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MR SPENCER

TCSC - MEMORANDUM ON THE GIS

Thank you for an opportunity to comment on your draft memorandum.

I think wé should face the distinct possibility that this
memorandum is only a prelude to oral examination, given the degree
of interest, mostly ill-informed and often malevolent, in
Government publicity and the GIS. In these circumstances I think
there is a lot to be said - and, I must confess, also from my
personal point of view - for setting ocut the facts of the review
and its ramifications clearly.

I think we could reasonably say the Government rejected
reinforcement by legislative means but recognised Parliamentary
concern and embarked on a review. And the look at the COI lad to
supplementary guidanca. It was clear that any review mu=st also
look at the means of securing compliance, especially in view of
the changing relationship between the COI and Departments. This
led in turn to a review of the management of tha GIS. But we can
reasonably state that the review was conducted in two parts -
first the conventicns; second their enforcement and any
organisational consequences. There is much to be said for coming
clean about something for which we can take credit if we are not
defensive about it and explain it properly.

S0 far as Para 5 is concerned - and in view of Mr Cubie's request
for a note setting out "in full® the new arrangements - I would
prefer that my remit as Head of the GI5 (and its limitations in
relation to propriety and value for money) were fully eaxplained.
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I would praefer the material in square brackets in Para 6 wara
retained, but that the first sentence is amended to read "It is
designed to ensure that all government publicity campaigns
continue to meat the tests of being an effective response...”

The consegquential is that "of representing®; and "of avoiding"
should read "represent” and "avoid". I believe that the GIS has a
distinguished record for impartiality and we should emphasise
this.

I agree with Hayden Phillips that "analagous" should be deleted
from the last sentence Para 7.

I have railsed with Andrew Turnbull the gquestion of any inclusion
of myself in any team to give evidenca to the Select Committes.
There is no doubt that some members of the Committes will want me
there for tha purposes of bloodsport and I would not rula out tha
possibility that some might try to go wider tham the subject
matter and try to needle me on Westland. The guestion is

whether it would be more advantageous for me to appear as part

of a team, or separately as Head of tha GIS.

Meanwhila, I think we nesd to recognise that for the purposes of
both the Select Committee and the Commons debate next week issues
likely to ba railsed includa:

privatisation advertising and publicity (hers wa need to
makae the case for promoting a product from the sale of which
the taxpayer benafits snormously)

the level of Government promotional expenditura, leawving
azide privatisation

allegations by unnamed and unspecified GIS members that they
are being asked to do party political publicity [NBE = I
have yet to find a Head of Information who has had such a
complaint]

the proposed IPCS Code of Practice for the GIS which I have
refused to discuss

possibly, the GIS weekend conference in York, April 28-30
which was disgracefully gatecrashed by the Mail on Sunday.

Could I ask you, in your absence, to depute someone to liaise with
me on briefing for the Chief Secretary's debate next week. This
briefing will no doubt provide a basis for material for any Select
Committea team of officilals.




I have just received Trevor Woolley's minute of May 10. I see no
reason to submit any draft memorandum to the Prime Minister,
provided it is appreved by the Chiaf Secretary.

BERNMARD INGHAM
May 11, 1989
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MANAGEMENT IN COXFIDENCE

10 DOWNING STREET

LONDOMN 5WIA ZAA

From the Press Secretary 3 Septembar 1988
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COI REVIEW: SECOND STAGE

[ attach a paper, prepared on my own account, to contribute to
next week's discussions on the second stage of our raview covering
tha management of the Government Information Service.

I have not consulted anyone in preparing the paper but I believe
it would command wide support in the GIS.

You may care to consider whether vou should invite Anne Nash, Haad
af the Information Dfficer Management Unit, to our meeting next
week. BShe would, I belieave, have something important to
contributa.

I am copying this and the attached paper to Hayden Phillips
(Treasury), Mike Devereau (COI) and John Fuller (OMCS).

Yours sincersly

Jonathan Spencer Esg

MANAGEMENT IN CONFIDENCE
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COI REVIEW: BSECOND STAGE

This perscnal contribution from the Chief Press Secretary is
intended to stimulate a more informed discussion of the
issues confronting us as we tackle the second stage of the
COI Review - ie the management of the Government Informaticn
Service (GIS). Scme of these issues are outlined in
Jonathan Spencer's minute to Hayden Phillips of July ZI1.

Background

& Any future discussion of the management of the GIS has to
relate back to our first report in which crucially we made
clear that:

i) we had considered the implications of tha conclusions in
our first report for the second part of the review "to
ensure [they] are compatible with the likely future role
and structure of the GIS as a whole® - (Para 2);

"the pivotal role of Departmental Heads of Informaticon
suggests that press and publicity work should continue to
be managed together (so that the senior Departmental
publicity official has sufficient clout with colleagues)”
= Para 31.

the COI has "a continuing role” and "that Departments
will increasingly want a professional and competitive
sarvice in these areas" - (Para 27).

"we do not see any need to disturb the present
arrangements for the provision by COI of all the FCO's
requirements for publicity services overseas"™ -

(Para 29).

In short, our first report did not envisage major changes in
the way in which the information and publicity function is
discharged within Government. This is not surprising since
the Government Information Service is probably the most
affective, heavyweight professional publicity machine in the
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country. It is much better than Government deserves and its
guality performance and integrity owe more to its own values
and professicnalism than they do to the benevolent interest
and attention of successive Governments, Ministers and
gsenlor administrators.

The Current Situation

d. What is mora, the present condition of the GIS is better
than I have known it over the last 21 years. This stems
from the following developments:

i} tha astablishment of the Director General of the COI as
Head of Profession in 1979;

the shared objectives, and ability to work together, of
successive Heads of Profession and the Chief Prass
Secretary; in other words there has been a unity of
managerial purpose in the two most senior and influentizal
posts in the GIS for wirtually a decade;

the performance of the Information Dfficer Management
Unit in managing the careers of the members of the GIS;

the establishment of No 10 Press Office as a finishing
school - though not of course an exclusive or formally
recognised one - for future Heads of Information
Divigsions and Chief Pregg Officears: four of tha five
formar Deputy Press Secretaries still in the GIS are
Heads of Divigiong and all the large number of 5I0s who
have served, usually for 2 vyears, in No 10 Press Cffice
have secured promotion, most of them initially as Chief
Prags Officers. Some former Mo 10 SI0s now head
Information Divisions. [ME - Eleven Heads of Information
Divisicns listed in the COI White Book have had Ne 10
axparience as have three of the COI's Regional
Dirsctors].

the oparation of a gecondment system for prass ocfficers
to giva them, usually for six weeks, experience of No 10
Press Office while the Commons is in Sassion; some 680
I0s, SI0=s and, more raraly, PIOs have taken part, in this
acheme.

The beneficial effect i=s to be found in:
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better morale, subject to certain provisos (see below)

improved performance (as evidenced by the lack of
complaints from Ministers and complimentary remarks
about the higher guality of the GIS from sericus
consumers of its searvices - ie journalists.

This improvement has occurred, to some extent as we noted
our first report, against the background of rapid changes
publicity methods and technigues; a huge increase in
Dapartmental publicity budgets: +the proliferation of the
media - press, radio and television (in company with a
reduction in GIS complement): the greatly increased speed
of communication; a marked deterioration in the media's
professional standards:; +the greatly increased political
scrutiny of the GIS and its output; and the increasing
financial [(az digtinct from work satisfaction) attractions
of non-Governmental information and publicity work.

This undoubted improvement in performance in difficult
circumstancas has occurred in spite of a familiar and
continuing lack of understanding of and support for the GIS
within Government. Among the symptoms, which are exhibited
gt the highest levels, are:

i), at worst a contempt for and at best an intermittent
interest in the information and publicity function of
Government - eg when it fails to deliwver the goods
instead of a continuing effort to halp it produce them.

a lack of understanding about the real nature of
information work - ia its strategic, intellectual and
intensely political and sensitive nature as distinet from
simply being a mechanical operation; and of the
gqualities required to fill such a post

an undermining of the position of the GIS, often for
vary salfish Ministerial {Departmental reasons, by the
appointment of Administrators at the highest lewvels of
Information Divisions.

It follows from this that any change in the future role of
the COI (which we are agreed will be evolutionary rather
than revoluticnary) and, more especially, in the management
of the GIS will need to be carefully argued and justified to
the 1,000 or so officers who have made the GIS their career.
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The most beneficial change which could occur now is a clear
gignal from Ministers and Permanent Secretaries that they
recognise and accept their responsibilities to those 1,000
career information officers. They cannot, for example,
axpect to continue to have the kind of CIS the Government
neaeds if, for whatever reason, a number of the top jobs are
effectively closed to the GIS.

If the Government regquires an information service. (and our
first report implied that it does) then the GIS needs to be
given a better opportunity to do its job. Otherwise,
organisational change will be at best inconseguential and at
worst positively damaging.

We must have this firmly in mind in appreoaching the second
phase of ocur task.

Issuas to be addressed

o It followa from thia analysis that the main guestions that
we need to address are:

do we need an information specialism?
1f so, do we need a Head of Specialism/Profession?

1f wa do, whare should that Head =it, giwan the
evolutionary process under way in the COI?

do we need an IOMU as a central institution and if so
where =should it be housed?

A numbar of other issues are raised in Jonathan Spencer s
letter of July 21 which I alsc deal with -

handling of different levels of appointmant within
IoMy, if we need the unit; and

training
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Information Specialisms

14.

OQur first report shows that the Government reguires
specialist information and publicity servicas and advice and
that there is likelvy to be a continuing role for the COI in
providing them. Similarly, the continued reguirement by
Departments for a press and briefing operation has not been
guestiored.

Consequently there is no doubt about the future existence of
a specialist information and publicity service within
Government, though the likely size of the COI may be a
matter for speculation given tha tendency to contract out.
Thus the gquestion "Is there a genuine specialism in the
Government service?" is imprecisely framed. What we need to
ask ourselves is whether Press Officers - who represent
roughly 20% of the total current GIS strength - are a
genuine specialism. This links with the problem arising
from the tendency, as distinct from a trend, to appoint
Administrators as Heads of Information Divisions.

The truth is that, like many other occupations, including
that of the administrator, the press officer has no unique
talent which, given certain basic gualities cannot be
acquired by expearience. As in othar

jobs, some will always be better at it than others and some,
a minority, would be better doing something else. Nor is
the invariable route to a press office these days through
some aspect of journalism. The catchment area is much wider
than that - and widening. And former journalists do not
nacessarily make the bast press officers. What count today
in a Government press officer are native wit, political
feal, personality, flair and a positive approach to
communication.

In these circumstances the Government needs to decida, in
both its own operational interests and those of Government
presa officers, whethar to maintain the status quo or, as in
the Foreign & Commonwealth Gffice, to integrate Press
Cffices ints Departmental structures.

The possible advantages of the latter route would be:

1} theoretically, at least, to open up wider career
prospects for professional Information Officers whose
current limit is Grade 3.
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to provide greater managerial flexibility, and not least
in absorbing thosze who are or become unsuited to
information work; +this would be particularly userful to
Permanent Secretarias when a Chief Information Officer 1s
found to be "incompatibhle" - the most familiar

excuse - with his Secretary of State.

[NB - The advantages claimed under (i) and (1i) are
alraady available, at least technically, under the open
structure, but integration of Press Officers into the
Dapartmental structure would be much more fundsmental in
its effects. ]

improve the quality of Administrators who would acquire a
mora acute awareness of the treacherous world we live in.

improve the standing of the information and publicity
function since it would become a training ground for the
brighter sparks.

open up the possibility of a more fundamental
regrganisation in which the COI acqguired the etaff and
rasponsibility, as with the FCO, for all communications
functions outzide Press Office. This would have the
added advantage of eliminatingy e duplication that
inevitably exists with Departments running their own
broadly based Information Divisions in tandem with COI.
Tha COI would then be responsible for the flexlible use of
its pool of skills to discharge, or advise on tha
discharga, of various Departmental communication needs.

19, The likely disadvantages of such a course are:

L)

a poasibly dangerous pericod of disruption, with a
haemorrhage of press officers who saw their Information
careers blocked in Government at a time when lucrative
posts are avallable outside

a further narrowing of opportunities in other publicity
specialisms and the likely closing off of top GIS
Dapartmental posts to former publicity specialists: not
all the best Heads of Information begin and end their
careers as Press Officers; seven current Heads of
Information Divisions have experience of both sides of
the housa
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a permanent weakening of the Government's professional
communications and management capability

the losz, for want of a better term, of a coharant Press
Dffice ethic arising from its specialist group standing
which is an invaluable stabiliser in communications
exercises; not tooc put to fine a point on it, a price
would have to be paid for transferring career management
from the Director General, COI, to a Permenent Secratary.

elimination of the joint management of press and
publicity work (see Para 31 of our first report) which is
the only sensible way to manage Governmant communication.
Controlling a publicity campaign is akin to conducting an
orchastra.

a more unstable presentational ship at a time when

greater order and control - the objectives of cur first
report - are reguired.

For what it is worth, I belisve the disadvantages outweigh
the undoubted attractions of the fundamental change
canvassed in Para 15 et seg. I do not believe that the
peculiar ecircumstances of the FCO are necassarily a good
guide to the Home Civil Service. But 1if this is accepted,
Ministers and Permanent Secretaries also need to accept that
they cannot retain a good and improving GIS if (i) they
persist in introducing Adminisgtrateors to Information work,
and training them in it, at Head of Division level; and
(11) 1if they fail to recognise the significant role that
genior Information Officers play in the formulation and
prasentation of policy and that the Press Office function
one of the most exposed in any Department.

Head of Profession

"

The issue of whether there should be a Head of Profession 1is
largely irrelevant to the approach to Press Officers who, TO
repaat, account for only 20% of tha total GIS. The fact is
that the Government is going to reguire, and amploy, a wide
range of communications skills in the foresesable future.
They need managing. And the Government's interest in
reeping abreast of technigues, having its own EﬂufEEE of
advice on them and in being represented in the EﬂuﬂE&,ﬂ of
the communications world at a high level require such a
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figurehaad. On any projecticn of the likely future, to
abolish the concept of Head of Profession would be
damagingly impolitie; a denial of the very presentational
skills Government 1s supposed to have at its disposal.

If we accept there should continue tTo be a Head of
Profession I have no doubt that post should ba combined with
that of the Director General of tha COI. No other
proposition makes sense.

An executive Chief Press Secretary has enough to do on a
continuing crisis basis without pretending he can manage the
GIS. In any casze he may hot necessarily be an established
Civil Servant. It would be wrong for a politicel appointes
to becoma Head of Profession. Depending on circumstances,
it may be sensible for the Chief Press Secretary to assist
in the career management of press cfficers. This has bean
the practice over recant years and should continue in the
foresesable future.

Agsuming a senlor Departmentsl Head of Information had time,
he would be unlikely to command respect as Head of
Profession over and above the Director General of the COI
and the Chief Press Secretary. His peosition could be
particularly difficult if the Chiaf Press Secretary wera a
political appointee. This idea should not be pursued.

I must state my fundamental cbjection to a formal collegiate
gystem of career management. We need effective management

and not shabby committee COmpTromnises. Thaere is no demand
that I know of for a formal collagiate system, probably
bacausa Heads of Information ara esgentially practical
people; they reccgnise that someone has to manage and that
the method of making senior GIS appointments does not

lend itself to brokerage by committea.

To abandon an IOMU at this or any foreseeable future stage
would be an act of management folly comparable with
abalishing the position of Head of Profession. The IOHMU i=
beginning to do a good job under its present leadership and
should be encouraged and supported. The greater the changes
or evolution in the GIS, the more the IOMU's services are
likely to be regquired. And it should continue to work under
the wing of, and to, the Head of Profession.
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Mow that it is beginning to get the measure of the GIS as a
whole, the IOMU might usefully address itself to two other
facets of management:

training: I remain sceptical, without a report, of the
ability of the GIS to take advantage of training courses,
however desirable, given the tightness of manning.
Training has been considered many times in the largely
useless Information Officer Management Committee without
much affect. The increasing tendency to recrult raw
Agsgigtant Information Officers as trainees requires an
early report from the IOMU on their training.

an Information forum: it is said, sometimes with
justice, that the GI5 is much battar at external than
internal communicaticons. In my view the GIS lacks such a
forum going beyond the executive nature of MIO, and that
more needs to be done to develop a group professional
interest and contact with the wider communications world.
The IOMU should be asked to come forward with ideas to
close this gap.

Summary

This paper argues that the Government has to decide whether
it wants to perpetuate the present GIS or whether to
integrate the role of Press Officer into Departmental
structures. If it decides against the latter - and in my
view the disadvantages ocutweigh the attractions - then it
should recognise its responsibilities to the 1,000 or so
mambars of the GIS and act on them. Ministers and
officials should in particular ensure the GIS is given the
opportunity to do an effective job and is properly
supported.

Whatevar dacision is taken, tha GIS will gtill exist and
need a Head of Profession and an IOMU. It would be folly to
abandon sither.

Tha Head of Profession should continue to be the Director
Ganeral of the COI, assisted in the foreseeable future in
the career management of press officers by the Chief Press
Secretary; and the IOMU should continua to work to the
Head of Profession. A formal colleglate system for
considering appointments is unnacessary and impractical.
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The IOMU should be asked to report on the training needs and
possibilities for members of the GIS and the desirability of
a GIS forum to improve professional communication between
members of the GIS and with the wider communications world

outside.

