue, Welsh Office and part of the Home
Office reports. But some mean marked changes that will
not be welcomed, either in particular places (eg the
MSC's proposals for closing down Skillcentres in
Scotland or the NIO's for closing down local rating
offices in Ulster); or to large groups of people (eg
the DHSS's proposals for altering the frequency with
which benefits are paid); or to specific interest
groups (eg MAFF's proposals for streamlining the
administration of capital grants to farmers).

16. Some decisions will be difficult. I would
certainly not want to press for the whole of the
project officers' recommendations and nothing else.
Bven so, Ministers might be encouraged to come to

firm, optimum decisions and to resist pressure to
leave things as they are which would mean that Govern-
ment would go on being generous with the taxpayer's
money. Generosity may be difficult to diminish because
people and interest groups have grown accumstomed to it.
But the project reports also show that the basis on
which it rests may be inefficient, obsolete, illogical
or prodigal.

llfis It will therefore be very important for each
Minister not only to draw up a precise plan for the
implementation of those recommendations which he accepts,
but also to establish with his Permanent Secretary's help




Action 3

Action 4

an effective and consistent means of progress chasing.
You may wish to take an opportunity to emphasise this.
I shall endeavour to help Ministerswith this. In some
cases I shall continue to associate myself with the
project in order to see it through. Obvious examples
are those in MOD, DHSS and the Inland Revenue. There
may be others in which you would wish me to interest
myself.

COMMENTARY

18. This is an Administration committed to the
better management of resources. My experience of
officials shows that if firmly pointed in the right
direction and firmly led they can do a very good job.

I am once more struck by the ability and dedication

of many of those I have met, whether as project officers
or on my visits. The Service has much talent, energy,
imagination and enthusiasm. On the other hand, I am
also struck by a slackness in cost-consciousness and

a certain detachment from reality in the perception of
some officials of the value of resourcesand the import-
ance of using them cost-effectively. Some project
officers have captured this well. You have met Messrs
Warner (DHSS) and Ponting (MOD), but they are not the
only ones whose work has drawn my attention either to

WealmessSeS in management and other practices or to
substantial opportunities for economy through modern-

ised procedures.

alfel The points and lessons of general application
which I draw out so far are these:

as The social effects of the projects are
very wide. It cannot be argued that they
favour any group at the expense of another.
Interests as various as those of Social Security
beneficiaries and farmers are affected. The
anonymous taxpayer should benefit most.




b. Departments of State, nationalised indust-
ries and other public bodies may become too
reliant on each other and grow inefficient
Because of it. The prime example here is that
of the Post Office's dependence on DHSS.
Relationships within the public sector may be
valid but need careful and sustained scrutiny,
to ensure that extended bureaucracy does not
get set in concrete at the expense of both

and certainly of the taxpayer.

Ce Administrative systems get left behind
by developments in business or technology.
Obvious examples are the Inland Revenue's PAYE
Movements Forms and the DHSS's method of paying
benefits. (The UK and Eire are alone among
advanced countries in their ponderous ways of
paying benefits.) Ministers and departmental

managers need to work for the reform of such
systems; repeated changes of mind by past
Ministers, as in the case of Inland Revenue
computerisation, have not helped. The crucial
factor is how much importance Departmental
Ministers attach to good management. There is too
an obvious need for the central departments, in
the work they do for you and for Ministers
collectively, to inform and stimulate the search
for reform.

ds Policies appropriate in the past, but no
longer so, have captured resources. It is often
difficult for Ministers and officials to break
free, because they are shackled to investments
in staff and other resources, eg specialised
buildings, even if such policies have proved
ill-founded or are no longer apt. This seems




to be the case with the Skillcentres network
and the structure of training allowances (MSC);
there has been a large investment in capital
and labour and it is very natural to try and
use them to capacity but the better course may
be to run down existing staff and fixed plant
and adopt new policies with the wisdom of hind-
sight. Obviously it is not sensible to throw
good money after bad.

€. Much Government activity may be unprod-—
uctive. This is usually due to the growth of
administrative systems piecemeal, as in the
cases of the Teachers' Pension Scheme, the
Social Security System and MAFF's Capital
Grants Scheme. Several projects raised the
question of the correct use of professional
staff, eg HM Inspectors of Schools, and of the
value which is being added to the common good
by the work they are doing at present. The need
is for a continuing radical review of functions,
shaking them down to their basic principles and
ceasing to do what is unnecessary. This mst
be for Departmental Ministers. But once again
there is a good question about how best to
encourage this from outside the Department.

£ For understandable reasons the Service can
be very cautious with too much checking, control
and supervision. This attitude was aptly
described in the Home Office project as relying
on both "belt and braces". Again functions
need a good shake from time to time. That must
be a duty laid on line management, but Ministers
mst keep them up to the mark.




g. Departments sometimes seem to find it
hard to define their working relationships with
each other and with outside bodies effectively.
Examples are the relationships between the
Scottish and Welsh Offices and local authorities;
between DES and LEAs over the Teachers' Pension
Scheme; within MOD between the Service depart-
ments; and, within FCO, between the "FCO" and
the "ODA". It can lead to a needlessly fussy
and needlessly supportive attitude to local
authorities and, within Whitehall, to putting
too much emphasis on idi eople's
toes. The lesson is that someone has fo stand
up for the taxpayeT and that in most cases the
person best placed to do it, perhaps the only
pérson who can, is the Ministerial head of the
Department.