2'(-‘\ "\--"l " L I
d

BERMNARD INGHAM

4 September 19EB
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10 DOWNING STREET
LONDON SW1A 2A4
From the ,F'rj.':lr.l;pw.l' Privite Secrelary 3 -Ir'Ll.lg'Li.E-t LOER

. s

The Prime Minister has asked me to draw to Ministersg!
attention the outcome of a recent review of the conventions
governing Government publicity and the role of the Central
Office of Information. The attached letter sets out expanded

guldance on this subject, as a supplement to that contained
in C(E){(8B) 1.

The Prime Minister regards it as important that Ministars
should fellow these guidelines =crupuleusly. This would
be so at any time. It is particularly so at a time when
Govermment expenditure on publicity has, for guite legitimate
reasons, increased significantly over the last two years
and when the Government is seeking to prevent the use by
other publiec authorities of public moneay for party political
pUrposes.

I am sending copies of thie letter to Private Secretaries
to Members of the Cabinet, Murdo Maclean (Chief Whip's Office]
and Eleanor Goodison (0ffice of Arts and Libraries).

LU

(M. L. WICKS)

Alex Allan, Esg.;
HM Treasury.

CONFIDENTIAL




Ref. AOBB/2429

MR WICKS i ?FL

Government Publicity

A5 requested 1n vour minute of 26 July
to Sir Robin Butler, I attach a draft
letter for you to circulate to Minlsters
to inform them of the new arrangements.
This is in the form of a short covering
letter, enclosing my letter of 26 July
(attached].

h"-..-'"l c_r_-.-f{ti" L-:}

e
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- A WOOLLEY
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CRAFT LETTER FROM MR WICKS TO PS/CHANCELLOR

GOVERNMENT PUBLICITY

The Prime Minister has asked me to draw to Ministers' attention
the outcome of a recent review of the conventions governing Government
publicity and the role of the Central Office of Information. The
attached letter sets out expanded guidance en this subject, as
a supplement to that contained in CI(P)(BB) 1.

The Prime Minister regards it as Amportant that Ministers
should follow these guidelines scrupdlously. This would ba so
at any time. It is particularly sg¢ at a time when Government
expenditure on publicity has, for quite legitimate reasons, increasad
significantly over the last two /years and when the Government
is seeking to prevent the use by other public authorities of publiec
money for party political purposes.

I am sending copies of this letter to private secretaries
to members of the Cabinet, Murdo Maclean (No. 12) and
Eleanor Goodison (OAL).
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CABINET OFFICE
70 Whitehall London SWI1A 2AS
01-270 0101

From the Secretary of the Cabinet and Head of the Home Civil Service
Sir Riobin Butler KCB CVO

Ref, ADBB/2319 26 July 1988

Deav S ’

Government Publicity

In the light of the growth in the velume of Government
publicity, and of the change in the role of the COI, a review
has been undertaken of the conventions governing it and the
mechanisms for ensuring that propriety is observed and value for
money (VFM) secured. The outcome of this review,which has been
endorsed by the Prime Minister provides additional guidance on
propriety and VFM to that contained in the Cabinet QEfice
memorandum submitted to the Widdicombe Committee and attached to
C(P)(B8) 1 (copy of memorandum attached for case of reference);
restates how the main weight of responsiblity of departmental
Ministers, Permanent Secretaries and other Heads of Department-
should be discharged; and describes arrangements at the centre
(Cabinet Office and Treasury) for advising on especially
difficult cases. This letter sets out the expanded guidance and
also outlines a revised structure of central responsibilities,

Propriety

The main conventions, as stated in C(P)(88) 1, require that
Government publicity:

a, should ba relevant to Government responsibilities;

b. should be objective and explanatory, not tendentious
or polemical;

T should not be, or be liable to misrepresentation as
being, party politicalj;

d. should be produced and distributed in an econcmic and

relevant way, having regard to the need to be able to
justify the costs as expenditure of public funds,

JTheese conventions

€ D H Sargent Esq
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These conventiona, as amplified in the attached memorandum,
continue to serve the Government well., However, paragraphs 11
and 12 of the memorandum which deal with "Explanation and
piscussion of Existing Pollcles® and by inference with new
policy developments not needing primary legislation, do not
address in any detail the particular problems posed by the
availability and effectiveness of modern communications
technigues on the one hand, and the risk they carry of party
political impact on the other. The Government i3 now one of the
largest purchasers of paid publicity, and as well as providing
general information for the public, uses publicity to influence
the social behaviour of individuals and the economic behaviour
of individuals and businessmen.

Government publicity (and especially advertising) campaigns
have to compete for attention with other publicity. To be
effective they need to be professionally presented in such a way
as to register a clear message with the publie. They should
also impress upon the publie, whether listening, wviewing, or
participating in events such as conferences, that the Government
is taking pains over the presentation of the facts and lts
message. Shabby and ill thought out presentation can be as much
a waste of public funds as the extravagant use of resources.

It would however be counter productive if the level of
spending on a public campaign impeded the communication of the
message it is intended to convey by itself becoming a
controversial issue. To pass the test of acceptability,
Government publicity should always strike a balance in spending
on often expensive modern communication techniques.

It is no less crucial, if Government publicity is to remain
acceptable within the conventions, that it avoids any doubts
about its purpose, Government publicity should always ba
directed at informing the public even where it also has the
objective of influencing the behaviour of individuals or
particular groups. It 1s possible that in serving the public in
this way a well-founded publicity campaign can redound to the
political credit of the party in Government, By definition this
is a natural consequance of political office but must not be or
be belleved to be either the primary purpose or a principal
incidential purpose of a campagin.

Ministers and Heads of Department need to be on their guard
against these dangers, They can stem as much from context,
treatment, style, tone and quality of presentation as from the
actual text employed., Bach of these will need to be examined.

A publicity campalgn, or individuval components of it, needs to
be closely scrutinised not only in detail but also for its
overall effect. "Image building®, whether explicit or implied
and whether of Government or Minister, is not acceptable, The
test is whether a campalgn, taken both as a whole and in part,
can be justified as an effective response to a requirement to

communicate with the public, or a particular section of lt on an
issue of importance.

. In additicn, it has been the policy of guccessive
Governments, maintained by the present, that Hinisters and
Departments should not make use of public telations
congsultants,

/Value for Money (VFM)

NP TRENTTAT,
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value for Money (VFM)

As with any other kind of public expenditure the prime
responsibility for ensuring the economy efficiency and
effectiveness of a publicity propesal is for spending
Departments. The Treasury is responsible for carrying out its
normal rola which will include guestioning whether a particular
proposal is a justified use of public funds or whether adequate
evidence about the effects it achieves ls or will be available.

The Accounting Officer's general VFM responsibility is if
anything more acute in this area becuase of the high visibility
of publicity expenditure and the potential intangibility of
results, A rigorous examination of all proposals for publicity
expenditure, starting from first principles, is therefore
essential.

In each such case those responsible for the proposal need
to be able to give a persuasive reply to the following
questions:

Is it necessary to have a publicity proposal which
goas beyond what can be achieved in the normal way (ag
Parliamentary announcement, Ministerial speech, regular
pabliciation)?

ii. If so, what is the precise goal, and precise target
audience?

iii. What means of publicity is best suited to achieve this
goal and target?

iv, What iz affordabla?

v, How are results to be measured, distinguishing between
publicity effects (such as the level of awareness of
information) and non-publicity effects (such as changes in
behaviour)?

vi. Where the final objective of publicity is to influence
the behavicur of individuals or the performance of
business, is there adequate evidence of the effects
achieved or, failing that, have sufficient arrangements
been made to get such evidenca?

vii. In the light of these considerations, is the publicity

coursa chosen the most economical, efficient and effective
in the circumatancea?

In some of the newer ecconomic areas there is often a close link
between propriety and value for money. For exampla the argument
that it is a legitimate use of public money to promote the
importance of better business performance through paid
advertising depends crucially on its effect on behaviour.

Frocedures

The responsibliity for ensuring that the conventions on
propriety are cbserved and that value for money is being
achqe¢ga rests with Departments and in particular with

fdepartmental Ministers

e TRENTTAT,
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departmental Ministers and Beads of Department., The principal
source of advice to Ministers and Heads of Department in this
fiald is the departmental Head of Information, Heads of
Department should ensure that the Aead of Information always has
gufficient opportunity to advise on propesals for pald
publicity, as well as the departmental Finance Divisien.

1f the departmental arrangements work well, the need for
raference to central Departments should be very limited. 1It is
likely to arise in three distinct clrcumstances:

i, if a publicity proposal falls in to a category where
central reference is mandatory, as is at present the case
for paid publicity in advance of legislative approval;

ii., if a proposal is "novel or contentious™ in expenditure
terms, in which case reference to the Treasury would be
expected under the rules in Government Accounting and the
public expenditure conventions generally;

1ii., where a Minister, Head of Department or Head of
information wanted a second opinion on the compatibility of
a proposal with the current central guidance.

Ristorically, COI (and in particular the Director-General)
has provided central advice in difficult cases. Many potential
problems will still in practice be avoided in dialogue betwean
Departments and COI, since COI continues to provide Departmenta
with advice on the most appropriate and effective ways of
mesting their publicity objectives, drawing on wide experience.
However, with relations between Departments and the COI moving
progressively on to a contractual basis, and with Departments,
as a result of untying, being free to take publicity business
slsewhere, COI will not in future be able to discharge this

regulatory function without conflicts of Interest and gaps in
its coverage.

In the future, responsibility for provision of central
advice on the conventions will be provided through the Cabinet
gecretary's office for propriety gquestions, and in the relevant
Treasury Expenditure Division for value for money issuas. The

division of subjects, using the terms of C(P)(88) 1, will be as
follows:

Ccdbinet Office: relevance )
obdectivity )
fion polemical )
non party-political )

propriety

The Treasurys: production/distribution )
in an economiec way and ) value for
a justified use of ) money
public funds )

At Ministerial level, the Chief Secretary, Treasury acts as
a point of reference on Government publicity matters, and has
responsiblity for the adjudication of conflicting departmental
approaches to the presentation of Government publicity.

/cipiiae) 1
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C{P)(88) 1 requires all proposals for pald publlicity about the
contants of legislation in advance of Parliamentary approval to
ba referred to him, and this requirement remaina in force,

I am copying this letter to the Private Secretaries to all
Permanent Secretaries and to all other Heads of Department,

‘fﬁ4#¥i L,

‘-.JLI-:.H.FhW

(T A Woolley)
Private Secretary

CONFIDENTIAL
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THIS DOCUMENT IS THE PROPERTY OF HER BRITANNIC MAJESTY'S GOVERNMENT

C(P) (89) | CopyNo. 313
February 1988

CABINET: PROCEDURE

CONYENTIONS ON GOY ERNMENT PUBLICITY AND ADYERTISING

WoTE BY THE PRIME MINISTER

It is important that the conventions governing Government publicity developed
Over SUcCessive administrations are scrupulously ohserved. This would be so at any
time: it is particularly so ata iime when the Government is secking to prevent the use
by other public authorities of public money for party political purposes.

3 These conventions were sel oul in a memorandum submitted by the Cabinel
Office to the Committee of Inquiry into Conduct of Local Authority Business (the
Widdicombe Committee) in 1983, and in oral evidence given 10 the Committee by the
Secretary of the Cabinet and the Director General of the Central Office of Information.
A copy of the memorandum submitted to the Widdicombe Committee is attached
herewith.

3. Insummary these conventions require that Government publicity:

(a) should be relevant 1o Government responsibilities;

(b) should be objective and explanatory, not tendentious of polemical;

(¢) should not be, or be liable to misrepresentalion as being, party political;

(d) should be produced and distributed in an economic and relevant way, having
regard 1o the need Lo beable to justify the costs as ex penditure of public funds.

4. Especial care is needed where it is envisaged (hat Government publicity
should be given 1o proposals which are, or are to become, the subject of legislation in
Parliament. Until such measures have become law, any Government publicity should
neither assume nor anticipate Parliamentary approval. Thisisa particularly sensitive
area, in respect of which the machinery for ensunng compliance with the conventions
needs Lo be reinforced.

% Ministers should therefore ensurc that all proposals for paid publicity about
the contents of legislation in advance of Parliamentary apptoval, together with the
proposed distribution of the material, are referred to the Chiel Secretary, Treasury for
his consideration.

6. W s also clear thal there is increasing pressure from the ublic relations
industey for Minisiers 1o employ (heir servicesin a consullancy capacity. Again it has
been the stated poficy of supoessive Administrations to rely upon the expertise and
experience of the Government's own advisers and to decline offers from commercial
public relations companies. 1 do not believe that Ministers could, as a general rule,
justify to Parliament the use of public relations consultants, and I consider it important
that the well established conventions in this area should also continue to be observed.

M.H.T.
10 Downing Street

February 1988
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CENTRAL GOV ERNMENT CONVENTIONS ON PUBLICITY
AND ADVERTISING

NoTe BY THE CABINET OFFICE

This note sets out the conventions which successive governmenis have applied Lo
their publicity and advertising. There have been changes over the years in the Lype and
quantity of what may be broadly described as publicity. Methods of communication
change or develop, and Governments have increasingly put oul more information
about their policies and activities. but the basic conven tions have remained. They are
in general lerms, but have in practice provided a satisfactory basis for the exe reise of
judgment in individual cases.

The Main Conventions

3 Ttis right and proper for Governments to use public funds for publicity and
advertising 1o explain their policics and 10 inform the public of the Government
services available to them and of their rights and liabilities. Public funds may not,
however, be used to finance publicity for parly political is rule governs not
only decisions about what is or is not o be published bul also the content, style and
distribution of what is published. This basic rule covering all Government publicity
and advertising has been accepted under successive Administrations. ;

3. The conventions apply 1o both * paid ™ and ” unpaid* publicity. ~ Paid
publicity includes paid advertising In the press, on radio and on television, leaflel
campaigns, exhibitions elc. “Unpad ™ publicity includes papers presented 1o
Parliament as White and Green Papers and other consultation documents (which are
sold 1o the public at pnees intended to defray the cosis of printing, publication and
distribution), press notices and other official briefing material (all of which may never
the less involve some cost Lo public funds in Civil Service costs).

4 The convenlions are.

(i) subject matier <hould be relevant lo Governmenl responsibilities. The specific
matters dealt with <hould be ones in which Government has direct and
substantial responsbilities;

(i) comtent, tone and presentation should not be * party political » The treatment
should be as objective as possible, should not be personalised, should avoid
political slogans and should not directly attack (though it may implicitly

respond to) the poficies and opinions of opposition parties of groups;

(i) distribution of arsolicited material should be carefully controlled. As a general
rule, publicity touching on politically controversial issues should not reach
members of t Eublil: unsolicited, except where the information clearly and

directly affects their intcrests. The level of intrusion is highest for lelevision,
newspapers and poster advertising and material delivered to people’s homes,
and lowest for material ava ilable only on request. The general rule is that
leaflets etc may be issucd:

(a) in response 10 individual requests, or enclosed with replies to related
correspondence;

(b) to organisations of {hose with a known interest of, with the,
organisation’s agreement, - bulk for distribution at their own expense 10
their membership only.
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(iv) costsshould be justifiable, The Government are accountable to Parliament for
the use they make of public funds for publicity, as for any other purpose. The
Accounting Officer for the Vote concerned has a particular responsibility to
the Public Accounts Committee.

Detailed Application

§. The following paragraphs sct oul how these conventions are applied to the
main kinds of Government publicity. Some specific examples of publicity in potentially
politically controversial areas are given at Annex.

MNew Policy Proposals

. The main forum for the presentation and discussion of Government policies
is Parliament. Major policy proposals are usually presented to Parliament as
Command Papers which are sold to the public at a price designed Lo cover the costs of
printing and disiribution. Thus the cost to public funds usually consists only of the
costs of preparing the text. Other pro posals on which commenis are invited may be set
out in less formal documents in printed or typescript form. These are sometimes priced
and sometimes provided free of charge. They are deposited in the Libraries of the
House of Lords and the House of Commons at the time of publication and may be sent
uhsolicited to those with a known interest (not as a rule to the general public, although
copics may be provided on request). The public will also get information free of charge
through the official information machinery (Deparimental Press Offices and the
Central Office of Information) by means of press notices or other briefing.

7 Command Papers, consultative documents, official press notices and briefing
material may well cover matiers which are the subject of party political controversy.
Such material will set out what the Government is doing and what they want lo
achieve. Butl content, tone and presentation follow the conventions set out in
paragraph 4. The emphasis is on expasition and the arguments.

£, Public funds have been used in recent years to supplement this kind of
“ pnpaid ™ publicity in two ways:

(i} popular versions of Command Papers. These are simplified versions of White
apers etc which are supplied F:& of charge and intended to reach and
answer the questions of those who are unlikely to buy or read the on-sale
document. Examples are Britain's application to join the EC (1971),
devolution (1976), counter-inflation (1975), buses (1984).

leaflets dealing with typical questions. These arc handed out in place of, or
enclosed with, replies to letters from MPs or the public and may be given
wider distribution if appropriate and cover the main questions which may be
raised about a particular policy proposal. Examples are leaflets explaining
and answering points on the Government's proposals on live animal
experiments (1983-84), the privatisation of British Telecom (1983) and the
abolition of the GLC and the Metropolitan County Councils (1983).

9. Both kinds of publicity may be criticised, and presentation and handling are
therefore looked at particularly carefully. They are usually writlen in a more popular
style than ihe traditional Government papers which they supplement. But, like them,
they follow the convenlions on content and presentation. The emphasis is on facts and
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explanation rather than on the political merits of the proposals. And titles are carefully
chosen to be as neutral as possible. For example the recent leaflets on abolition of

certain local auvthorities are simply headed ‘Afer the GLC' and “After the
Metropolitan County Councils’.