T
g An important example, in my view, of the
way in which costs of administration get obscured
and therefore cost-consciousness fails to develop
is that of allied services. The Government is
going for repayment in the case of HUSO services.
The "Rayner projects" included two other services,
accommodation (PSA) and central training (CSD).

I differ from both reports in believing that
repayment for such services is the correct way

in bringing home the actual cost of resources
consumed. As a whole, the projects confirm my
view that Government is not sufficiently con-
scious of the value of its resources, whether
human or material. I shall want to pursue this
in my conventions exercise.

il Another example, less of obscurity of
relationships, than of the proliferation of
systems related to each other, is the area




covered by DHSS, DE and the MSC. Here, it seems
to me as an outsider, there are two opportunities
for rationalisation. Either one recognises that
the Unemployment Benefit Service is part of the
Social Security System and merges the two, with
consequential savings in staff and overheads, or
one accepts that it is not really sensible to

hayve an Unemployment and an Employment Service
alongside each other, again with separate
regional, area and local staffs and overheads.
Neither choice could be effected without upsetting
interest groups and established policies; neither
could be effected quickly; but looking at it
from the point of view of the taxpayer, there are
substantial benefits to be had here.

ilo Another instance of lack of cost-conscious—
ness is that of providing services to certain
client groups at a low or no charge, eg licences
for the use of radio frequencies and services to
exporters. Where government provides a service
which people need for pleasure or profit it is
generdly (but not universally) sensible to charge.
Accordingly, I agree with charging for services
on a full-cost basis, always provided that the
full costs are in themselves justifiable. More
fundamentally, there must be a question whether
our practice in leading industry and commerce

to expect services from government which they
could provide for themselves is right. On export
promotion, we differ from some more successful
nations which expect (indeed make) business and
industry finance their own overseas effort.

k. Finally, I am left with a clear impression
of the difficulty of supporting both the Prime
Minister of the day and Ministers in their
collective responsibility for the effective




management of resources. I believe strongly
in responsible and powerful management by

individual Mini_sters and their Departments;
I have not yet felt my way to the right balance
between Ministerial and departmental responsi-
bilities and those of the central departments
acting in support of you and the Cabinet. I
shall want to pursue this further in my
conventions exercise. For the moment, I
should say that I regard the central Departments
as having a key role in helping to control the
ncost of administration and that I have accord-

ingly drawn upon them in appraising the project

reports sent to me.,
STAFF AND THE STAFF ASSOCIATIONS

20. I was pleased with the general atmosphere in
the Customs and DES offices I visited, and with the
sense of application in all offices. But I was dis-
tressed by some of the working conditions and equipment
available to staff in the local offices of the DE, the
DHSS, and Inland Revenue I visited. The staff turnover
is often high. This indicates, among other things, E’.
satisfaction with the work and is very expensive in
terms of recrultment, training and the time of local
managers. At the DHSS office I visited in Hoxton,
staff "waste" at the rate of 45#% a year. Some of the
main reasons for this (apart from the fact that they
can get £500 a year more working for the local authority)
are these:

- Antiquated office machinery, especially
for overstamping payment order books,
which spraysink over the operators.

The operators are not given overalls,
allegedly because of public expenditure
cuts.




Because there is a £30 limit on the
size of payable orders, clerks have to
print out many second orders, often for
a very small amount.

Girocheques for beneficiaries are
written out by hand.
—_—

The regulations are very complicated and
local supervisors spend a lot of time
explaining them to new staff.

21, Staff themselves have been, almost without
exception, helpful to and interested in the projects.

In my experience, the lmowledge and experience of staff
actually doing the work are of immense value. So I am
keen to see effective consultation with departmental
staff during future projects. There should be an
honest but not excessively protracted attempt to comsult
departmental staff sides. I myself have encountered
only the tiniest difficulty with departmental staff sides
Some project officers have been denied co-operation but
in general staff sides have either been helpful or not
unhelpfully inactive.

22 As for the staff associations, I had an excellent
meeting with officers of the "industrial" trades unions,
who were full of ideas, and two not unfriendly meetings
with the "non-industrial' General Secretaries. Both
feeT, of course, that they have seen it all before.
Some have good ideas, which they are prepared to put

to me privately. The difficulty for some General
Secretaries is that while they are quite stimlated
by the efficiency exercise,it is indistinguishable (they
say) in their members' eyes from the staff "cuts"
exercise.




Action 5

Action 6

PUBLISHING THE RESULTS ACHIEVABLE BY MINISTERS

23, The déja vu is important. I would like to think
that all the exercises in which I am involved helped to
free your Administration of the need to bring in people
like me. The need is for robust management by IInNisters
o officials, as much of it exposed to public view as

jena o ol
possible. The lack of firm management practice, of

firm definition of managerial responsibilities and of
information to show whether management is effective or
not breedsa general lack of confidence. Ministers and
senior officials need so to practise their job as
managers as to win and keep the leadership of their
staff and the reasonable confidence of the public.

The issues are often complex, as some of the projects
show. I firmly believe that making information about
them available, to the staff side, to the public
generally and to the interest groups concerned can
only be to the good, provided that this is not simply
procrastination and that the Minister does have a firm
intention to reform his Department's use of resources.

24. 1 advise that a statement should be made about
the expected outcome of the "Rayner projects" and also
that each Minister should be willing to make available
the project officer's report or material drawn from it.

25% In your Mimute of 4 June, you envisaged that
the outcome would in some cases be published as
exemplary. If this is still your view, I recommend

Action 7

that the following should be published with the agree-
ment of the Minister concerned. Except for the DHSS
one, these are among the shorter documents, but some
of the longer ones are also very readable.

- The DHSS report on the payment of social
security benefits. >




. Action 1
(para. 8)

Action 2
(para. 14)

Action 3
(para. 17)

Action 4
(para. 17)

Action 5
(para. 24)
Action 6
(para. 24)

Action 7
(para. 25)

26.

2l

The Inland Revenue report on the PAYE
Movements Form P45.

The Home Office report on the Radio
Regulatory Department.
et

RECOMMENDATIONS

I invite you
a. to agree that I should report to you

later on some cases if necessary, eg the v
FCO/ODA merger;

b. to encourage Ministers to finalise ggtion
lans and keep to the implementation timetable
S0 as to achieve the savings indicated; g

el to emphasise to Ministers the importance
of effective follow-up arrangements within -
their Departments.

d. to indicate whether there are projects
with which you would like me fo continue to

associate myself;

€. to consider whether a statement should
be made on the outcome of these projects;

R to encourage Ministers to make as much
information about projects available as
possible; and

—_—

g. to consider whether any of the reports
should be published as exemplary,

I am copying this to Sir Ian Bancroft and

Sir Rober‘ystrong.

30 November 1979




Projects producing savings in or affecting services to

SAVINGS ATTRIBUTABLE TO RECOMMENDATIONS

the public

Department

Project

Annual Saving
(&)

Staffing
Consequences

Once-for-all
savings (&m)

DHSS (Note 1)

Change frequency
of benefit
payments; pay some
into bank accounts

Administrative
reform

Main 39.6 (Note 2)

by 1987/88)

Secondary

10.6
(vy 1987/8)

(Note 3)

Services to
exporters

10

Manpower
Services Comm.

(Note 4)

Rationalise
Skillcentre
ne tworl

Change in training
allowances

8.0 (Note 5)

Uncertain (Note 5)

41.5 (Note 3)

Home Office

Radio
Regulatory
Department

o (Note &)

Administration
of farm capital
grants

Northern
Ireland Office

Public debt

Rate collection
system

Unascertainable

Inland Revenue
(Note 4)

PAYE Movements
Form P45

Welsh Office

Control over LEA
building

Control over
Highway Authorities




Department.

Project

Annual Saving
(£m)

Staffing
Consequences

Once-for-all
Savings (£m)

Scottish Office

Consultative
Committtee on the
Curriculum

Administration of
the Teachers'
Pension Scheme

Yord
Chancellor's
Dept

Attachment of
Earnings procedure
in the County
Court

@:

Work of the Road
Construction
Units

25 Projects producin;

savings in or affecting Government only

Food procurement
for the armed
forces

1.65

- 400

Indust;
(Note 3

Statistical
services of Depts
of Industry and
Trade

C—

FCO/0DA

Merger of the
FCO and ODA

HM Treasury

Paper handling
and the Registry
System

Organisation of
R&D in new energy
technologies

10-15%?

3. Projects in which T am pursuing with the Minister concerned the level of savings
d

erivable from them

PsA

Estate management
in Kingston




.Depnrtment

Project

Annual Saving
(£m)

Staffing
Consequences

Once-for-all
Savings (£m)

PSA

Description of
energy conservation
in the Government
Estate

N/A

N/A

N/A

Charging for
some courses at
the Civil Service
College (Note 6)




General

A. The following projects are still to be completed or submitted:

Employment:
National
Savings:

Customs &
AXCLSES

Environment:

The peaking of work in Unemployment Benefit
Offices.

Part-time working in local Benefit Offices.

The handling of letters from the public.

The organisation of the London, Brighton and
Dover Collections.

The provision of management information for
Ministers; Maintenance Economy Review, Bath
Area (PSA).

B. The cost of completed projects is £220,000.

Specific

Included in Annex 2 (possible future savings) of the
Lord President's paper on Further action to reduce the size
of the Civil Service (C(79T57)

Speculative.

I shall be discussing the staffing consequences with the
Secretary of State for Social Services, as I do not find
their treatment in the report convincing.

Included in Annex 1 of the Lord President's paper (committed

reductions).

Skillcentres:

Allowances:

£5m of the annual savings will not be fully
achieved until 1982/83, and are derived from
proposed cuts in the forward capital programme.

'£3.1m of the once-for-all savings represent

proceeds from the sale of premiSes in 1982/83.