RESTRICTED

10. The justification for such publicity is that it enables the Government to
explain its policies and the reasons for them to the general public in a cost-effective
way, in circumstances where the traditional means of exposition—slatements in
Parliament and press notices—may not be sufficient for the purpose. There should be
a reasonable relation between the cost of the publication and the likely cost of public
funds in lerms of enquiries from the public etcif it were not produced. The extra cost of
printing the material (as distinct from simply photocopying it) must also be justifiable.

Explanation and Discussion of Existing Policies

11. The same general conventions apply to publicity for existing policies. Paid
publicity may be used where the Government believes that a direct approach to the
public is needed to give more information about particular issues and policies or to
clear up misconceptions, Examples include advertising campaigns on counter-inflation

policies (1975), and leaflets and films on defence and disarmament issues (since 1979)
and a variety of departmental reports.

12. [In such cases subject matter, presentation and handling are again critical,
particularly when publicity deals with issues on which there is no consensus. The
presentation of arguments and counter-arguments takes account of the need Lo avoid
criticism that public funds are being used to disseminate party political propaganda.

The emphasis 15 on the factual basis and expaosition of Government policies rather than
on partisan argument.

Information about Rights, Obligations, Liabilities and Government Services

13. This kind of publicity covers a wide range. It may [ollow legislation which
has given the public new entitlements or obligations. Tt may remind the public of
entitlements which the Government would like to see taken up more widely. Or it may
be used to encourage the public to adopt certain kinds of social behaviour. 1t has been
accepled under successive administrations that the Government has a clear duty to
inform the public in this way. There is no question about the public’s nced 1o be
informed of their legal entitlements and obligations, and the services available to them.
The Government also has a clear right 10 use publicity to encourage behaviour which
is generally regarded as being in the public interest (eg road safety advertising). Most
publicity of this kind consists of leaflets, posters and newspaper advertisements. Some
of these simply provide factual information and practical advice but others need Lo be
more persuasive in content and presentation. Similar publicity is used to explain

changes in the law which affect individuals or businesses, or the work of their
professional advisers, Citizens” Advice Bureaux ete.

14, There may be some sensitivity where the matters publicised are the product
of controversial legislation or potentially controversial policies. Examples include
** Fair Rents™ (1972-73), “ Right 1o Buy ™ council houses (1980-82), “ Right to Buy ™
(1984), “Right to Buy™ in Scotland (1984), and the * Switch Off Something™
campaign in 1974. Care has been taken in the * Fair Rents™ and * Right to Buy " cases
to present the information in a way that concentrates on informing the public about
the content of legislation and how it affects them. Material of this kind is justified in
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principle by the need of members of the public to be informed of what entitlements are
available 1o them under legislation. In the second case, the Switch Off Something™
campaign was gencrally accepted as necessary because it bore directly on maintaining
the life of the community in a national emergency. s continuation during the

February 1974 Election campaign was specifically agreed with the Opposition Chief
Whip.

Recruitment

15, Paid publicity is used extensively by the Government Lo recruit people in
various public services. This is generally non-controversial, but the cost musl still be
justified,

Legal Position

16. Departments of central Government, unlike local authorities, do not rely on
any specific statutory authority to spend money on advertising and publicity. Their use
of publicity is covered by the principle that the Crown—and Ministers of the Crown as
its agents—can do anything an ordinary person can do provided that there is no statute
to the contrary and Parliament has voted the money. The safeguard is of course the
Government's accountability to Parliament for all that they do and spend.

Criticism of Government Publicity

I7. Government practice on the basis of the convention has pccasionally been
criticised in Parliament and in the press, but scems to have been subject 10 only rare
formal challenge in recent years. Three instances are: '

(@) In August 1971 an injunction was sought in the High Court against the
distbution of a shortened White Paper on Britain's application to join the
EC. The injunction was not granted, and Mr Justice Griffiths (Jenkins v
Attorney General and another, 1971, 113 Solicitors Journal, Part 11 p 674)
“ could not accepl the submission that the prerogative pawer of the Crown to
issue free information was limited .... 1o information about Government
execulive action pursuant 1o law and excluded the power to inform the public
of Government proposals ....".

(&) In 1973 the 1BA objected to the term “fair rents” in the Government’s
advertising following the Housing Finance Act 1972 {even though it had been
used in the legislation), and the wording had to be changed.

(¢) In 1982 advertisements in the press of current pay offers to the NHS, though
entirely factual, were ruled by the Advertising Standards Authority o be
political and therefore outside the scope of its code.

RESTRICTED




K

RESTRICTED

ANNEX

CENTRAL GOVERNMENT CONVENTIONS ON PUBLICITY
AND ADVERTISING

(Evidence given lo the Widdicombe Inquiry)

This note reproduces the Appendix to Annex A to the Note by the Cabinet Office
dated 25 April 1985, with the addition of such information about costs as could be
oblained without disproportionate expense.

I. POLICY PROPOSALS
|. Britain's application to join the European Community (1971)

Leaflets, posters, shortened version of White Paper: 54 million copies of shortened
White Paper, cost £191,000; leaflets £255,850; advertising the leaflets £86,150 (all
figures to July 1971).

2.  Devolution (1976)
Popular version of 1975 White Paper published as booklet. Available free at Post

Offices in Scotland and Wales. 1,360,000 copies printed, cost £43,000; press
advertising of its availability cost £31,300.

3. Police and Criminal Evidence Bill (1983-84)
Booklet on Government proposals, giving replics lo main criticisms. Supplied free
of charge on request and distributed to various interested groups. Copies enclosed

with replies to letters from MPs and public about the Bill. 2,000 copies printed,
cost £1,200.

4. Bus Policy (1984)

Leaflet summarising White Paper and answering main questions about the policy.
Supplied free of charge on request and senl to various interesied groups. Copics
enclosed with replies to letters from MPs and public about the Bill. No bulk
distribution, bul extra copies available 1o MPs. 20,000 copies printed, cost £1,564.

§.  Privatisation of British Telecom (1983)

Pamphlet explaining Government's aims and proposals in recently introduced
Bill. Produced to deal with questions most commonly raised. Issued lo
arganisations which had expressed interest in the Bill and in reply 1o MPs and
public correspondence. 18,000 copics printed, cost £1,935.

& Abolition of Greater London Council and Metropolitan County Councils (1985)

Two pamphlets explaining Government’s proposals in Local Government Bill
produced after Second Reading in response to requests for information about the
proposed arrangements. Sent 1o all MPs, the press, and the relevant local
authority associations. Enclosed with replies to letters aboul the Bill, and supplied
free of charge on request. Initial print 5,000 of each pamphlet, total cost £9,600;
further prints 25,000 (GLC) and 40,000 (MCCs), total cost £3,400.

EXPLANATION AND DISCUSSION OF EXISTING POLICIES
7. Counter-inflation campaign (1975)

Pamphlet (based on earlier White Paper) distributed to all households. Other

briefing material supplicd on request. Newspaper advertising beforehand. Cost of
pamphlet £850,000, advertising £94,000.

£. Environmental protection (1984)

Booklet for London Economic Summit on achievements in environmental fields.
25,000 copies printed, cost £29,000.
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9. Defence Policy Generally, Nuclear Defence, Arms Control and Disarmament
{Continuing)

Several information booklets, pamphilets and films. Available free of charge on

request. Some distribution by non-government agencies on basis that there should

be no unsolicited distribution. About £20,000 was spent for the Ministry of

Defence in 1984-85 on material explaining nuclear and disarmament policies.

10. NHS Pay offers (1982)

Advertising in nursing journals (offer to nurses) and national press {offers 1o all
NHS groups). Total cost £83,000.

(NB. Advertising Standards Authority ruled that the advertisements were
political and therefore not within the scope of its Code.)

11. Control of Experiments on Living Animals (1983-84)
Leaflets distributed on request and in reply to correspondence. Set out policies

developed by successive Governments and answered points about the 1984 White
Paper proposals. Costs £1,952 (1983), £60 (1984).

12. Civil Defence (1974, 1980-83)

Priced and free publications. Free publications distributed on request and also to
local authorities for issue by them on same basis. For the two recent unpriced
publications, costs were £29,068 (1981) and £600 (1983).

INFORMATION ABOUT RIGHTS, LIABILITIES, GOVERNMENT
SERVYICES ETC.

13. Switch Off Something campaign (1974)
Advertising on TY, press and radio to persuade domestic users 10 save electricity
during the miners' dispute.

I4. Fair Rents campaign (1972-73)
Leaflets and booklets for privale sector lenants explaining Housing Finance Act

1972. TV and press publicity for both private and public sector ienants. Cost of
leaflets and booklets £4,000, advertising £683,000 (1972-13).

15. Right to Buy (1980-82)

Booklet explaining council tenants’ new rights under the Housing Act 1980.
Supplied free of charge on request. Some ordered by Conse rvative Central Office
for distribution door 1o door.

16. Right to Buy (1984)
Explaining extension of rights under the Housing and Building Control Act 1984,
Booklet and letter from the Minister distributed to most ¢duncil tenants by a
commercial organisation. TV and newspaper advertisements. Total publicity for
Right to Buy was as lollows:
 1980-81 £655,000

1981-82 £239,000

1582-83 £76,000

1983-84 £1,340,000
17. Rates Act (1984)
Explanatory leaflet about the purpose of rate limitation and how it would work,
in question and answer format, delivered to 5 million households in the areas
subject 1o rate limitation in 1985-86 under the Rates Act. Advertisements placed
in national and local newspapers. Estimated total cost approximately £420,000.

(Revised 23 May 1985.)
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10 DOWNING STREET
LONDON SW1LA 244

Erom the ..F"FfH{'J:pulll Privale aecrefary

IR ROBIN BOUTLER

GOVERNMENT PUBLICITY: CENTRAL OFFICE OF INPORMATION REVIEW

The Prime Minister discussed with you this morning your minute
of 19 July about the outcome of the Review of certain aspects
of the Central Office of Information's role, including

the arrangements for ensuring propriety and value for money in
Covernmenkt publicity.

The Prime Minister believes that the costs guoted in paragraph
9 of the Review, and set ocut in the chart attached to it,
overstate the growth in the "real" volume of advertising
expenditure. This is because costs of advertising have
increased Faster than the increase in the RPI/GDP deflator.
She believes that the growth pattern would look somewhat
different if the figures guoted had beaen deflated by a Eactor
relating to the growth in advertising costs. But subject to
this particular point, the Prime Minister agrees with the
conclusions of the Review set out in paragraph 32.

She agrees, too, that your office should now send the draft
letter at Annex B of wour submizssion to the officaz of

Heads aof Departments, so0 that they disseminate within
departments the extended guidance of propriety and value for
money, together with the new procedural arrangements. She
would also like me to inform Ministers of the new arrangements
and T should be grateful if you conld provide me with a draft
latter for that purpose.

I am sending copies of this minute to the Private Secrataries
to the Chancellor of the Excheguer, the Chief Secretary and
Sir Peter Middlaton.

N[ W,

N. L. WICES
26 July 1988

EELARH
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Az one who helped produce the report I am of course in agreement
with it.

The growth in Govermment publicity spending, especially on
advertising, the development of publicity technigues and the
political interest in Government publicity are not the only
reasons for the review. The COI has been put In a very difficult
position by the process of "untying®™ when called upon to advise on
the propriety of Government publicity; it could mean that it is
inhibi¥ted from giving advice which might lose it Government
contracts. '

e —
——

The report proposes a satisfactory way of removing this unhappy
conflict of interest which leaves me free to advlse the Prime
Ministar if sha were ever called upon to adjudicete. I hope the
Prime Minister will accept the report's recommendations.

I think vou should inform Ministers of the new arrangements. I
have undertaken at the appropriste time to lead Heads of

Information through the report and the proposed new system as
accepted by the Prime Minigter.

Thera 1s =some urgency about getting the new system in operation
since there is some evidence that further problems will arise 1f
firm guidance is not given.

As you will see from Sir Fobin's minute, the report team are going
on to examine the future arrangements for the overall organisation
and career management of the Government Information Service. This
raises some difficult iggsues which may touch the post of Chief

Press Secretary. I will keap you posted.

e

BERNARD INGHAM

21 July 1988
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& Fn--ﬂ., (2 aans
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N.LJ
1-7.
Government Publicity: Central Office of Informaticn Review

FRIME MINISTER

Mr Wicks' minute of 31 March approved the proposal in my
minute of 29 March for a rﬂulew of certain aapecta of the

Cantral Office of Information's role, lﬂcludlhq the arrangemants

far ensuring pruprlety and wvalue for money in Government
pabl icity.

2. 1 attach the report of the group, comprising Mr Ingham,

Mr Devereau (the acting Head of the COI1), and representatives of
the Treasury and Machinery of Government pivision here, which I
set up to look into these matters. You will want to consider in

particular the conclusions at paragraph 32, and the draft letter

at Annex B which it is proposed my office should circulate to

" ——

Heads of Department,

3. The main conclusions are:

1. the existing guidance on propriety and value for money
in Government publicity, as atated in the Government's
aevidence to the Widdicombe Committee, needs to be
supplemented in the light of the approximate doubling of

Government publicity expenditure in the last two years, and

the increased use of television advertising;

{i. tHe primary responsibility for the maintenance of the
conventions should rest with individual Ministers and their

-

Departmants;

{ii, whers central guidance on the application of the
conventions is reguired, the COI will continue to advise on

1
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a day to day basis, but difficult cases should be referred
to me whaere propriety is concerned, and to the Treasary

where valus Eor money cnnéﬁderatinns arise - at Ministarial
level, the Chief Secretary adjudicates, though Ministers do

of course have the ultimate right of recourse to you:

iv., the COI should continue to develop as a specialist
agency providing consultaney, procurament and project
management services in publieity to Dapartments, on a
repayment and untied basis {advertising expenditure remains
tied at present, but is under separate review by the
Treasury).

d. 1 endorse these conclusions, as does Sir Peter Middleton.

Government publicity is always delicate ground, and the recent

and visible increase in expenditure has not surprisingly raised

the level of political scrutiny. The publication last month of
the Code of Practice on Local Authority publicity, to which

local Authoricies are statutorily required to have regard, will

algo stimulate scrutiny of any central Government publicity

which appears to breach the rules now laid down for local

govarnmant.

e

B I propose that my office should girculate the draft letter

at Annex B to the offices of Heads of Department, which would

digseminate the extended guidance on propriety and value for

money to Departments, together with the new procedural

arrangemsnts. You may subseguently wish Mrc Wicks to inform

- . l'-.-___-— — i 1
Ministers of the new arrangements, in which case I will supply a

G. Separately, I have now asked the raview group to produce a
further report for me on the future arrangements for the overall
organisation and career management of the Government Information

Sarvice.

2
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Fa I should he glad to know whether you are content that we

should proceed in this way.

I am sending copies of this minute to the Chancellor of the

2.
Exchequer,
Middlaton.

the Chief Secretary, Treasury and to Sir Petar

ces

ROBIN BUTLER

19 July 1988

3
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C0OI REVIEW
Introduction

In the light of recent developments, including the
untying of Departments from the COI for Government publicity,
and critical Parliamentary scrutiny of some recent Government
publicity campaigns, we were asked to consider:

——

e

{i) the future arrangements for ensuring that Government
publicity campaigns lie within accepted reguirements

e

for both propriety and value for money:

the future role of the COI and the organisation and

S———

management of the Government Information Service
{GIB).

2. puFr initial work has foecussed on the f;zgt of thessa

ST
tasks, though we have considered the second te the extent necessary

to ensure that our conclusions are E;Ebatible with the likely future
role and structure of the GIS as a whole.

The problem

3. To be effective the methods and techniques used in Government
publicity work need to keep abreast of those used in society at

large. They are subject to rapid change, and to changing r&lative

—— e

costs. At the same time, it is important that Government publicity
campaigns shnuag never be open to legitimate charges that taxpayers'

money is being misused for party political purposes. It is also
important that the overall approach and the methcd¥® used demonstrably
achieve value for money (VFM).

- - —

—

—
g, There is"a natural tension involved in the simultanecus achievement

of these goals. For them to be achieved, there needs to be:

——

- eclear, appropriate and accepted guidance on the requirements
for propriety and VFM,

clear allocation of responsibility for ensuring that these
requiremzﬁts; including the prnufﬁimn of authoritative advice

in.difficult cases, are met; and machinery for resolving
disputes (though this should be wvery much if the—imet resort).

1
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There is also uncertainty over the appropriate role now for the

CO0I. Its central role as a provider of information and ﬁuhlicity
services to Departments is being modified by untying and by the
development of the FMI approach within departments; these developments,
which put COI's relationship with departments on to a more contractuoal
basis, also affect COI's ability to act as an authoritative guide

on questions nf_ﬁrnpriety‘ A clear definition of COI's future role

is needed. y

Background

5. Current guidance on the conventions on Government publicity
and advertising is at present contained in two separate documents:

(1) C{P)(BB) 1 of Fabruary 1988 covering a copy of the memorandum

submitted by the Cabinet Office to the Widdicombe Committee
in 1985; and

a letter of 19 December 1985 from the Private Secretary

to the Secretary of the Cabinet and Head of the Home Civil
Service on the Presentation of Government Actions; which
itself referred te the Widdicombe evidence.

6. The first of these gives guidance on both propriety and value

for money (althoogh it is principally concerned with the former).