£38.4m of the once-for-all savings derive from
proposed cuts in the forward cagxtal programme
in the period 1979/80 to 1983/84.

The net financial consequences of the report's
recommendations cannot be calculated at this
time, being dependent upon completion of a
further stage in the review. The gross savings




Allowances:  arising from simplification of TOPS, the reform
_‘( o) of YOP and computerisation amount to £28.9m pa.

‘ Against this however will be set the costs assoc-
iated with the changed structure of allowances,
fo be determined on completion of a furher stage
in the review.

6. This pro&'ect was to examine charging for an allied service.
Savings could arise only from the exercise of the disc\iﬂpline
imposed by charging and I shall be pursuin’% this with Mr Channon.
Similarly, in some other projects (eg the Treasury registry system),
the stafring consequences deal only with immediate savings, whereas
the improvement ang tightening of operations Should provide opport-

unities for further savings as they take effect.




PROJECTS PRODUCING SAVINGS IN OR AFFECTING SERVICES TO THE PUBLIC

DEPARTMENT OF HEALTH AND SOCTAL SECURITY
Mrs Lynda Chalker MP; Mr N R Warner, Mr G E Grimstone and Mr A H Baker
£23,000% (including £6,000 on market research)

Arrangements for paying Social Security benefits

The main recommendations made by the report are that -

1. Apart from Child Benefit, all social security benefits now paid
weekly should be paid fortnightly, except for people now aged 80 or
more, those on Supplementary Benefit or Family Income Supplement who
wish to be paid weekly or where medical statements do not allow it.

27 Child Benefit should be paid 4-weekly, except for those on
Supplementary Benefit and FIS who wish to be paid weekly.

3. Recipients of most Social Security Benefits should be able to
have them paid into bank accounts.

The net savings from reducing frequency of payment and paying by direct
credit are calculated at £6m in 1981-82, rising to £39.6m on full implement—
ation by 1987-88.

Secondary recommendations are made for improving services to DHSS customers
and administrative practices in the payment of benefit. The net savings
from these are calculated at £1.5m in 1981-82, levelling off at £10.6 m in
1987-88.

The staffing consequences of these proposals are broadly: main recommmendations,
+ 530 permanent posts; secondary recommendations, — 180 posts. Net effect:

+ 350 posts.

Remarks

The net financial effects are very promising, levelling off at £50m in 1987-88.
But while endorsing the proposals generally, I have raised with the Secretary
of State the questions whether —

a. he could not go to monthly payment for most benefits at one go,
bringing the United Kingdom into line with other advanced countries;

b. the new permanent posts are needed; and

c. he should make a full statement of the case to help overcome public
suspicion of the changes and probable Post Office opposition to them.

I expect to discuss this with Mr Jeunkin shortly.

#The sum given at this point in each note is the cost of the project up to the
report by the project officers.




DEPARTMENT OF TRADE
Mr Cecil Parkinson MP; Dr J P Spencer £8,500
Services to orters

The report recommends —
1. That all but one of the existing services should be continued,
but with adjustments in some, and that apart from general information

and advice, cost-related charges should be imposed where possible,
with exceptions where appropriate for pump-priming schemes of support.

D) Certain organisational changes to avoid both duplication and
loose connections.

B Strengthened management and control.

The financial consequences depend critically on the precise charges imposed
and on the consequent changes in usage of the services concerned, for example

in trade fairs. Staff savings could be between 75 and 110 (5—8?7 over the
period 1980-85 and cost savings up to £10m 25%) .

Remarks

I have yet to discuss the recommendations with Mr Parkinson.

MANPOWER SERVICES COMMISSION
Mr Richard 0'Brien, Chairman; Mr R Phillips Two projects: £19,408
A. Rationalisation of the Skillcentre Network

The report recommends rationalising the network of 69 Skillcentres and 32
annexes by -

1. The early closure of 5 Skillcentres and 5 annexes (March 1980),
followed by the closure of another Skillcentre later.

2. The later review of 5 Skillcentres and 2 annexes in the light of
their continuing performance.

3.  The aband t of postp t or 15 capital projects.

The financial consequences of 1 above are savings of £3m pa plus estimated
sales proceeds of £5.1m in 1982-83, and of 3 above are total capital savings
of £38.4m by 1983-84 and associated annual savings of £5m pa from 1982/83.

Remarks

I have written to Mr 0'Brien agreeing with the proposals which are courageous
and politically very controversial indeed, as the areas affected are those
worst hit by economic decline. The Commissioners will not like them (and

this will be a good test of their capacity to manage the Commission's recources
effectively) nor, I suspect, will the Secretaries of State for Employment,
Scotland and Wales.




B. Review of TOPS and related allowances

This is intended by the MSC as the first part of a study designed (a) to
identify and cost options for reforming the structure of allowances (stage 1)
and (b) to translate the selected option into a practical structure of
allowances (stage 2). The report recommends —

1. A new basic rate for all TOPS and ERC trainees, embodying an element
for some of the expenses now rated separately (eg daily travel).

2% That stage 2 should test whether extra "inducements" would correct
failure to recruit to certain TOPS and ERC courses.

51 That payment for periods of unauthorised absence from Youth Opportun—
ities Programme placements should cease and that there should be certain
other improvements in respect of YOP.

4. That there should be further work aimed at administrative savings.

The net financial q of these r dations cannot be calculated
until stage 2 is complete. The gross savings arising from simplification of
TOPS, the reform of YOP and computerisation amount to £28.9m. Against this
will be set the costs associated with the changed structure of allowances to
be determined in stage 2.

Remarks
I have written to the Chairman of the MSC. There are some fundamental issues
here which I shall want to discuss with him.

HOME OFFICE
Lord Belstead; Mr J D W Janes (B £5,900

Review of the Radio Regulatory Department

The report makes a number of recommendations about the internal organisation
of the Department, but its main thrusts are these —

1. To clarify the purposes of regulating the use of radio frequencies
and to exempt certain classes of low-power device from regulation.

28 To clarify the character and extent of the charges made by the
Department, including the proposition that manufacturers should meet
the full costs to the Home Office in all type approvals.

5. To clarify the relationship between the Home Office and the Post
Office on the basis of a firm contract for the work to be done by the
latter on an agency basis.

4. To regularise the distribution of responsibility between Departments
for relevant functions.




The financial consequences are a saving in staff and staff costs of some
15-20 posts and £155,000 pa and a major saving in increased income from
licence and other charges, amounting to a total of £32.75m pa (although some
of these charges might be controversial).

Remarks
I have endorsed the report in a letter to Lord Belstead.

MINISTRY OF AGRICULTURE, FISHERIES AND FOOD
The Rt Hon Peter Walker MP; Miss V K Timms, Miss N R Caswell £13,387

Administration for farm capital grants

The report recommends a radically streamlined capital grant scheme, under which
MAFF would do less to influence the farmer's capital investment decisions and
the farmer would k have correspondingly greater responsibility for the nature,
cos ing of investment. The financial consequences are these,
although they cannot be realised at once and are restricted to direct adminis—
trative savings by MAFF -

1. Staff savings of 395 man-years (39%)

2. Salary cost saving of £2.5m pa, rising to £3.8 m in the longer term.

Remarks

I have agreed with the Minister that the principle should be accepted, including
the abolition of prior approval, simpler tests of eligibility, more use of private
consultants and further reductions in checking and inspection. We expect to agree
on a "proposed action" document shortly.

NORTHERN IRELAND OFFICE
Mr Hugh Rossi MP; Mr W G McKeown, Mt G Hannigan and Mr A W Hamilton (Public Debt)
Mr W G McKeown, Mr D Kennedy and Mr C W Millar (Rate Collection)
Two projects: £25,912

A. Public Debt

The report recommends replacing existing methods for recovering public debt
under controversial 'emergency' legislation (whose repeal it urges) by measures
designed to promote the return of a normal relationship between creditor bodies
and their customers -

1. In cases of default, amounts should be withheld from supplementary
benefit in respect of current rent and fuel charges plus a sum towards
arrears. They should be remitted direct to the NI Housing Executive
and to public sector fuel enterprises.

2. The powers of the Enforcement of Judgments Office should be extended
to permit attachments from National Insurance Benefits etc.

3. Debtors should be able to ask DHSS (NI) or public sector employers to
make payment direct from their benefits or wages to creditor bodies.

et i




4.  DHSS (NI) should, subject to safeguards, be asked to supply
information on the whereabouts of debtors who have moved house.

GF Co-operation with and between creditor bodies and Government
Departments should be improved.

The q of these r dations should include a reduction in the
size of public debt in NI (£26.7m in March).

Remarks

I have discussed this highly political, intractable subject with Mr Rossi.

I regard the recommendations as a matter of political judgment and public
presentation on which I have little to contribute. He regards the main
financial objective as being to prevent current debt from getting out of
hand and takes a realistic view of the possibility of recovering accumulated
debt. The proposals are put forward by the authors as a package, but those
at 2 and 4 will depend for their implementation on the views of the Lord
Chancellor and the Secretary of State for Social Security.

B. The rate collection system

The report concludes that the rate collection administration is too big and
that the system is slow and cumbersome in recording and accounting for receipts.
It proposes that -

1. The present 26 local Rating Offices should be closed and replaced by
9 new offices based with the present District Valuation Offices.

2. A new computer system should be introduced quickly to cope with much
of the work.

3. Northern Ireland rating legislation should be brought more closely
into line with Great Britain practice.

The financial consequences are a saving of 193 posts out of 347 (56%); a saving
of £1.19m pa out of £2.39m pa (50%).

Remarks

I welcome these dramatic savings which I have discussed with Mr Rossi. He
wishes in principle to put the recommendations into effect, but he has not
yet committed himself to a definite figure for reductions either in staff or
the number of local offices pending further study (which is in hand) of the
wider implications for Civil Service staffing in Northern Ireland of the
recommendations.

The NI Department of Finance (the lead Department for both projects) is preparing
plans for the implementation of both reports. Subject, in the case of public
debt, to the agreement of the DHSS (GB) and the Lord Chancellor's Office, we
hope to receive completed "proposed action plans" by mid-January.