It is essentially concerned with restating accepted conventions

of custom and practice, especially of aveoiding the charge that taxpayers'
money is being misused for party political purposes. The second

is more concerned with effective presentation and mentions issues

of propriety as a restraint, and referred Departments to COI as

a source of advice on mechanics for publicity, propriety, and the
conventions on the use of public funds. It predates the substantial

and rapid growth of Government publicity in the last two years,
and the untying of departments from the COI.

7. Value for money, as opposed to propriety in ite use, has also

to be seen in the light of guidance on the responsibilities of Accounting
Officers, and the role and responsibilities of the Treasury for
achieving value for money as a part of controlling public expenditure.
Expenditure on publicity may or may not be a part of the delegated
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‘financial responsibilities agreed for particular departments. Whera
it is not the Treasury is to be consulted on expenditure proposals.
Where it is, the convention that novel or contentious expenditure
should still be referred to the Treasury applies,.

B. The COI's origins lie in the wartime Ministry of Information,
which provided Government information and publicity services on
a centralised allied service basis. The largest elements in its

work are:

the provision of advice to departments on how best to achieve

their publicity objectives

the procurement of publicity material for departments in
all media

the management for departments of publiecity campains and
projects.

It also undertakes overseas publicity for the FCO; operates a regional
network to provide information and publicity services to Departments
in the regions; and is a source of advice to departments on the
interpretation of the conventions on Government publicity. See

Annex A for further detaile. The Director General of the COI has
career management responsibilities for members of the GIS as head

of profession.

9. Expanditure by departments on publicity through COI has more

than doubled over the past two years from £66 million in 1985786

to EEEI_hillian in 1987/788. Even excluding expenditure on flotations,
which accounted for £34 milllon in 1987/88 (nil in 1985/86), this
still represents an increase over two years of some 75%. Since

moving te repayment in 1984, COI has reduced its staffing from 988

(in 1983/4) to 849 in 1987/B. The COI now provides its specific
services to dEEEEEmcntE nn_i repayment basis (all but £1 m of its

budget in 1988/9). GSince April 1987, Departments have been formally
untied from the COI for all publicity services apart from the procurement

of advertising, where it has hitherto been held that the volume

discounts COI can achieve represent best overall VFM; and the regional

o
——

service network. e
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10. The COI reports to the Chancellor of the Exchequer, who delegates
day to day responsibility to another Treasury Minister [currently

the Economic Secretary). In additien, the Chief Sacretary, Treasury

acts as a point of reference on Government publicity matters, and

has responsibility for the adjudication of conflicting ﬂepa?imental
approaches to the presentation of Government publicity. C(P)(88)1
regquires all proposals for paid publicity about the contents of
legislation in advance of Parliamentary approval to be referred

to him.

Discussion

11. We are persuaded that the present pattern of qu1dan:e. and

the machinery to suppnrt 1t, LEFEEE-hit and miss to prnvidﬂ sufficient
assurance that the conventions nﬁ"ﬁ;uprletf and value for money

are reliably and fully observed. Given the pace of change, and
Ministers' understandable concern that the Government's use of modern
communication methods does not lag too far behind what is accepted

by the public as contemporary and apprnpriate, the guidance available
needs to be bruught tﬂgethar and regularly examined to make sure

it is up-to-data,. At the same time the guidance itself, and the

machlnery to unﬂerpln it, needs to reflect rather than overturn
the progress which has been made in:

{a) the delegation of responsibilities to departments and

o — e

(b} turning the COI into an agency providing departments

S

with a professional resource on an untied basis.

—

_—

If this basic stance is agreed, the guidance given and the machinery
in support of it need to be filled out beyond what is now available
{although we do not believe the very general terms of paragraph

3 of C(P)(BE) 1 need radical change).

{a) Guidance on propriety and VFM

12. The main gap in the guidance on propriety attached to

—

C(P)(88) 1 lies in the section at paragraphs 11l ﬂng_}i on publicity
to explain and discuss existing policies (or policy
e T —

developments where no new legislation is needed). More emphasis

B
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is needed on the point that the scale and cost of any campaign
must be fully justifiable as being well-targetted and cost-effective
—— . —
in terms of final objectives such as informing the choice of individuals

or influencing the performance of businesses. Evidence of these

effects should be a key aspect of evaluations of publicity expenditure.
This additional emphasis is necessary because it is at a minimum
counter-productive if the level of spending on & campaign impedes

the communication of the message it is intended to convey by itself
becoming a controversial issue. In addition, a publicity campaign,

or individual components of it; needs to be closely scrutinised

not only in detail but also fﬂ:_i_t_ﬂ_ﬂiﬂrﬂ,_ujirfect. “Image building”®,
whether EEP_J'.LE,J:'t or Eii_iyﬁ.ﬂnul and whether of the Government or
Minister, is not aggegtﬂble* The test to be applied is whether

a campalgn, taken both as & whole and in part, can be Jjustified

—

as an eifective response to a reqﬁirEment to commanicate with the

public, ©or a particular section of it. 1Is any party political advantage

which may accrue to the Government incidental to the exercise or
more a calculated and intended consequence? If, on any reasonable

test, it may even appear to be engineering party political advantage,
the publicity would be indefensible.

13. In addition, some explicit guidance on wvalue for money needs

to be provided (see Annex B, paragraph 9).

(b) Procedures and Machinery

14. The main responsibility for ensuring that the conventions on
propriety are observed and that value for money is being achieved
must rest with Departments, and in particular with Departmental
Ministers, PeEggngnh_Eggregqriegi_gﬁﬂ_pthei_ﬁeggp_Ef_peﬁﬁrtm&nt.
Clearer guidance on the procedures and regquirements for decision

taking would be helpful even if the principles are well understood.

15. In departments, these procedures can be simply stated as a
requirement for the Head of Department, under the responsible Minister,
to be satisfied that all proposals for publicity comply with current
policies and guidance on propriety and value for money. The main
source of advice to Ministers and Heads of Department in this field

is the Departmental Head of Information. The delegation of respon-
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sibilities generally to line managers, coupled with the natural
tendency of senior information staff to focus on the more immediately
demanding and politically sensitive press relations side of their

work (where the most immediate pressures are usually felt), has

tended to undermine the key role of heade of information on publicity

matters. We therefore suggest that:

Heads of Infermation should be given a mandatory role as
adviser to their Minister and Head of Department on guestions

of propriety and VFM in relation to Government publicity
no parts of a Department should be exempt from this rule

those responsible for the management of major publicity
projects (whether or not in information divisions) should

be made fully aware of the groundrules and guidance available
on propriety and VFM.

If this approach is to be effective, Heads of Information will need

to have sufficient clout in a practical sense with senior line managers
in policy divisions; and understand the importance attached to
publicity work.

16. If the Departmental arrangements work well, the need for reference
to the centre should be very limited. It is likely to arise in

S
e e i —

three distinct ecircumstances:

(i) 4if a publicity proposal falls into a category where central
reference is mandatory. This is at present the case for
paid publiecity in advance of legislative approval: we
gee no need to add further categories;

if a proposal is "novel or contentious" in expenditure
terms, in which case reference to the Treasury would be
expected under the rules in Government Accounting and
more generally under the normal conventions:
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(iii) where a Minister, Head of Department or Head of Information
wanted a second opinion on the compatibility of a proposal
with the current central guidance.

Cages arising under (i) would fall to be decided by the Minister
for the time being nominated to carry out this function (at present
the Chief Secretaryl. Those arising under {(ii) would be a matter
for the Treasury who might or might net need to refer the issue

to their Ministers. 1In both cases those concerned could be expected
to wish to sesak professional GIS advice.

17. "Sor far as (iil) is concerned, COI {and in particular the Director-
General]hav& hitherto been able, through the advice they have given,

to resolve most difficult cases. Only rarely have such cases needed

to go to Ministers for adjudication. MNow and in the future, most
potential problems will in practice be resclved in dialogue between
Departments and the COI, since COI continue to provide Departments
with advice on the most appropriate and effective ways of meesting
their publicity objectives; drawing on wide experience: and will

aim to do so within the existing cocnventions. However, as relations
betwean departments and the COI move progressively on to a client-

contractor basis, it will becnm& more ﬂafflcult (if not impossible)
for tﬂl s1multanenusly to act as regulatﬂrfwhlstleblﬂwer- knowledge

i R e o Al S

fhat COI had such a role could discourage 4 departmenta from using
COI's adwvice, and in any case they are now free to take business
elsewhere.

18. Under these circumstances, three other central points of reference

merit consideration: the No. 10 Press Office; Treasury; and Cabinet

— . el

ﬂfEigg. " — —

19. We do not believe it would be Eenﬂihle or prac ical to give

Such ;EEEEnsihillties wnuld not routinely flt well with thﬂ main
work he is charged to carry out; and in the event of a confliet
of advice (his own and a department's), in the last resort he would
be advising the Prime Minister on how it shoiuld be resolved. We

do not believe this would be acceptable to Ministers.

20. The Treasury has to examine value for money as part of its

routine responsibilities in this and in other areas. Expenditure
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divisions are used to probing to see whether expenditure in an area
should be incurred at all, and if so whether it is likely to meet

its objective efficiently, effectively and economically. The Treasury
is not particulurly well placed however to offer 'second-guess’
judgements on the tone or accEPtabilltF of publicity (although its

e ————

Information Division could be strengthened to do this and provide

other professional advice as could the Cabinet Office). Propriety

and value for money would more readily be confused rather than clarified,
And departments might resent the Treasury having this particular

role more than they would the Cabinet Office.

21. The Cabinat office, and in particular the Cabinet Secretary,
would be the nanral place for departments to look for adwvice on
prﬁErlety and ! precedent in this as in other areas. The number of
cases rea¢h=ng him could he expected to be small; and he would

be able to look to MG Division and the relevant Secretariat for

advice as appropriate (they in turn might wish to take informal
soundings with members of the GIS).

22. On balance we conclude that the least disruptive change to
existing responsibilities would be to involve both the Cabinet Office
and the Treasury by dividing between them the task of advising on
the conventions and to do so broadly as follows:

Cabinet Office: relevance
objectivity
non polemical propriety

non party-political

The Treasurys: production/distribution } value

in an economic way and a )} for

justified use of public funds | money

This formulation uses the terms of C(P)(88)l.

23. Under the present allocation of responsibilities, any adjudica-
tion at Ministerial level would fall to the Chief Secretary,

T e E—
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Dissemination and monitoring

24. 1If these conclusions on propriety, VFM and procedure are accepted,

it will be necessary to issue the ampllfied guidanece on propriaty

and YFM, the reiteration of departmental fespnngihllltles, and the
changes in the central co-ordinating arrangements, _to departments.,
C(F)(88) 1 was Essu&d go recently that it may not be dgzixahle

to offer a revised version as the first result of this review.

The best means of giving updated and strengthened guidance initially

might therefore be via a letter from the Private Secretary to the
Secretary of the Cabinet to Permigggi_sggxgtariéﬁj offices. &A draft
is attached at Annex B. The Prime Minister might then be asked

to authorise a letter from Mo. 10 to Ministers' offices saying that
she has asked the Cabinet Secretary to circulate revised guidance

te Heads of Department, with a summary of its contents.

25. The pace of change and fashion in this field is sufficiently
rapid that it would be sensible to keep the central guidance under
regular review, and alsc to obtain regular feedback from Departments
about developments and problems. This might be achieved via an
annual meeting (under joint Cabinet Office/Treasury auspices) to
review trends and report developments, in the light of which the
guidance could be amplified or modified where necessary. A report
of this annual review should be submitted to the Cabinet Secretary
and the Permanent Secretary to the Treasury who would decide on

any necessary consultation with Permanent Secretary colleagques or
others. The results of the review should be reported to the responsible
Minister (at present the Chief Secretary) and from him to the Prime
Minister if appropriate.

Foture role of the COI

26. Paragraph 8 summarised the current role of the COI. Owver the

next few years, it is likely to evolve further in the direction
described there. Government Departments do not have the commercial
equivalent of marketing departments which, in addition to their
strategic functions, provide firms with in-house expertise on publicity
technigques and contractors. Departmental Information Divisions

provide the nearest equivalent in Government terms, but at times

need to supplement their expertise with specialist knowledge and




CONFIDENTIAL

gkills. COI therefore has a natural role as consultant to departments
on ways of achieving their publicity objectives, and (if Departments
g0 choose) as a project manager for the larger and more complex
publicity campaigns (e.g. 1992). Commercial publiecity, advertising
etc. agencies could not so readily perferm these particular tasks,
gince their other clients also tend to provide these functions in-

housa; there is also a natural conflict of interest.

27. This analysis suggests that there is a continuing role for

C0I in the three areas highlighted in paragraph Sp—and=indeed-that
departments will increasingly want a professional and competitive
servige-in-these areas. But there is no need to turn back the clock
from the present repayment/untied basis of provision. Furthermore,
CoI's continuing role as a consultant, procurer and project manager
is likely to be accompanied by a continued ({(though not total) mowve
towards contracting out of its intermal functions (e.g. COI continues
to provide a photography service for departments, but no longer
employs photographers or has its own darkroom or library facilities].
In an era of larger and more vi=ible publicity campaigns,"CoE's
ressarch capability (for checking the need for, and effectiveness

of, campaigns in achieving their stated objectives) @ alsoodikely
to- berof -continuing value to clisnt departments.

28. COI's regional service network operates essentially on a tied
basTs. Centralised management of information staff in the regions

parmits a more flexible and economical response to short term peaks
and troughs; the management of lone specialists in departmental

regional offices is never an easy task; and the present arrangements

already give individual Departments in the regions some say over

the choice of particular GIS staff in the COI office to serve their
particular interests. Centralised provision also facilitates provision
of an information service for members of the Royval Family when they
undertake regional visits, and provision of an emergency planning
service for Departments. The Treasury may in due course wish to
examine the scope for untrying Departments from this central provision,
but such an exercise would not detract from the general conclusions

of this report.

29. Nor do we see any need to disturb the present arrangements

for the provision by COI of all the PCO's reguirements for publicity
services overseas in the absence of any known pressure for changes
from the FCO.

10
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30. Within the CCI's mainstream activities, one area remains
tiads—adwertieing. Quite apart from any considerations of propriety,
this has been justified hitherto on the grounds that the volume

of business COI has to place enables it to achieve discounts

with the media which departments individually would not be able

to match, and hence an overall value for meney gain. This-pesiticn

is currently being reviewed separately by the Treasury in consultation
with COT.

Organisation and management of the Government Information Service
(G15)

31. In the first stage of this review weshave-not sought to
investigate in.detail-the.organisation-and mansgement of the

G158 as an-entity;  we propose-to -do so-as a second stage. But

our analysis and conclusions on the means for enforcing the conven-
tions on propriety and VFM, and in particular the pivotal role

of Departmental Heads of Information, suggests that press and
publicity work should continue to be managed together (so that

the senior Departmental publicity official has sufficient clout
with colleagues).

Conclusions

32, (i) The-guidante to departmenta-on-propriety in C(P])(88)1
should be rllnfﬂrﬂad along the lines discussed in paragraphs
12 and 13 ah&ue'

there is scope for more explicit guidance on Value
II‘I‘_—l—

for-Money; which might be incorporated with (i) above;

the-main-responsibility for ensuring compliance with
the conventions/guidance on propriety and VFM must
rest primnr11? with Dap&rtmunts, and in particular
with Ministers, Heads of Degartment and Heads of

Information;

while COI will continue to provide advice on prupriety-
and VFM as an integral part of their work for elient
Departments, the new relationship with Departmants
rasulting from the advent of repayment and (explicit)
untying means that @0T @an o longer act as central
arbiter when seriovs disputes arise. This function
should heRESFETEN Beearried out By CIEIHEEC Office
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(propriety] and Tressury (YPM), though with clese co-
ordination between the two; reporting (under present
arrangements) to the Chief Secretary at Ministerial
level;

for the time being, mandatory refersncesto-the -centre
does not need to go hevond existing expenditure control

:nquiféﬁénfé_;ﬁa_zﬁé.ﬁgécifiﬂ respnnnibilitiaﬁ given
to.the-Chief SECTetary in C(R)(88)1;

CoI's future role should focus on the provision of
consultaney, procurement and projact management Services
in. publicity €0 ﬂnpaftm;;tn, on a repayment and untied
basis (advertising expenditure remains tied at present,

but under separate review by the Treasury). TtE regional
and nuurgugg;gervicﬂs:ﬂnq_EEntinuE on the present basis,
though the Treasury may wish to review the scope for
untying Departments from the COI in relation to the
formar:

the revised and expanded guidance on propriety; VFM

and procedures should be disseminated to Departments

via a letter from the Cabinet Secretary's office, matched
by a short letter from No. 10 drawing the attention

of Ministers to the revised guidance;

arrangements should be made to keeprdevelopments-on
government publicity and the central guidance under

cegular* Féview along the lines indicated in paragraph
25 above.

July 1988.
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FORCTIONS AND ORGANISATION OF COT

COI's Present Role

Located within Government, COI works exclusively for other parts
of Government, assisting them to achieve their publicity
cbjectives with optimum value for money. Essentially, it
operates as an agency to which departments may turn in order to
tap its expertise in dealing with the market in publicity
services. This expertise extends from advising on the
development of solutions to publieity problems through to the
procurement of best value for money in the implementation of
these esolutions. CO0OI also provides some services direct to
departments, but for most purpocses this is secondary to its role
as intermediary.

p Departments are not obliged to use COI for most publicity,
but may deal direct with private sector providers of services,
In practice, most prefer to take advantage of COI's expertise.
Advertising and the regional service which COI provides at
present remain tied but the Treasury is reviewing the first and
the second may also be the subject of a future review.

3. Aside froem cperational advice, COI's advisory role has also
extended to advising on guestions of propriety in Government
publicity, although the principal responsibility for formulating
publicity objectives and for ensuring that expenditure is
justified has always rested with customer departments. The
problems for the discharge of this role arising from the shift to
untying in 1%B4 are discussed in the main text of the report.

?unding:

4. COI has operated since 1 April 1984 as a full repayment
department with a target of breaking even year on year. This
target has been achieved during each of the four ensuing years.
As from 1 April 19588, COI will uperate on a Net Vote basie, with
receipts from repayment work being appropriated in aid. This
arrangements replaces the prevous Groes Vote system. Total
expenditure through COI (excluding flotation campaigns) in recent
yvears 1s shown in the attached table.

Structure and Staffing:

1 COI's structure reflects both its multi-media activities
(including advertising, publications, photographs, exhibitions,
conferences, visual media and radio) and its need to provide a
co-ordinated package of services to its fifty or so clients. Its
central divisions in London are organised broadly by function
inte 4 Groups: Overseas Publicity Group, Visual Media and Radio
Group, Home Publicity Group and Central Services Group. These
are supplemented and served by a network of regional offices.
Other functions outside this working structure include the
information element of national emergency planning.

PHYLL\ANNEX




CONFIDENTIAL
6. Staffing is based on minimum anticipated levels of demand
in each area, with peaks being met through buying in services as
necessary. In 1987/8 teotal staffing levels were 849 (compared
with over 1200 staff in 1980).
ACTIVITIES

Home Publiecity Group:

Ts This Group handled business of E117 million in 1987/B8 in
its threas divisons:

Advertising Division manages the Government's advertising,
running competitive pitches between advertising agencies
when reguired, working closely with the Advisory Committee
on advertising, negotiating contracts and ensuring that
space is bought competitively.

Publications Division organises production of recruiting
booklets and posters, information booklets detailing
Government schemss and leaflets of all kinds.

Research Division monitors publicity campaigns and loogks at
the effectiveness of advertising.

WVisual Media and Radleo Group:

B. Turnover for this Group in 1987/68 totalled £21 million.
The Group provides services to departments, both home and
overseas, in the following media: Films and Television,
Conferences, Exhibitions, Photographs and Radia.

Films and Television Division employs its own film
producere whe bring together from outside the creative and
technical resources to mest each departmental brief.
Productions include TV commercilalszs, TV fillers, recruiting
filme and <training videos. A budget unit negotiates fees
with commercial production and facility houses and issues
contraccte. Marketing staff seek to obtain maximum exposure
for sach production. Sales are negotiated with overseas TV
companies and a separate trading organisatien, CFl-Vision,
handles sales and loans in the UK. A small unit places
public gervice TV fillerg with BBC and commercial staticne.
A correspondents and facilities unit provides advice and
assistance in the UK to foreign TV correspondents on behalf
of PCO.

A small Conference Suppeort Unit has been formed to handle
administrative arrangements for two series of regional
conferences which DTI is mounting with COI support {Single
European Market and Customised Silicon)

PHYLL\ANNEX
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Exhibitions Division undertakes a wide range of projects
from British pavilions at international exhibitions to
window displays in recruting offices.COI has a small team
of in-house exhibition designers, exhibition management
offices and exhibition contracts officers. Design work and
a full range of photographic services are also contracted
cut to the private sector,

Radio Services Division has its own well-eguipped studios
and a small team of radio producers who originate material
for overseas and domestic audiences (editorial items,
fillers and commercials). Material is alsc commissicned
from freelance contributors. A key service is provided by
the radic technical unit in relaying and recording
ministerial speeches and press conferences for
transcription and wider dissemination. COI sound engineers
invariably accompany the Poreign Secretary and Prime
Minister overseas to set up the necessary links.

Overseas Publicity Services:

9. With a turnover of £13 million in 19B7/8, this Group mainly
provides information about Britain for use overseas. Customers
include the FCO and BOTBE.

The Overseas Visitors and Information Studies Divisien
arranges for owver 1,500 wisitors to Britain annually, from
over 100 countries. Programmes are also prepared for
overseas madia correspondents resident in Britain., Courses
are organised for information officers of overseas
governments, for British Diplomatic Bervice oafficers taking
up information appointments overseas, and for the
Information Dfficer Group of the Home Civil BService.

Overseas Press Services Division provides through the
London Press Bervice, news stories, feature articles and
other written material for reproduction in newspapers and
pericdicals abroad and for briefing purposes. Despatch to
British Embassies or High Commissions is by telex or
airmail. A specialised industrial service includes stories
about new products and processes and gives publicity to
trade fairs and trade missions. The London Pictures
Bervice provides a parallel and commlementary ocutput of
captioned photographs for press reproduction.

Other services include the provision of a range of reference
publicaticns, posters, and foreign language magazines covering
British affairs, and a distribution and shipping function.

PHYLL\ANNEX
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central Services Group:

This Group has two main functionsi

C0I's seven regional offices in England are staffed by
small teams of Information ocfficers most of whom are
dedicated to a particular client department.. The staff
maintain regular contact with regiomal press, TV and radio
to obtain local publicity and feedback on behalf of home
departmants. They also make press arrangements for Royal
and Ministerial wisits and for overseas visitors. In
addition, they produce press items, photographs and radio
tapes for use overseas.

Communications Services Diwvision distributes press releases
on behalf of all government departments.

PHYLLMWANNEX




COI TOTAL EXPENDITURE (inc VAT)
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ANNEX B

DRAFT LETTER FROM P5/S5IR ROBIN BUTLER TO PS5/HEADS OF DEPARTMENT
ON GOVERNMENT PUBLICITY

GOVERHMENT PUBLICITY

In the light of the growth in the volume of Government publicity,
and of the change in the role of the COI, a review has bean undertaken
of the conventions governing it and the mechanisms for ensuring
that propriety is observed and value for money (VFM) secured.

The outcome of this review [which has been endorsed by the Prime
Minister] provides additicnal guidance on propriety and VFM to
that contained in the Cabinet Office memorandum submitted to

the Widdicombe Committes and attached to C(P)(88) 1 (copy of
memorandum attached for ease of reference); restates how the

main weight of responsibility on Departmental Ministers, Permanent
Secretaries and other Heads of Department should be discharged;
and describes arrangements at the centre (Cabinet Office and

Treasury) for advising on especially difficult cases. ‘Thisvletter

sets out the expanded guidance and also outlines a revised structure
of “central responsibilities. kA

T R

i

PROFRIETY

' The main conventions, as stated in C(P)(88) 1, rEguiresthat
Government pobliciey:

{a) should be relevant to Government responsibilities;

oS LTh Ty

(b} should be objective apnd explanatory, not tendentious

or polemical;

s e

{c) should not ba, or be liable to misrepresentation as
baing, party political;

should be produced and distributed in an economic and
relevant way, having regard to the need to be able
to justify the costs as expenditure of public funds.

These conventions, as amplified in the attached memorandum, continue

to serve the Government wall. However paragraphs 11 and 12 of

the memmranﬂum_whicﬁ_ﬂéii“with "Explanation and Discussion of
Existing Policies® and by inference with new policy developments
not needing primary legislation, de-not-address.dn any. detail

= _— —

2
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tHeparticilar ‘problems posed by the availability and effectiveness
ofomodern comminications techniques on the cne hand, and the
risk-they carry of party political impact on the other. The
GoHverament is now one of the largest purchasers of paid publicity,
and“as well as providing general information for the publi€,

dSes publicity to influence the social behaviour of individuals
and the economic behaviour of individuals and businessmen.

— —_— R

i Government publicity (and especially advertising) campaigns

have to compete for attention with other publicity. To be effective
they nﬁgﬁhtn ba professionally presented in such a way as to

register a clear message with the pubIic. They should also impress
upon the publie, whether listening, viewing, or participating
in events such as conferences, that the Govermnment is taking

Shabby

funds as the extravagant use of rescurces.

4. It would however ba counter-productive if the lavel of spending
on a public campaign impeded the communication of the message

it is intended to convey by itself becoming a controversial issue.
To pass the test of acceptability, Government publicity should
always strike a balance in spending on often expensive modern

communication techniques.

- It is no less crucial, if Government publicity is to remain
acceptable within the conventions, that it avoids any doubts
aEEEE EFE_EEFFEEF* Government puhliciz;_sgaﬁia always be directed
at informing the public even where it also has the cobjective

af influencing the behaviour of individuals or particular groups.
It-is=-possible that In serving the publie-in this way a well-
foondedpublicity campaign can re nd o the political ecredit

of “the party In Government. By definition this 15 a"natuaral
consaguence of political office but must not be or be believed

to ba-sither-the-primsry purpose or a principal incidental purpose

cf-a-campaign.

6. Ministers amnd Heads of Department need to be on their guard
against these dangers. They can stem as much from context, treatment,
style, tone and quality of presentaticon as from the actual text
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employed. Each of these will need to be examined. A<publdeoity
campaigny or-individual components of 1t, needs to be closely
scrutinised not only in detail but also for its overall effect.
" Image-building", whether-explicit or implied and whether of
Government or Minister, is not acceptable. .The test is whether
a.campaign, taken-both-as-a whole and in part, ean be Jjustified
as-an-effective response to & requirament to communicate with

the publie; or a partiéﬁlar gection of 1t on an istsue of Importance.

7. In addition, it has been the policy of successive Governments,
maintained by the present, that MiWiEters and Departments should
not-make-wse of public relaticns consultants.

VALUE FOR MONEY (VFM)

8. As-with any other Kind of public expenditure the prime responsi-
bil4+y for ensuring the economy efficiency and effectiveness

sf-a publicity proposal is for spending-depactments. The Treasury

is responsible for carrying out its normal role which will include
questioning whether a particular proposal is a justified use

of public funds or whether adeguate evidence about the effects

it achieves is or will be available.

9. THe"ACEoUntihg Officer's general VFM responsibildeyeds df
anything more acute in this area because of the high visibility

oEF PR TI ey expenfiture and the potential intangibility of results.
A rigorous examination of all proposals for publicity expenditure,
starting from first principles, is therefore essential.

10. In each such case those responsible for the proposal need
to be able to give a persuasive reply to the following questions:

{i) 1Is it necessary to have a publicity proposal which
goaes beyond what can be achieved in the normal way
(e.g. Parliamentary announcemant, Ministerial speech,
reqular publication)?

If so, what is the precise goal, and precise target
auvdience?
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What means of publicity is best suited to achieve this
goal and target?

What is affordable?

How are results to be measured, distinguishing between
publicity effects (=uch as the level of awareness of
infermation) and non-publicity effects (such as changes
in behaviour)?

Where the final objective of publicity is to influence
the behaviour of individuals or the performance of
business, is there adequate evidence of the effects
achieved or, failing that, have sufficient arrangements
been made to get such evidence?

In the light of these considerations, is the publicity
course chosen the most economical, efficient and effective
in the circumstances?

In some of the newer economic areas there is oftensavelose 1ink

between propriety-and value £or Money.: For example the argument
that_fg-is a legitimate use of public money to promote the importance
of better business performance through paid advertising depands
cruclally on its effect on behaviour.

PFROCEDURES

11. The responmibility for ensuring that the conventions on
propriety are observed and that value for money is being achiewved
rests with Departments and in particonlar with Departmental Ministers
and-Headsvof "DEpSrement. The principal source of advice to Ministers
and Heads of Department in this field is the Departmental Haad

of Information. Heads of Department should ensure that the Head

of Information always has sufficient opportunity to advise on

proposals for paid publicity, as well as the Departmental Finance
Divigion.
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= 12. If the Departmental arrangements work well, the need for
fefarence to central Departments should be very limited. It
is likely to arise in three @istinct clrcumstances:

(1) 4if a publicity proposal falls into a category where
cantral reference is mandatory, as is at present the
case for paid publicity in advance of legislative approval;

if a proposal is "novel or contentious" in expenditure
terms, 1n which case reference to the Treasury would
be expected under the rules in Government Accounting
and the public expenditure conventions generally;

where a Minister, Head of Department or Head of Information
wanted a second opinion on the compatibility of a proposal
with the current central guidance.

1l3. Historically, COI (and in particular the Director-General)

has provided central advice in difficult cases. Many potential
probleme will still in practice be avoided in dialogus between
Departments and COI, since COI continues to provide Departments
with advice on the most appropriate and effective ways of meeting
thair publicity objectives, drawing on wide exparience. Howevar,
with relations between Departments and the COI moving progressively
on to a contractual basis, and with Departments, as a result

of untying, being free to take publicity business elsewhere,

COI will not in future be able to discharge this regulatory function
without conflicts of interest and gaps in its coverage.

14. -Emethe fature, recsponsibility for provision of central advice
on the conventions will be provided through the Cabinet Secretary's
office for propriety questions, and in the relevant Treasury
Expenaiture Divieieon for value for money issuves. The division

of subjects, using the terms of C(P){88)1, will be as follows:

Cabinet Office: relevance }
objectivity )

non polemical ) propriety

non party-political)
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The Treasury: production/distribution
in an econcmic way and value for
a justified use of money
public funds

15. At Ministerial level, the Chief Secretary, Treasury acts

as @& point of reference on Government publicity matters, and
has-responsibl 11y for the adJuaieation of conflicting departmental
approaches t¢ the presentation of Coverrment publicity. c{P)(B8)1l
requires all proposals for paid publicity about the contents

of legislation in advance of Parliamentary approval to be referred
to him, and this regquirement remains in foree.
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10 DOWNING STREET
Fram the Principal Privale Secretary

SIR ROBIN BUTLER

CENTEAL OFFICE OF INFORMATION

The Frime Minister has seen your minute

of 29 March in which you proposed a review
of certain aspects of the Central Office
of Information's role.

The Prime Minister agrees that you should
proceed with the review in the way that
¥ou suggest.,

il am sending a copy of this minute to
Alex Allan (H M Treasury).

N.Eotd

H. L. WICES

31 March 1988

MANAGEMENT IN CONFIDEHCE
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accurately sets out the problem which

gerious one in terms of;

financial control

ensuring value for money

maintaining Government conventions governing
publicity

managing Information Staffs.

I am keen to participate in the review and
hope I will be allowed to do so0.

I am afraid I regard some of the issues raised

by the current activities of DTI as potentially

———
=

very difficult.

BERMARD IHGCHAM
29 March 1988
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Cobao bttt FERAS
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PRIME MINISTER Z_ﬂﬂ i

Ref, AOBB/1066

(1sae Bopurell, e b4

Central Office of Information f’;1r
: : / M-L,.'-.._,:!
Recent devalopments, and in particular untying of Eﬂ_s
Departments from use of the Central Office of Information (COI)
for Government publicity, have highlighted a number of
upsatisfactory aspects of the responsibllities of the COT and

- ; ——
Lts Director General.

— o T,
2. The first of these is the COIl's role in adviasing
Departments on the conventions governing Government publicity

and achieving value for money, as well as actually running
:ampaiEF% Now that Departments are untied from COI;, it is
difficult for the COI to fulfil the first two of these roles
since Departments are not obliged to comé to them. Moreover,
since COI is an agency competing with outside agencies for
Departments' business, thare is a potential conflict of interest
for the COI in giving advice. This has been thrown into sharp
focus by the rapid recent, and current, growth in Governmant
pablicity, particularly in the Department of Trade and Industry.
The Treasury have bean worried about the valua for money of some
of tha Department of Trade and Industry's advertising and,
whather or not there are grounds for concern about that, the
prominence of their campaigns makes it likely that other
Departments will want to follew them. We need to make sure that

there are adeguate mechanisms, in a world where Departments are

untied from COI, to ensure they both observe propriety and

5 ‘_H__-I -—-
achieve valoe for money. Ly —

Ry

1. The second problem is the management and corganisation of
the Information Service. Under present arrangements, the

Director General of the COI (Mr Neville Taylor) is Head of

1
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Profegsion for the Information Service. This has never been an
easy role to perform because tha information staff in
departmental press offices have littled contact with the COT,
and the Director Genaral has difficulties in keepling contact
with them and assesesing their parformance. Although Mr Ingham
keeps ¢losely in touch with Mr Taylor on thesa matters, the
untying of Departments from COI has made the links with
departmental staff even more tenuous, There Is also the
quastion whether the present arrangementa under which some
information staff, &g those in departmental press ocffices, are
amployed by Departments and cther information staff,
particularly those in the regions, are employed by COI and
agsigned to departmental work ia still a satiafactory way of

organising the Information Service,

i, Another Factor i3 that the'Director Genaral of the C0OI had

-F_____-'.
a bout of poor health last year. While he has recovered from

| g —
that and while he agrees that the role of C0OI needs to be
reviewed - indeed he took the initiative in bringing these
guastions to attention - and is keen to help in reviewing them,

he does not feel that he is the right person to carry through

Che changes to the C0l's role which are likely td_EE Necessacy.

He has Lndicafeﬂ that he would like to take early retlirement
later this year. _ —

B All this provides an opportunity, as well as a need, to
raview the role of the COI and the organisation and managemsnt
of the Information Service. Having consulted Sir Peter
iddleton, Mr Taylor and Mr Ingham, I propose that a small
roup, consisting of Mr Taylor, Mr Ingham and one person each
from Cabinet QOffice and Treasury, be asked to produce a report

Inn these matters. They may need to deal more urgently with the
arganisation for ensuring propriety and valuoe for money in
Gwpernment publicity, since that shows signs of becoming an
urgent issue. But I believe that they could produce proposals
on all aspects of the matterszs set out above bafore the Summer

2
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Recess, I envisage that the review should not be announced and
Ehat it should produce a report, or reports;, which I would
sabmit to yvou and Treasury Ministers only in the [irst instance.
In the light of vour reactions, 1t would then be necessary to

clear proposals for the future with Departments more widely.