INLAND REVENUE
Lord Cockfield; Mr A Pinder £12,000

PAYE Movements Form P45

This report recommends simplification of the procedure to be adopted by employers
and Tax Districts when a new employee starts work in those cases where he/she
is unable to produce Form P45 (nearly half of all cases).

The staffing consequence is a saving of 355 posts (out of 3,000 = 11.5%). The
financial consequence is a saving of £1.9m pa (out of £16m pa = 11.9%). Savings
are expected to start flowing in late 1980.

Remarks

I have written to Lord Cockfield agreeing with the recommendation made, subject
to some minor qualifications.

WELSH OFFICE
The Rt Hon Nicholas Edwards MP; Mr P E Loveluck Two Projects: £9470

A. Administration of controls over local authorities: LEA building

The report looked critically at the relationship between the Welsh Office and
LEAs in the light of the Government's intention to reduce the level of control.
It recommended that building control as such should be ended, but that there
should be legislative provision to specify standards for education building;
that LEAs should have a duty to comply with such standards and, where they do
not, to obtain a dispensation from the Secretary of State; that LEAs should
have to certify compliance; and that the Secretary of State should have the
power to require LEAs to provide plans and cost information for completed schemes.
Subsidiary recommendations would relax the suggestion that local authorities
should clear draft Compulsory Purchase Orders with the Office and raise the
level at which the Office would scrutinise voluntary school building projects.

The financial consequences of the r dations could be annual savings in
staff costs of about £90,000.

Remarks
I have written to the Secretary of State endorsing the proposals subject to
some minor points of clarification.

B. Administration of controls over local authorities: Highways

One finding of the project as a whole was that the existence of the Welsh Office
can make local authorities lean too much on central government support or
checking, which in turn can foster a paternalistic and needlessly fussy

attitude by Welsh Office staff. The recommendations of this report recognise
that there is a role for central government, for example where the Secretary

of State is the Principal in respect of motorways and trunk roads, but argue

for a reduction in central control by specifying more clearly the roles to be
played by the Welsh Office and local authorities and by greater use of contractors




and consultants for construction and design work. There are also minor recom—
mendations, for reducing the Welsh Office profile on road safety and on develop-
ments adjacent totrunk roads.

The financial consequences of the removal of controls are expected to be savings
of about £100,000 pa in staff costs.

Remarks
I have yet to write to the Secretary of State.

SCOTTISH OFFICE
The Earl of Mansfield; Mr J S B Martin £5,600

Consul tative Committee on the Curriculum

The report made numerous recommendations as the future organisation of the
Committee, which advises the Secretary of State for Scotland on how to carry
out his role of advising education authorities and the teaching profession
on the curriculum. I discussed the critical assumption that the Committee
should be retained with the Minister of State; Mr Alex Fletcher MP;

Sir William Fraser; and the head of the Scottish Education Department.

As a result, although I find the distribution of accountability for the
curriculum as between the Secretary of State, LEAs and the teachers somewhat
confusing, I have told the Minister that in my view the CCC should be kept
but its status should not be that of a body established under company law
(as recommended), it should be advisory and the number of staff in colleges
of education concerned with curriculum development should be reduced. As a
consequence of this the Secretary of State will require some additional staff
in this field. I am awaiting formal agreement with the Minister.

The savings from the recommendations in the report were expected to be £200,000.
I hope that the savings from the alternative version will not be substantially
less.

DEPARTMENT OF EDUCATION AND SCIENCE
Lady Young; Mr R W Chattaway £4,675

The administration of the Teachers' Pension Scheme

The report concluded that the administration of the scheme is well managed by
DES and that the real issues meriting attention arose from the nature of the
scheme, rather than its administration. On the assumption that DES should
continue to administer the scheme, the report recommends that —

The notional fund should be abandoned.
The scheme should change to a non-contributory basis.

Private employers should either be excluded or charged a realistic fee.




4.  There should be a central review of administrative practice in the
various public sector pension scheme.

5 There should be a number of administrative changes, or studies of
change, including the relationship between the DES in Darlington and its
paying agent, the Paymaster General's Office in Crawley; the use of small
computers; and the use of expensive unused computer accommodation at
Faverdale.

Remarks

The report raises issues which go well beyond DES. Nonetheless, I have told
Lady Young that I am dubious about the need for some of the work being done
at Darlington, especially the labour associated with the checking of teachers'
records, and that in principle a non-contributory scheme seems preferable.

On the purely administrative side, I think that there is scope for reform, in
particular in relation to the Crawley connection, the checking of records and
unused accommodation.

If the result were confined to the improvement of present practices, the
financial consequences would be savings of 27 staff, at a salary cost saving
of £163,650 pa. If the result included the abandonment of the notional fund
and the adoption of a non-contributory scheme, there would be savings of 59
staff, at a salary cost saving of £399,935 pa.

LORD CHANCELLOR'S DEPARTMENT
Sir Wilfred Bourne; Mr C F Tye £10,460

Attachment of Earnings Procedure in the County Court

The main recommendations are that —

1. County court Registrars should consider adopting a model procedure
which will allow attachment of earnings orders to be made in the shortest
possible time.