&, I should be glad to know whether you are conteéent that we
should proceed in this way.

Ty I am copying this minute to the Chancellor of the
Exchequer.

fees.

KOBIN BUTLER

29 March 1988

i
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10 DOWNING STREET /)

L~

From the Presk Becretary

Richard Wilson Esag

Cabinet QOffice (MPO)

Government Offices

Great George Street

London SW1 4 November 19886

Dear Richard

GOVERNMENT INFORMATION SERVICE

Heville Tavlor has already expressed himself in forceful terms
about the Home Secretary's letter on the position facing the Home
Office because four Information Officers are leaving
simaltanecusly on promotion. This note seeks to supplement
Neville's comments from my particular standpoint.

One of my jobs is to try to help Neville in the management of
that part of the GIS which I know best - namely, the 220 or so
Information Officers manning press offices. 1 do not know all
these pfficers but over the last 7 years we have had about a
Jquarter of the strength 1n No 10 on secondmant.

It is interesting to note that, at a rough count, 17 Chief Prass
DEficers or PIOs now serving in Departments or Agencles (or who
have gone elsewhere to much more lucrative posts) were with us
for a time as I0s or, more usually as SI0s, in Mo 10. In
addition six are either Heads or Deputy Heads of Information in
Departments. Others at SI0 level are now prime candidates [or
early promotion.

Only two of the four leaving the Home Office on promotion have
experience of Ho 10, Howevwer, I think I am entitled to regard
this secondment scheme as my personal contribution to the
improvement of the GIS by means of a. giving I0s and SIOs
experience of working in No 10 and the Lobby environment; and

b. identifying those who are likely to advance and whose caresersg
need to be managed with that in wview.

This would be my first response to the guite gratuitously
insulting nonsense contained in Paragraphs 4 and 5 of the Homes
Becretary's letter. He has guite clearly been 111 advised by his
officials.

oTAFF — THR CONFIDENCE
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It follows from this - but not only from this - that we are
providing machinery both for career development and effective
presentation of Government policies. It also follows that we are
bringing on people who stand up to the ultimate teat: are they
wanted by other Departments?

It is of course too silly for words for the Home Secretary's
letter to suggest that there is no one to whom he can make
representations. And it is by no means yet proven that the
pablic service suffers as people move up on the different
promotion ladders (or escalators as he calls them]. After all,
it is implicit in what I have said about our efforts to manage
caraers mora effectively that there may well be replacements
immediately to hand once his officials have rediscovered their
way around Whitehall which they have unacountably mislaid for the
purposes of his letter. Am I to conclude that the Home Office
does pnot have a profeszsional Principal Bstablishment Qfficer?

Perhaps I am, because the cult of the amateur seems to be rife in
Paragraph 5. Yet again we dlscover in a letter complaining abgub
the disappearance of information expertise a preference for
officers who are ignorant of the information game. Thus the cult
of the amateur extends to cthe Home Office's logic.

I now propose to offer some constructive thoughts on the Home
Office's destructive letter. And I hope we can engineer an
gpportunity for Permanent Secretaries to consider them along with
Hevillae's lstter. My polnts are:

s Ministers and the Civil Service need to decide whether they
want an expert career press officer class within the GIS or
whether they want to "amateurise® it on the lines of the
FCO. 1 am clear that they cannot for much longer have a
substantially professional GIS ied Departmentally by an
amateur officer class of administracors. There 1s no
attraction im that for the Kind of -orighter, politically
aware personalities wa want 1n the GIS, bearing ia mind the
temptations ocutside,

Before Ministers and the Civil Service reach conclusions on
this they need to look at press officers as they now are,
in their improved form, rcather than as they were 5-10 years
ago. They also need to ask themselves who was responsible
in decades gone by for recrulting barriers to communication
inatead of bridge builders,

In considering their verdict, Ministers and the Ciwvil
Service need to be aware of the probound risks to
craedibility of short term elitist appointees who have no
commitment to information as a gareear,

In the meantime, Ministers and Civil Servants should worry
about their credibility with pecpls Like me when they talk
about the "crucial" role of presentation (Para 2). Tha
regard in which presentaktien iz neld seamg Eo ma a}l LA
cften to occupy a somewhat less tham erucial role in
Government, otherwise I, Eor example, would find it
altogether an easier matter to secure from secretive Ciwil

STAFF = IN CONFIDENCE
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Servants the crucial facts on which te base these crucial
presentational exercises. For my part, I have reached the
conclusion that presentation becomes crucial when it touches
the convenience of Departments, as i8 now the case with the
Home Office. We shall not get a better and better GIS
unless Ministers and Permanent Secretaries take a continuing
interest in it and offer a modicum of support for it.

Finally, if Ministers and the Civil Service want an expert
I8 to Eulfil its crucial role, they should arm the Director
General of the COI with the power and authority to manage it
from top to bottom. They would then have no excuse for not
knowing who to consult when their convenience is not served
- pr, more likely when their whims inconvenience their

colleagues,

copying to Sir Robert Armstrong and Neville Taylor.

BERHARD IRGHAM

STAFF - IN CONFIDENCE
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Central Office of Information

Director General Hercules Road Telephone 0U1-928 2345 Telex 916444
Neville Taylor London SE17DU  Direct line 01-261 3210

Jlat October 1986

ik L

GI5: HOME QOFFICE AND ALLIED PROBLEMS

I am sure Bernard Ingham has already conveyed to vyou our
feeling of utter resentment at the tone and content of the Home
Secretary's letter to your Minister. Within the bounds of barely
controlled rage I would like to put another side of the coin
preaented by the Home Secretary. Inevitably, I fear, this ia
Eoing to require quite a lot of detailed exposition.but I think
it is very important that you and Sir Robert s=hould be aware of
the difficulties which face mg as Head of Profession (very closely
associated with Berpnard Ingham) in trying to grapple with what -is
virtually an uncontrollable specialist sepvice for Ministers.
Neither of us can attempt to control the totally unpredictable
whims of Ministers, but we try. Yet these are the pressures
(which combine with patural wastage) to force ua all the time to
plug up holes and make the best of a bad job in what is often no
mare than a damage limitatlion exercise.

Improving the Calibre

Central management arrangements for the Information Officer
Uroup have now got undeérway and we are proving the success of
moving people from department to department. We have largely
eleared out the dead-wood which littered departments a few years
ago because, For whatever reason people had bean recruited, they
were no longer up to the demands of Ministers in the early 1980s.

There has been a deliberate and, up till this point, totally
acceptable policy of moving the besat people around departmenta to
increase thelr breadth of experience and enhance thelr potential
while providing improved expeértisze to Ministers and departmenta
alike.

The Information Officer Group

As you know, there are approximately 1100 members of tLhe
Information OFFficer Group. They serve in all the malnstream
departments (With the ‘exception of the Forelgn Office which has no
member of the Infeormation Officer Group employed in the department
but relies on the backup of about 200 Information Officera in COI to
support ita activities). In additicn to the mainstream departments,
of course, the Government Informaticn Service providea a common
pool of expertise to all the agencles, to many of the museums and
to an 1nereasing extent the Metropolitan Police (which has thia
week selected a civilian information speclalist to be ita Director
of Publiec Affairs).
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. The vast majority of the Government Information Service
comprises Information Officers engaged in speclalist activities
or generalist publieity work outside the FPress Offices. However,
Ministerial attention is almost always focused on the tip of the
ieeberg which serves Ministers directly in providing Press OFficar
skills, most of which are at Senior Information Officer level and
above. While we do not have an accurate bBreakdown (since EVErY
Lime a Farliamentary Queation is answered on the subjiect different
figures emerge) IOMU estimate thnat of the total strength of 1100
Information Officera, approximately 220 are what might be loosely
cederibed as Presas Officers or those spending the majority of their
time on Press work as opposed toc general publie ralations or paid
publicity activities.

As you know, we have 3 Informaticn Officers in Grade 4§ poats,
The other 3 Grade 4 Directors of Information are Administrators,

Below them there are 18 Grade 5 members of the CIS in
information work of whom all but T are Heads of Infermation in
departments or agencles. I mention theses baaie figures because
Lhese are the total resources of the Information Officer Group akt
the most senior levels. There are no "spare" members of the group
in backroom jobs or lurking in corners to be suddenly plucked cut
of the woodwork to deal with unforeseen requlrements of departments
and/ar Ministers. i

By and large wWwe have to keep moving the same people round in
order to provide continuity of information gxperience, expertise and
creativity.

The lUnreasaonable Demand

Every single member of the Information Officer Croup at these
senior levels is required to perform, day-in day-out, under a
preasure whiech, for the most part, they will have to cope with for
the whole of their Cilvil Service career, If I dare make a
comparison, it is with a Private Office where a Private Searstary
will be expected to perform long houra, at & pace and a level of
excellence the department recagnize can only be expected to laast
for 2 limited amount of time. Hesds of Information {incidentally
under-graded for the job they are expected to do) are expected to
Work seven days a week from the moment the Today programme comes
on the air to the completion of their last 'phone call or prograome
at Lhe end of the day, week-in, week-out and weekends included.

I am not exaggerating when I look back at having been Head of
Information in five departments, to say that I can think of no
other official of comparable rank who i3 in the shop-Wwindow, on
display for as leng or as often asz the Head of Information in a
department or one whoe has such a wide remit across the whole rangea
ol subjects,

However, I also have to say that I have found very few signs
that this special pressure and expectation of performance has been
atknowledged by Ministers or Fermanent Secretaries. The moment
anytning goesa wrong, the Head of Information is regarded as an
afficial who can be immediately cast aside irrespective of why he
or she may have temporarily fallen from grace and irrespective of
the damage which irraticnal dismissal of their services caussa Eo
morale of their colleagues who are still trying to climb up the
ladder.
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The Home QFffice Problem

The Home Cffice problem has arisen as a result of a seriss
of Ministerial whims and the coincidental effect of a few people
(who are very good) seeking and achieving the promotion they
deserysa.,

As briefly as I can, the problem has developed along theses
lipea;

Janet Hewlett-Davies (Grade U) resigns as Director of
Information DHSS to take up an offer from the Daily
Mirror Group at a Deputy Secretary salary (plus extras).

Homola Christopherson moves on promotion from the
Department of Energy into DHSS as the only candidate
dcceptable to the Secretary of State.

Mike Granatt is promoted withir the Department of

genergy from Grade T straight to Grade 5§ after the
Jepretary of 3tate for Energy refuses to consider other
nominees proposed by me and Bermard. To all intents and
purposes, the promotion was dictated by the wishes of
Lhe Secretary of 3tate to promcte his own man.

Mike Granatt has to be replaced as Chiefl Preas OFficer
in the Department of Energy and a Promotien Board
seleets Mary Palau as the clear candidate from the

Home Qffice. 3ne had already been turned down for
promotion by the Home OFFice and can hardly be blamed
for seeking promotion elsewhere. (She ia, inecidentally,
very good at her job).

The Secretary ol State for DHSS decides to reinstate a
Head of Publicity post at Grade & and Mr Garfield
Meredith is requested by the Department to move [rom
Energy to the DHES leaving a Grade 6 publielity vacancy
at Energy. This poat is filled by Ralph Windsor, also
from the Home Office, who moves on promotion. There

13 no ather opportunity for him within the Home Office.
Heé 1% another excellent operator whoe deserves his
promotion.

Searatary of State for Educatiorn Llasista on the reamoval
of Mr Neville Gaffin as Head of Information to be
replaced Dy a Lrade S5 Administrator. After involvement
of Robert Armstrong, Bernard and myaell DES peluctantly
dccepl That Ehere is a need to have an Information
specialiat and Liz Drummond (Home OfFfice) 1s the only
candidate acceptable to the Secretary of State and the
Permanent Secretary. So Home Office loses another aof
its key people on promotion.

Earlier this year Jonn Robson, Chief Presa Officer at
the Department of Employment, resigned to join Lloyda
Bank at very nearly double his Civil Service salary
plus extras. We have to have a Board to fill this
very important Press Office post. The suceesaful
candidate i3 Jonathan Haslam (Home Office). Again,
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the connection with all other moves i3 purely
colncidental. HNone of this so far has been
englneered by any one person and most has been
uncontrollable.,

Within the same timescale (over the last three
months) Scottish Office have created a new post

in London to serve the Secretary of State for
Sootland., DHSS5 lose Georpge Munre into that posk,
adding to their problems. They had already lost
another Senior Information Officer (Sue Cunningham)
Eo MAFF Lo replace Chief Presa O0fficer Lordop
ahepherd who had reszlgned Lo take a yvery lucrabtive
job in Geneva. DHS5 lost yet another Senior
Information Officer on promction to the Northern
Ireland Office to succeed another man who had
decided that he too wished to resign from the Civil
JBErvice,

Lorna Sinclair (SI0) moved from the Department of
Education and Science to ODA on promotion. That
vacancy waz cduzed by the need to replace «John

Hurphy who had had to be moved out of the Department =
at the requeat of the Minister.

DHSS has lost another S5I0 (Ron Fosker) who went on
promotlion to MSC. The reason there was a vacancy
there was that the Secretapy of Stace o Employment
specifically azaked for John Robson Eo be moved to
the Dapartment of Employment (1L was another
"Ministerial appointment®™)., The DE wacancy nad
Arisen because Mike Peters resipgned from the Civil
Service to go to Lucas on doubla his salary.

I have not palnted the [all ¢canvas Wwhich has to be viewed: Lo
obtain the total picture of the problems we have to cope with in
manzsging the GIS. I have merely sketched in sodmde of the detail
which has to be put alongside the Home Secretary's btotally
unfounded question which aszked whatCher W€e are providing machlinery
for the development of the careers of lpdividual Informatcion
Ulricelrs or machlinery Ifor the effectlve preéesentatlon of GoYernmentc
policies, We are actually trying to do both.

It is interesting when I look &t the Information stafl at
the Home OFFfice Ehat the Director of Informaticon ‘has zerved in
the Department of Employment, No 10, C30 and the Treasury. His
Deputy has been in COIL, DTI, No 10 and NIO. I can only identifly
2 people in the whole of the Informsation Division at Lhe Home
Office who are "homa grown" in the Department and I understand
that the Department would be delighted to see Chem move il only
this could be arranged!

The point I am makling is that up until now I have not

préviously heard a Minister ecomplain about the improved calibre

of the ataff he is getting from other departmenta. BUut we now

have a senior Minister complaining that he finds it intolerable
that his own staff are successful on prometlon to other departments
and immediately seizes the solution favoured by the Foreign Office
turn Eo those Wwho knoWw the policy rather than those who have &
gkill in preaentation.
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where we go from here?

Though I believe the Home Secretary has taken the lid off
this can of worms for the wrong reason, I would be delighted to
tee Lhe Permanent Secretaries engaged in a debate over this
particular subject. I know of no other group in the Civil Sepvice
which 1a expected to perform at the grades that many of the
Information Offlicers do, 8t the pace and spead that Information
Cfficers have to, and I can think of no other group which
recelives less support for its efforts,

To be accused of mismanaging this resource because I am
Chought to be merely looking at the career development rather than
Lhe presentation of Government policy, I find quite parsconally
insulting and totally 1illogieal.

In passing may I end with the latest manifestation of the
problems whieh I am expected to mastermind {with this lack of
Support and total inability Eo take executive action)?

I have juat been called in by the Permanent Secretary at
MAFF to find & replacement for the present Head of Information.
Until now, the Head of Informatieon at Agriculture has always
been a more specialised post than most. The whole mativatien of
the Department has been to serve the farming interests rather than
the consumer. The requirement has always been for someone who
could get on with the Agricultural correspondents and speciaslists
rather than politieal ar general reportera. Suddenly the goal-
posts have been charnged. A Minister ha= decicded that he does not
want his present Information Head to continue. He will have to be
retired prematurely and I am asked to field three ar four names of
people who ean succeed. Good replacements to Till a Grade S5 job
a8 Head of Information can only be found by bringing on people at
Lhe lower level. Inevitably thia is going to mean another
department has to accept that they are going to lose someone who
Iz good.

Aim 1 expected, in the light of the Home Secretary's letter,
Lo say to good people that in order to serve the Government they
must remain where they are? Am I expected to bolster their morale
by telling them they will probably be succeeded by an Administrator,
almost eertainly against a background in which they cannobt by any
streteh of the imagination achieve a career within only one
department and againat a background in which the growing
disillusionment and gaps in pay already mean that we have severe
problems of recrultment (about which we spoke when you first came
inte your jobl)? Do we [ie the Covernment) want to lose an
Inereasing number of our senior pecple? Ia that in the interest
of improving Government's presentation?

I apologise for the length of thia letter and the strength
of feeling it indicates.

These sentiments have not been discussed in detail with
Bernard Ingham. I know, however, that he sharea the general sense
of frustration we have in attempting to perform an almost
imposaible task, like jugglers on a tightrope performing in tota
darkness knowtng there is no saleby=-net below.
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1 am copying to Sir Robert Armstrong and Bernard Inzham.
Although I am on leave next wéek I would be quite happv to come
in and discuss if this would be helpful. 3

|

o

Mr HT J Wilson

Ferzonnel Management GCroup
Government OfFices

Great George ftreet

LONDON SW1P 3AL
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QUEEN ANNES GATE LONDON SWIH 9AT

aﬂ Dctober 1988

INFORMATION SERVICE

i am prompted to write to you because of a difficule
situation which we are encountering in the staffing of the Home
Office Public Relaticns Branch, which seems to me to raise =ome
important general gquestions.

The Public Relations Branch is, of course, a vital part of
the machinery of this Department. It works closaly and
successfully with Ministers and plays a crucial part in thea
presentation of the Government's position on law and order and
other highly sensitive issues. It is responsible both for pPress
relations and for a large and complex publicity programme.

1L now seems likely that in the coming weaks we will lose
four key senior staff, as well as a number of pecple from
important junior posts. The Deputy Directoar of Information
Sservices (at Grade 6) is to move on promotion to the DES; the
Head of the publicity side (a3t Grade 7) is almost certain to be
promoted to another Department; and two of the key Senicr
Information Officers have alsoc been promoted ko posts in aother
Lepartments. One of them heads up the criminal side (including
drugs) and is David Mellor's main press adviser; the other heads
up the police and broadcasting side and fulfils a similar role
for Douglas Hogg. ¥ou will understand that this is bound *o
leave us with very sever= difficultias at 3 time when the careful
handling of law and order gquastions will become increasingly
important. The Deputy Director takes charge of prison affairs,
which may well give us a good deal of difficulty in the coming
months, and the Head of the Publicity section is closely involwvaed
in a major expanded exercise on crime pravention as wall as
another important campaign.

I quite understand that the individuals concernad should
wish to advance their careers in the only way open to them, by
applying for vacancies in higher grades wherever they may occur
in the information servica. Hormally the situation is manageable
Ehrough other transferszs and premotions - though frequently with
Gaps when posts are unfilled, followed in some cases by a
Substantial learning curve. But we are faced with a quite
exceptional coincidence of departures of key senior pecple.

There seems to be nowhere and no-one to whom I can make the

Spoink thak
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point that as these different escalaters move upwards the public
service suffers. It szems to me that this system, though it may
be of long-standing, does not adequaktely respond tc the need for
an effective overall presentaficn of Govermment policies or for
the requiremé@Ats of the Ministers most directly affected.
Undirected competition for specialist resources between
Departments clearly does not produce the best gutcome for the
Government as a whole, I find this an extracrdinary situation
and one which needs a3 Fresh look. Are we providing machinary
for the development of the careers of individual information
officers, or machinery for the effective presentation of

Government policies?

Faced with this situation I am tempted to ask whether,
rather than tolerate vacancies, we should not pest into
information posts suitable staff from the administration group
who, though they would initially lack information officer skills,

. would bring valuable knowledge of the subject matter - and, what
iz mare, conktrol of their exits and entrances would be much mare
within the Department. I am well aware of the arguments against
adopting that approach (except, on a small scale, in the more
junior posts, as wa do here already): buk if the arguments for
the status gquo are ko prevail, it is necessary that the system
should be such as to guarantse a continued service to Ministers,
bDetter than it presently does. For example, if I were faced
with the choice between an officer who knew much about the press
and nothing about prisens and an officer who kfew much about EthHe
prisons but nothing about the press, I would choose the latter
for the presentation of policy - but woulad actually (with Tuck,
and after delay) get the former.

Officials in this Dspartment are working hard with their
colleagues in other Departments to secura the best poszsible
outcome. But this state of affairz seems to me to indicate an
unsatisfactory situation as regards the general management of
the information service and the support which it is designed to
offer Ministers.

I am not asking for your help in resolving our immediate
problem, because this is in hand, but I believe it shows that
the system is faulty, and that between us we should look at it
again.

I am copying this letter to Sir Robert Armstrong,

LJ\Jnﬂﬁkth

lmj\—'x.
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From the Press Secretary

Alan Bevens Esg

Central Office of Information

Hercules Road

London SEL 23 Decembear 1985

T o

1 refer to Michael Shea's letter of December 11 on the guestion
of news on tour - the radio and television coverage of Royal
tours.

I have the following points to make on bhehalf of the Prime
Minigter.

First, it would be helpful to know what the main UF radic and
news bulletins are saying about a Prime Ministerial tour/summit
while we are abroad, and in ideal circumstances these reporte
should be added to or precede the press digest. (In practice I
try to get this information in the course of a working day abroad
over the telephone via my own press office.)

COI reports are useful only to the extent that they are
comprehengive. So often abroad we find that the prepared press
gummary has not had available the Mirror and the Guardian. This,
1 can assure you, makes for less confidence rather than more.
However, the main point is that time has marched on and a press
digest is inadegquate without a summary of radio and television,

My concern is perhaps less with visual presentation of the Prime
Minister {(which is nonetheless important) and more with the
policy content of her appearances,

I hope this is helpful to you.

I am copying to Michael Shea and Christopher Meyer.

férquwg_f”]__hq,_,_

BERNARD INGHAM
23 December 1985
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From the Privale Secrefary 21 Jung 1984

THE GOVERNMENT INFORMATION SERVICE

The Prime Minister was grateful for
Lord Gowrie's further minute of 18 June about

the Government Information Service, and has
noted its contents,

David Barclay

Miss Sonia Phippard,
Office of Arts and Libraries,

MANAGEMENT IN CONFIDENCE
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MINISTER OF STATE, PRIVY COUNCIL OFFICE l‘-.-l:v---...ti.‘,...., G-n-? wadl,
rPhLuﬁuh ELJ:
PRIME MINISTER BE..., u....l..l..b B b neol,

"‘*"‘“ﬁ?"-muuﬂtﬁ.l.
THE GOVERNMENT INFORMATION SERVICE Lon I

Following my report of 8 1 1984 on the Government Information Eﬁft

gervice, you sought my views on the apparent difficulty of
filling some recent senior posts within this Service with

members of the Information Officer Group.

By extending unified grading below the Senior Open Structure

of the Service frem January cthis year we have removed Lhe

old artlficlal barriers between various occupational groups
when filling posts. We have to expect Chat Erom time to time
some "outsiders" will move into posts in the information field.
The important thing is that movement should not be all one

way, and in fact two senior members of the Information Cfficer

Group have recently moved into posts outside their speclalism.

e

There are of course, special difffculties when filling

senior posts in the information area. A senior press officer
needs many attributes 1f he is to be successful,. These include
not enly personal qualities but also expertise in the skills

of comminication both within government circles and the wider
Information field, and a sound knowledge of government and

its policies. It is particularly important that a Director

of Information is able to establish a good understanding with
his Minister, if he is to succeed. In some cases in the past

this has not always been achieved.

In my view we need to continue to develop the most promising
members of the Group. The recent introduction of central
management arrangements for the group will do much to groom

candidates for senior posts in the longer term. In the meantime,

MANAGEMENT IN CONFIDENCE
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central management is helping te sustain the supply of good
information specialists by positive career development postings,
to enable them to acquire Che experience necessary to compete

successfully with others.

My other principal comment is to acknowledge that the limited
number of senior posts In the information field, and the limited

opportunities that go with that, has had an effect on the

attitudes of staff, particularly in the middle ranks of the

Group. However, the broader prospects which unified prading

— '
offers ought to help attitudes among junior staff; certainly

recrultment is now buoyant.

There have been considerable changes within the Government
Information Service in recent years. This turbulence has

had its effect on attitudes. But our recent personnel management
initiatives have already gone some way to countering this,

and I expect these efforts to show worthwhile results in the

years ahead.

LOED GOWRTE
18 June 1984

MANAGEMENT IN CONFIDENCE
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From the Private Secretary 14 Mavy 1984

The Prime Minister was grateful for and
has noted Lord Gowrie's minute of 8 May about
the Government Informaticn Service.

The Prime Minister understands that it

has not proved easy in some recent cases to find
information specialists of sufficlent quality

to fill the highest posts in the Information
dervice. She would be grateful for Lord Gowrlie's
comments on this apparent problem, and on its
implications for morale and staffing at more
Junior levels.

(David Barclay)

Paul Cann, Esq.,
Lord Gowrie's Office.
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M rpod which, Remuand
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You sought my comments on the report on developme in the Gﬁ?EanEnL“rf

= —

Information Service.
.
I do not share the optimism aboutl the effect of central management on

the Information Officer Group (I0G) if present trends continue.

We now have ndminétratﬂrs filling the top information posts in

e e

Environment anhd Treasury and I am reliably informed that a third is to

——

e appointed in DTI. This will cause considerable damage to I0G

moTals even though, to be fair, the Government Information Serviece
thinly populated with talent at the top. The departure to private

) o = = -3 - )
industry, or elsewhere, of promising talent lower down is a matter

—— —

comment and concern. ;T

—

There is no way we can have an effective I0G if the top posts are

— o —

increasingly elosed to information specialists.

-

The report gives no hint of these concerns and I think it would be
useful if the Prime Minister, or vyou on her behalf, could minute
Lord Gowrle's office, by way of reply, seeking a report on the
apparent problem of filling top posts and of wastage of promising
talent in lower ranks.

BERNARD INGHAM
10 Mayv 1984

MAMAGEMENT IN CONFIDENCE
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Frime MHinister bhas received from

Lord Gowrie giving a further report

on developments in the Government

Information Service.

propose to put this in the
ter's box next weokeand,

pteful Ifor any comments




MINISTER OF STATE, PRIVY COUNCIL OFFICE

FRIME MINISTER

THE GOVERNMENT INFORMATION SERVICE

My first report to vou in Octo 1983 emphasised two important
themes: the improvements in staff management and the Central
Office of Information (COL) move on to a trading basis in line
with the aims of the Financial Management Initfative. This
report updates these developments.

Staff Management

'he career development reviews of the Principal Information
Officers and the grades above, who were embraced by the
first phase of the centrdl management for the Information

Offlicers Group (IDG), have got off to a good start,

Favourable reaction from those participating has been
encouraging. I firmly believe that the benefits accruing

to both management and staff will be substantial ence the
scheme has become fully operational. These will be further
enhanced by the opportunities available now that the
artificial barriers between groups and classes at the senior
levels have been removed through the extension of unified
grading.

I am confident that the second phase of the central management
scheme involving some 300 Senior Information Officers
originally due for introduction in April 1985 can be brought
forward to January 1985 thus bringing about 407 of the members
into the scheme. The appointment of a career development
officer to assist in this second phase is already under

way. The final phase involving some 620 information officers
will be brought in by April 1986 at the latest.




Staff Changes
There have been no senior staff changes since my last

report though we shall need to appoinC a new Director

General of the COI and Head of Profession for rche 10G

before long; Mr Grant will be 60 in August. Staff reductions
are continuing by moves to fill vacancies in other departments
or by voluntary redundancy. A further B redundancies

have been declared Iin the past b months.

Dverall, the size of the I0G has reduced from L1263 in
January 1979 to 1061 in January 1984, a 16% reduction

which is well within the 13.8% reduction in the Civil

Service manpower for the same pericd. This has been achieved
by improved efficiency in the gquality of services provided

as a result of the various measures introduced in the

early 1980s to strengthen the Government Information Service.

Accountability

The move on to a Crading basis of rChe services provided

by the COI from 1 April 1984 has been successfully launched.
Its success will be judged by its results. COI are very
optimistic that the services which can be provided to

client departments and the ocutside agencies will give

value for money.

Comelusion

The new competitive financial regimes will do much to sharpen

the motivation of individuals throughout the whole information
area. This, together with the staff management arrangements,
will provide the basis of a more effective Government Informatlion

Service in the years ahead.

LORD GOMWEIE
R May 1984
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[ have no particular comment
except that I regard the new

central management arranpgements,
if prosecuted effectively, Lo be
e ——

the most important o is

report. The Prime Minister might
ouTe to express her hope that
the timetable for full implemen-
tation by April 1586 is not
merely met but if possible

improved upon.

--""-——_-'—'

—f—

B. INGHAM

268 October 1983

=




MINISTER OF STATE, PRIVY COUNCIL OFFICE

PRIME MINISTER

THE GOVERNMENT INFOREMATICH SEHVICE

Since Janet Young's last report to you in Aprilxﬁgaﬂ. press interest
in the Government Information Service [(GIS) has centred arcund
gpeculation about hoew Government business would in the future he
digseminated to the media, This report; however, 1= concerned with
gomestics issues,

The post-election changes in departmental responsibilities have had
repercussions on the staffing In some departments! press offices but
I ‘am happy to report that the conseguential stalfl chanpges are
procegding with the minimum &f delay or fuss.

Important developments are under way promoting the drive to make the
ls more aceountable and improve the management of its staff. These
are the move of the Central Office of Infermation (CQI) on to A
trading basis and the introducticon of central management arrangements.

Acceuntability

Ag pert of the continued drive towards greater efficiency and
accountabllity the COI will move eonto a trading Doois with effect

from I"&pril 1984.  WThls move, in line with the aims of the Financial
Management initiative, has alsc led to @ streamlining within COI in
preparation for the changecover and has already resulted in a reduction
of 2 senlor poSteE,

Staff Management

The previous pattern of & fairly repid turnover amongst senior
informacion staff is no longer with us. This has led Eo-a more
cohesive identificalion Boongst members of the GIS resulting in
improvements in thelr professional capabllity &nd morale.

Theése improvements will be further enhanced now that the central
management arrangements, which have been endorsed by both departments
and the IPCS, heve become & reality. The first phase of the new
arrangements, which came iffTPreffect on_] Ocitpber 1983, will bring
Principal Information Officers and grades above into a centralised
system o career planning and progression. It will enable
management to operate with more flexibility and to maximise benefits
from limited professional rescurces. The scheme will gradually

be extended to cther grades becoming fully operational by April 1986.




The Informaticn Officer

rlcomed the moves
towards the extension of un

Staff Changes

We are continuing to achiewve staff redugtions either by moves to £ill
vacancies in other déepartments cor by voluntary redundency. Since the
last report g further four redundancies have been declared.

he flrst of & series of J=day seminars at the
College to be held for senior administrators and
TOG ., Frominent representatsves oT The media tock
part aria 5?&5E:r5 included your own Press Secretary snd the Dlirector
General of the COI. The seminar was voied a success and, with others
to be held in the future, will contribute to a greater understanding
of the GIS by administrators.

LORD GOWRIE

21 Qotober 1983
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MR INGHAM

GOVERNMENT RESPONSIBILITY -
INFORMATION

[ have shown the Prime Minister your
very useful minute of 24 May, and she
agrees that, now that 1t 1s established
that Mr Biffen remains in his present
post (albeit with a different title)

we ghould proceed on the basis of ;
option 4,

fres.

14 June 1983
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GOVERNMENT RESPONSIBILITY - INFORMATION feea
2ep-5. B3

1 have been giving some thought to the issue of Ministerial
responsibility for the co-ordination of information im the next
OQovernment,; on the assumption that the Prime Minister is returned.

Over the past four vears we have had valuable experience of a
variety of stvlasi

Angus Maude took a close interest in the work, organisation
and morale of the Govermment Information Service (GIS); he
provided valuable support, scting rather in the manner of
the chairman of the board, and in the process made himself a
focus for Oppositionm criticism and ridicule;

Francls Pym took some, though reluctant, interest in the GI3

but immediately ceased to chalr meetings of MID, as Angus Maude
had done religiousliy; his distaste for the Government's economic
policy made him adopt a very low profile,; though he occasionally
surfaced to make major speeches, some of which cansed

embarrassment

John Biffen ha=s shown no 1n1erpai in clay Lurﬂ&H or even

month to month, prescntatLDn and meo inclipation to develop links
elther with me or the CIS. He has told the Lobby that he regards
presentation as being on automatic pilot.

The Lisison Committee has latterly elevated the level of
presentational diseussion, though the burden of the examination of the

£
gubject is plecemeal rather than overall; subjective rather than

strategie.
With the departure of John Vereker I have so far lost some thinking

time on longer term pay and economic presentation - the issue on which
we hawve so0 far needed to concentrate.

MANAGEMENT - IN CONFIDENCE
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thinking about presentatiorn and its co-ordinmation rests In No 10 Press

The main responsibility for day to day and medium and long term

Office in consultation with Depariments. This has the merit of putting
the onus where 1t beldongs — primarily on Departments Ior the presentation

of “individual policies and on Ro 10 for its co=-ordination.

AfTter the experience of the last four vears (and before) 1 am
convinced that effective co-ordination of presentation, especially with
thiz Prime Minister, can only pﬁ’dnne Irom and through Ko 10. If this is
sccepted there are a number of options for the Prime Minister lor the

future

1. to delegate responslbility to a Minlister workling from Na 10:
experience ghowg that junior Ministers are not very effective
in & ep—ordination role and there ig oo reascon to suppose they

would be gignificantly more effective if operating from Mo 10;

to delegate responsibility to an interested and concerned

Cabinet Minister operating outside HNo 10 but with a portfolio
which allows him time for the task - eg. CDL/PHMG, Lord Privy Seal,
Minister without Portfolio:

to allow the responsibility to remain with the Lord President,

raogardless of whether it is actively taken up;

on the assumption that Mr Biffen remains Lord President, te
leave things as they are in which case 1 take de facto

responsibility;

alternatively, the Prime Minister cpuld recognise that the job
was not being done, end the pretence and herself take formal
responsibility, devolving responsibility at official level to me.

My preferences are roughly in the reverse order if'whiuh they are

W

sot down above. 3 has the disadvantage that formal, as @istinet from

de facto, acceptance of responsibility cuyld be the source of potential
embarrassment for the Prime Minister - eg. at Question Time. Thus 4

rﬂjﬂh seems to offer the best course if things work out that wav.

MANAGEMENT - IN CONFIDENCE
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There is something to be said for 3 - responsibility for
co-ordination of information resting with the Lord President as Leader
of the House. But 2 in ecertain eircumstances could offer a more
gffective soclution.