2. The LCD should review the level of the statutory fee which employers
can take from the debtor employee for each deduction made under an attach—
ment of earnings order. This fee, currently 13p per deduction, has not
been reviewed since 1976.

3.  The LCD should notify employers' organisations of the bulk payments
facility that exists for employers who have to comply with attachment of
earnings order from several county courts, and review the operation of
this arrangement.

The effect of adopting the model procedure would be a better service to
creditors. But, the report concludes, there will be no savings in admin—
istrative costs. The recommendation relating to bulk payments and the
employers, fee will serve to reduce the complaint made by employers that the
attachment of earnings procedure is burdensome.

Remarks
I have yet to write to the Lord Chancellor's Department.




DEPARTVENT OF TRANSPORT
Mr Kenneth Clarke; Miss R L Crafts £7,750

The work of the Road Construction Units

The report's main recommendations are these —

ik, The RCU sub-units should be generally run down in number and size
by a planned transfer of work to the private sector consultants.

2. The RCU HQ organisation should be merged with the DOE/DTp regional
organisation.

3. Minimising administrative and organisational overlap.

The financial consequences are not indicated.

Remarks
I have yet to write to the Minister.




2. PROJECTS PRODUCING SAVINGS IN OR AFFECTING GOVERNMENT ONLY

MINISTRY OF DEFENCE
Lord Strathcona; Mr C S Ponting £8,500

Food Supply for the Armed Forces

The main finding is that substantial economies are possible within the present
system without affecting the quality or quantity of food supplied and while
still meeting War Reserve requirements. The possible economies identified are:

Review of food specifications and packaging. £50,000 pa

Reducing stocks to War Reserve level and eliminating £12m once for all
duplication.

Consequential savings from reducing stocks and £1m pa & 200 staff
rationalising distribution system.

Creation of a single procurement agency. £0.6m - £5m pa
& up to 200 staff

Once for all, £12m; annual, £1.65m - £4m; up to 400 staff.

Remarks

I endorsed the report in October, suggesting more precision in some recommendations
as to who was to do what by when. Lord Strathcona tells me that the Secretary of
State has remitted the report to the Steering Group on Supply Management under

Mr Hayhoe MP and that it in turn has appointed a team to carry forward

Mr Ponting's work. Some recommendations will be dealt with quickly, others

will be wrapped up in the Supply Management exercise, which is due to report

by 1 April 1980. I shall continue to associate myself with this exercise and
press it forward.

DEPARTMENT OF INDUSTRY

Lord Trenchard; Mr R de L Holmes £9,000

The statistical services of the two departments

The report recommends:

A number of reductions in statistical work, subject to consultation
with statistics users.

Reviewing the need for continuing the monthly index of production.

Applying questions derived from the project to all proposals for
new statistical inquiries and to all reviews of existing inquiries.

Reduced duplication as between the London HQ and the Business
Statistics Office, Newport.




5. Increased efficiency in organisation, working methods and the
use of resources.

6. Strengthened machinery for decision-making and resource management.
The financial consequences, realisable over the period 1980-85, are the savings
of 60 — 100 staff (3.9 - 7.4%) and of £1.25m - £1.9m (8.7 - 13 .3%), attributable
to 1, 4 and 5 above.

Remarks

I have yet to write to Lord Trenchard.

FOREIGN AND COMMONWEALTH OFFICE (INCLUDING THE OVERSEAS DEVELOPMENT ADMINISTRATION)
The Hon Douglas Hurd MP; Mr C C W Adams (FCO), Mr M C McCulloch (0ODA) £17,585

The merger of the FCO and the former ODM

The report does not agree that a reality can be made of total merger, but
recommends integration where appropriate, namely:

1. Establishment of a jointly staffed FCO/ODA Aid Policy Department
in the ODA.

Establishment of a jointly staffed FCO/ODA Economic Relations Department
in the FCO.

Establishment of two more joint geographical Departments on an
experimental basis.

Consequential adjustments to the ODA Development Co-ordination
Department and the FCO's Trade Relations and Export Department.

Eventual co-location of the FCO's United Nations Department and the
0DA's two United Nations Departments.

6. Eventual rationalisation of the FCO's three and the ODA's one
Information Departments into two joint departments.

The financial consequences of 1 — 4 above are limited to a saving of 11 posts
an annual saving of £0.1lm. The savings for 5 and 6 have yet to be assessed.
The report also recommends that serious thought should be given to eventual
co-location of the FCO and ODA.

Remarks

I have yet to let Mr Hurd have my reactions to these recommendations.




. H M TREASURY
Lord Cockfield; Mr F K Jones £8,500

Paper handling and the Registry System
The report recommends the re-organisation of clerical services in 3 tiers with:

1. Most clerical staff now in clerical sections instead allocated
to Principals and SEOs in the divisions.

2. Three "Sector Registries" covering most of the Treasury.
3. A Chief Registrar's office, directly managing only the sector

registries, the HEOs dealing with personnel and records and a
clerical support unit for the Establishments and Organisation Group.

The financial consequences are estimated as follows:
a. Transitional staff costs to introduce the new system: £13,060
b. Transitional capital and associated costs: £27,908
c. Annual staff savings of at least 5 posts: £37,630
Remarks
I have written to the Minister of State endorsing the report. Its real
significance is not in the modest savings, but in offering the prospect of
a more efficient (and humane) use of the clerical staff, at the same time

preventing senior staff from doing paper work themselves which duplicates
that of the clericals and is thus wasteful on two counts.

DEPARTMENT OF ENERGY
Mr Norman Lamont MP; Mr J D West £7,500

Research and Development on new energy technologies

The report's recommendations are about the organisation of the various parts of
the Department which have an interest in research and about the relationship
between the Department and two units which it finances at UKAEA, Harwell, and
which manage a substantial part of its R and D effort. It recommends means of
making and co-ordinating R and D policy at the top of the Department; regularising
the Department's relationship with Harwell by means of a contract for research
services and by taking over the "strategic" role played by one of the Harwell
units; and bringing together the Department's own R and D sections in the form

of a new "Chief Scientist's Division", headed by a new Under Secretary post.

The consequences have been roughly estimated as a reduction of about 20 posts
(savings of 10 - 15 per cent).

Remarks

I have sent Mr Lamont a letter, commenting on some of the underlying assumptions
in the report; agreeing with the proposals on machinery for policy-making and
regulating the relationship with Harwell; but querying the case for the new
Chief Scientist's Division - I can see the case for this intuitively, but

not intellectually.




PROJECTS IN WHICH I AM PURSUING WITH THE MINISTER CONCERNED THE LEVEL OF
SAVINGS DERIVABLE FROM THEM

PROPERTY SERVICES AGENCY
The Rt Hon Tom King MP; Mr G J B Donaldson £12,000

Management of the Civil Office Estate, Kingston-upon-Thames

The report comments on the management of the Civil Office Estate at large on the
basis of a description of the work of PSA Estate Surveyors and to some degree of
Works staff also in Kingston. It makes a number of recommendations specific to
the management of the estate, and especially of that part of it owned by the
Crown, and more generally about the functions of PSA management in relation to
those of Departmental management; the recommendations include the proposal that
Estate Surveying and Works staff should gradually be co-located. The Teport
briefly discusses the question of repayment for accommodation by departments.

The financial q of the r dations made are modest by the nature
of the report.

Remarks

I have discussed the report with Mr Geoffrey Finsberg MP, a Parliamentary Secretary
at DOE, the Hon Timothy Sainsbury, PPS to the Secretary of State, the Chief
Executive and officials of the PSA. As a result, we are about to finalise our
agreement on a list of detailed recommendations arising from the report. To my
mind, the main issues which emerge are those of repayment; whether or not the
Estates Surveying and Works staff can be unified as well as co-located; and
obtaining the best return for the taxpayer on Crown assets. I shall be pursuing
the first of these (repayment) in the context of my conventions exercise, the
other two in continuing discussions with the Ministers responsible for the PSA.

PROPERTY SERVICE AGENCY
The Rt Hon Tom King MP; Mr M J Fuhr £3,700

Energy Conservation in the Government Estate

The main conclusions and recommendations are —

1.  Since 1975/76 PSA has regularly achieved energy savings in the Government
Estate of 30 per cent in real terms on 1972/73 levels.

2.  The PSA Board has set a new energy conservation target: by 1982/83
energy consumption must be reduced by 12 per cent of its 1978/79 levels.

3. A new inter-disciplinary Energy Conservation Unit should be established
to ensure a coherent energy strategy.

4. Energy monitoring systems should be improved and greater responsibility
for energy conservation should be laid on the Departments and the individual
line manager. Consideration should be given to providing electricity on a
repayment basis.

5. The PSA has decided that up to 60 more staff should be assigned to
energy conservation work in the United Kingdom.
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The energy savings achieved by PSA to date are worth £60 million a year. If the
new targets are met — and the report's recommendations on improving the present
administrative structure and lines of accountability should help to ensure that
they are - further savings of £19 million a year will be obtained.

° Remarks
This report is intended by the PSA to tell a "good story". I wanted some success
stories in this project and I welcome it as such. I shall be writing to the
Minister welcoming the achievements to date, the new target and the proposals for
improving Departmental and line management responsibility and accountability.

CIVIL SERVICE DEPARTMENT
Mr Paul Channon, MP; Mr R B Saunders £7,900

Charging for some courses at the Civil Service College

This report considered whether courses now provided by the Civil Service College
should be provided on a repayment basis rather than, as now, on allied service
terms. Its conclusions were, broadly, that —

1. Repayment would give a better accountability for what takes place at
the College and would encourage the efficient use of college resources.

2. But it would not necessarily lead to better decisions by Departmental
Management about whether particular individuals should take training at the
College.

5. And it would lead to a distinct shift in the character of the service
provided by the College — forcing the College "down market!.

4. It is impossible to mitigate the effect of 3. without keeping the allied
service arrangement and the decision whether to go for repayment should take
account of whether the "shift" would be acceptable.

The report does not make a firm recommendation. As for financial consequences,
it estimates that repayment would mean modest increases in administrative costs
for the College and for Departments.

Remarks
I bave minuted to Mr Channon, pressing the case for repayment.
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