The fact remains that the present arrangements have worked
reasonably well over the last 12 months, though I need to find more
time for longer term thinking.

I hope this is helpiul.

A

F

5,

B. LMNGHAM

MANAGEMENT - IN CONFIDENCE
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10 DOWNING STREET

From the Private Secrelary 5 May 1883

The Prime Minister has now geen the
Lord Privy Seal's minute of 28 April about
the Information Officer Group. Mr=s. Thatcher
was pleaged to hear of the progress which
is bheing made and looks forward to the
introduction of g central scheme on 1 October.
In view of the immineneca of that development,
she would prefer to continue to receive six-
monthly reports on progress for the time
being.

TIMOTHY FLESHER

Mrs. Mary Brown,
Lord Privy Seal's Office.




MR BUTLER

THE INFORMATION OFFICER GROUF

You asked for comments on the attached report.

This is a rather complacent and very thim report. 1 think 11 is

reasonable to say that some (a5 distinci Trom considerable) progress
—_—

has been made, but T am =sti11 not impressed with the dynamism at the

higher levels.
e ——

L

Little has happened vet to justify ending six monthly reporting
and to agree now would, in my view, send the wrong signal. We need
to keep the pressure on - and not least to ensure that the new central

management scheme is introduced on October 1.

Could T suggest the following reply:

"Thank you for your report on the Information Officer Group.
The Prime Minister is pleased to hear that progress is beling
made and looks forward to the introduction of a central

manapement svatem on October 1. She feels however it is too

goon to revert to annual reporis )

B, INGHAM
4 May 1883
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THE INFORMATION OFFICER GROUP _.rfi‘" ¢/ £

My last report to you on 24fSepiembar 1982 recorded our progress in improving

both the calibre and career management of the Information Officer Group. T am

pleased to say that, as a result of recent senior staff changes, there has been

a considerable etep forward in both the level of professional standerds and

marale within the Group.

cantral Manapemsnt

Ufficials have now completed plans to introduce a new central manaspgemenl scheme
for the Group, starting with the senior grades end extending later, as resources

allow, to all Information Officer staff. The new arrangements will enable more

flexible postings batween deparluanQ_;nd better career planning.
—"

The initial reaction of the Institution of Profesglonal and Civil Servants has

been favourable. BSome further consultation is neceseary, but I am confident

—

that the remaining areas of disagreement between the two sides can be overcose.

- =

We are now working towards an implementation date of 1 Ootober 1983,

—lt
Ot f_f I;.'-I' IS
I referred in my last report to a number of cases where Information Officer

Stall néeded to move becauvse of reductions in posts or other conmliderations.

There was a possibility of g small number of compulsory redundanciss, In the

event, through the efforts of officials and with flexibility and understanding

ghown by departments, only 5 redundancies have besen necesgary. 5o fdar all have
e

been achieved voluntarily, slthough we may be reaching a stape whore one or twa

compulscry redundancies could be necesaary.

Further Reports

The results of this Covernment's initiative to improve the Informetion Sarvice

are now coming through., In view of this I would suggest that, 4if wyou agree,




Managepment ir dnnca

progress reporta might in future be made to you ennually rather tha

gix-mponthly.

——

(]

i ?ﬂ““—j

o,

HARDMEGS YOLENL:
8 April 19853
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PRIME MINISTER IV\(

Attached is a progress report from Lady Young on our efforts

-

et irmrmEE
to improve the calibre and career management of the Information

s E—— e iy e ——
Officer Group. I have consulted Mr. Ingham who has commented:

(1) we cannot usefully widen the appointment of
| i—

administrators to information posts if we wish to

retain the concept of a Government Information

Se;ﬁiae; the appointment of an administrator at
A —ae
the Department of the Envircpment is widely resented -
. e S
the Treasury is thought to be a lost cause - and has
been destructive of morale.

you might like to know that some of the important

posts menticoned in Lady Young's minute Fave been

filled by former members of your staff: HBEET.

Home Office, Liz Drummond, Northern Ireland Office
————

and Hugh Colver, Department of Employment

Donald Grant has made a surprisingly energetic and

decisive start at COI by getting underway a phased

introduction of central management; @ pumber of ::'

burdles remain but he deserves credit for galloping
the horse towards them,

I endorse Bernard's comments about Donald Grant whom 1
e

found most impressive during my Home Office days.

[ —

ff,f”

30 September 1982

STAFF AND MANAGEMENT IN CONTFIDENCE
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FRIME MINISTER

THE INFORMATION OFFICER GROUP

Since my last report to you on 15 March 19682, the main issue that
haa arisen in regard to the Govermment's information services is

the handling of informetion during the Falklande crieis. The
present report, However, 18 concerned with progresa in our efforis
to improve both the calibre and career management of the Information
grficer Group.

STAFP CHANGES

There heve been some senior staff changes. Mr Donald Grant has
succeeded Mr Groves as Director Genersl of the Central Qffiece of
Informetion &nd Head of Profession for the Group., He takes up his
new post shortly. We lookx to him to give a lead to the Group at a
time when we are propoging some radical changes to its meEnagement.

We have sitrengthened the calibre of the Presa 0ffices in several
Whitehall departments. During the past gix months new Directors of
Information heve been &ppolinted &t the Ministry of Defence and the

Depariment of Heslth and Soclial HSecurity. The Chief Thformation
Qfficer posta at the DNepartmenta of Employment and Transport, at

the Ministry of Agriculture, Pisheries end Food and here at the
Management and Personnel O0ffice have alao been filled satisfactorily.

Tha top information posts at the Department of the Enviromment and
gt HM Treasury have been filled by administrators. The WMiniaters
concerned were entirely content elthough the appointments did cause
some uneasse amongst staff in the Information Officer Group.

At the Chief Preass Officer level good candidatese have been &ppointed
to poste at MAFF, Northern Irelend Office snd Employment.

Elgpewhere there are a few cases of Information Cfficer staff needing
0 move becguge ol reductions of posts or other consideratlions but
who have had difficulty finding suitable placings., Officials @re
geeking o place the Individusls concerned but in aome cagses Buitable
poats are not resdily svallable snd there may heave to be & small
mumber of compulsory redundancies,

CENTRAL MANAGEMENT

I referred in my laat report to the lack of flexibility in the
arrangements for level transfers following from the rigid agreement
with the TFCS which we inherited. Efforts to persusnde the IFCS to
gccept more Tlexibility have met with totel resistance. The IPCS
insiat that they will not give up the agreement until the Group has
full central management.

1
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MANMAGEMENT IN CONFIDERCE

Central management for the Information Officer Group hes been the
long term objective of both MPO a&nd successive professional heads:
its mdvantages are well recognised but resgurces wWers & congtraint
in the past and prevented an earlier version coming to fruition.
oince my last report, officials, after examining various options,
have concluded that a phased introduction of & full central
management scheme on fraditiomsal lines represents the best way
fTorward. The sdditiongl respurces &t the outset will be minimal
though savings elsewhere have yet 1o be identified. I have sccepted
their advice and we are geeking interdeparitmental endorsement early
nexy mopnth. 7T am optimistic that the principlezs of central
management will be sgreed. HNegotistions with the THES will then
begin later in Qetober. We shall want fto begin the firat phase of
the scheme in early 1983,

EBARDNESS YOUNG

24 September 1982

MANAGENENT IN CONFIDENCE
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10 DOWNING STREET

From the Principal Private Secretary 16 April,1982

The Prime Minister has seen the Minister of State's minute
of 31 March about the grading of the post of Director General of
Central Office of Information.

It remains the case that, if the post is downgraded to
linder Secretary, the margin between that and the Contreollers in the
COT will be reduced from £1,840 or about 8% per cent, to £343, or
about 14 per cent. The margin is unlikely to open out by very much
even after the Government has implemented whatever decisions are
finally arrived at, following the TSRB report, on salary rates at
these levels. The Prime Minister remains ol the view that the
existing differential is gquite narrow enough, and should not be
reduced.,

The Minister of State's minute makes ro allowance for the
fact that, as he is Head of Profession for the Information Qificer
Group, the Director General's grading has also to be seen in relation
to the grading of senior Information posts in other Departmenls,
including that of the Prime Minister's own Chief Press Secretary, who
is of course an Under Seecretary. The Prime Minister thimks that the
Director General should retain some edge over these,

Finally, the Prime Minister is in no doubt that to reduce
the grading as is proposed, just at the time when a new appointment
has to be made, would run c¢ounter to the Government's objective of
strengthening the standing and performance of the Information
Officer Group, and would do nothing to improve their morale, which is
clearly relevant to the effective presentation ol Government policies.

The Prime Minister has, therefore, decided that the post of
Director General of the Central Office of Information should not be
regraded.

A Carter, E=sq
I‘]H 'TI"[gﬂ =11 T':!."




10 DOWNING STREET

From the Principal Private Necretary

8IR ROBERT ARMSTRONG
CABINET OFFILCE

Director General : COI

When I showed the Prime Minister your minute AO3002 of
2 April 1982 abhout the grading of the posti of Director General
of the COI, she commented that she had not fully appreciated
before that there were no Under Secretary posts in the COI and
went on to say that the whole argument against Mr. Havhoe's
proposal to regrade the Director General post hinged on the
guestion of the differential. EShe thought that since this would
probably change as a result aof this year's Civil Service pay
settlements, we should consider delaying a decision on the
Directer General's post until we were clear what the new rates
of pay would be.

Basing myself on information which Mr. Wright kindly provided
Tor me, I pointed out to the Prime Minister that it would not be
easy to delay settling the question of grading. First, the
present Director General was due to retire in June and we therefore
neaded to decide pretty soon who his successor was to be. DBut we
plainly could not do that until we knew what the grading of the
post was to be. Becond, in reinforcement of the point made 1ln the
second paragraph of the draft letter attached to your minute of
2 April, I said that even if the TSHE recommendation for Under
Secretaries was implemented in full, the differential between the
Under Secretaries' rate of pay and that of the Middle Executive
Directing Band was nol likely to be all that big.

Ip the 1light of these copslderstions the Prime Minister has
now reconfirmed her earlier decision that the grading of the post
of Director General of the COI should remain as it is now. I
have accordingly written to Mr. Havhoe's Private Secretary on Lhe
lines of the draft attached to your minute and I attach a copy of
my lettar.

16 April 1982

SENIOR STAFF IN CONFIDENCE
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Thank you for letting me Tee a copy of the minute which the Ministef of

Rel. AQB00Z

State, Treasury (C) sent to the Prime Minister on 31 March about the grading of
the post of Darector General, COL,

2, It remains the case that, if that post were reduced to Under Secretary, the
margin between the Director General and his Controllers in the COI would be very

small, The Under Secretary rate is £21, 935; the Controllers are in the Middle
——

Exccutive Directing Band, and the rate is £21, 592, The rate for UIPP(L), at ¢
—
which the Director General is currently graded, is £23, 532,

L]

< The Minister of State's minute takes no account of the fact that the Director
General of the COI is also Head of Profession for the Information Officer Group,
He should therefore have some edge, however small, on other senior members of

that Group. At least two Information Officer class posts are at Under Secretary

level; the Press Secretary, 10 Downing Street and the Chief Press Officer in the

e —
Treasury.

4, The minute fails to deal at all with the morale point. The downgrading
of the post would be taken by the Group as a whole as a reflection of the
Government's view of their standing and performance; and this would be particularly
untortunate at a time when we are about to have to choose a new Director General,
5, [ hope that the Prime Minpister will feel able to stand her ground on the

basis of your letter of 26 March., 1 attach a draft of a further letter,

e ~ot-
va e fe

" =
ROBERT ARMSTRONG
|

L u';-
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SENIOR STAFF IN CONFIDENCE

DEAFT LETTER FREOM THE PRIME MINISTER'S PRIVATE SECRETARY
TO THE PRIVATE SECRETARY TQO THE MINISTER OF STATE,
TREASURY (C)

The Prime Minister has seen thc' Minister of SL.al.-&: & nunuta of

Y e

31 March about the grading of the post nFI|D1:rar:tur Gene r.g.li Co1,
It réemains the case that, if the past is downgraded to Under
Secretary, the margin between that and the Controllers in the COI will be
o £343, or about 13 per cent, J“:u: margin is unlikely to open

out by very much even after the Government has implemented whatever

_ — -~

decisiona are finally arrived at, [ollowing the TSRB report, on salary

R m— - L;*\,F\.-—-_—‘——-H*l_.ﬂ
rates at these levels. The Prime Ministed remains of the view that the
5
existing differential, is quite narrow enousgh, and should not be reduced.
L}

The Minister of State's minute makes'no allowance for the fact that,

ag he ig Head of Profeseion for the T_nfnrm&tinlli'l: Officer Group, the

Director General's grading ha?E& be seen in :re;'l_ati-::m to the grading of
se:uinr_ Information posts in ;tﬁc: Dép;l_:.rtmen?s! |l|"-, There are at-least twodgh
posts graded-at-Under-Seeretary. The Prime Minister thinks that th

IDharector Gepneral should retain some EdgEHWV;EHEht‘ over theag,
Finally, the Prime Minister is in no doubt t al to reduce the

ag is proposed, just at the time when a new uppl::intn-n:'qil:nt has to be

would run counter to the Government's objective of ﬂt]lﬁ‘llv.‘:ngthcning tife
standing and performance of the Information Officer Geoup, and wuld do
nothing whatever to improve their morale, which is clearly relevint to the
effective presentalion of Government policies,

The Prime Minister has therefore decided that the post of Director

i i
General; Central Office of Information, should not be regradef,
i

(VA Hedtd Uagk

.
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CONFIDENTIAL
SENIOR STAFF 1IN CONFIDENCE

PRIME MINISTER

You asked whether we could delay a decision on the grading
of the post of Director General of the COI until we were able to see
t he efﬁ;;Fjgf_Eﬁis Year's Civil Service pay settlements on the differential
between the pay for an Under Secretary and the pay for the Middle
Executive Directing Band,

There are two difficulties about postponing a decision. First,
the present Director General of the COI retires in June,and we therefore

need to decide pretty soon now who his successor is to be. But to do
that we plainly need to know what the grading of the post is.

Second, it is likely that the pay settlements will not make
all that difference to the differential between Under Eecretaries'pay
and that of the Middle Executive Directing Band. The pay of the latter
iz determined by the Under Secretaries rate and tLhe maximum of the
Assistant Secretary scale. If the TS8RB's recommendation for Under
Secretaries was implemented in full, they would get £26,000 (without
London Weighting). The Government offer for Assistant Secretaries
would put their maximum at £22,044. Thus, on this basis. the Middle
Executive Directing Band might get about £24,000. This would certainly
pull out #gw the differential between Under Secretary and Middle

—_—

Executive Directing Band, but it would still not be all that big.

In the light of these points above do you wish:=

to down=-grade Lhe post of Director General aof the COT to
Under Secretlary, as Mr Havhoe 18 proposing:

leave it where it is, as Sir Robert Armstrong and Mr Ingham
UrEe

contlioue to defer a decision?

KM -

14 April, 1882




SENIOR STAFF IN CONFIDENCE

FROM: Minister of State (C)
31 March 1982

PRIME MINISTER

DIRECTOR GENERAL, COI

1 have seen Mr Whitmore's reply of 26 March to my Private Secretary.
I share your concern to strengthen the standing and performance of
the Information Officer Group and to improve thelr morasle. And I
have sought to balance this against the precedent we would get for
the post-Werdale review of the Open Structure if we left this post
at UIFF(L).

In terms of the grading criteria which apply across the Civil Service
the UIPP(L) level is intended to be used only where there are
hierarchical reasons for giving a pay lead over other Under Secretaries
in the same Department. But there is no other Under Secreta o8t in
the COI. EKeeping the Director Gensral post at UIPP(L) would therefore,
I believe, weaken the pressure required elsewhers to tighten up on
grading standards and reverse grade drift.

The existing pay differential between Under Secretary and subordinate
grades is narrow but this applies across the whole Civil Service. The
pay of the grades in the Cpen Structure is still below the figures
recommended by TSRE in 1980 and this must be considered in the context
of this year's TSRB report. However our strategy on Wardale and on
tackling grade drift would be harmed if over-grading is accepted as a
remedy for compressed pay differentials.

As these wider considerations were not spelt out in the earlier letter

to Mr Whitmore I would be grateful if you would reconsider my proposal
to re-grade the post of Director General, COI at Under Secretary.

BARNEY HAYHOE

oENLIOR STAFF IN CONFIDENCE




MANAGEMENT IN CONFIDENCE

A2 Harch 1982

The Primg Ministary has aean Lady Young's
manute of 15 March, in which she repeorts on
work to improve career managoment in the

Information Officer Group,

The Prime Minister has noted this without
comment .

WS HICKETT

Jim Buckley, Esaq.,
Chancellor of the Duechy of Lancaster's Office

HANAGEMENT ITNCOONFIDENCE




MANAGEMENT — IN CONFIDENCE

“

MR RICEETT

This is a helpful covering note from Lady Young and reflects my
understending of the position we have reached. 8he should be encouraged
to secure as soon as possible full central management arrangements
similar to those for other specialist groups. 1 am not convinced that
there will necessarily be 2 net increase in staff as o resylt of any
introduction of & central management system, Such a system will reduce
the Departmental manpower required to supervise the Information Officer
Group, especially in the larger Departments, and it will probably achieve
economies in time now spent on the discredited trawling syvstem.

The report is now a little deted in that Treasury, much to my
distress - and without even informing me in advance of any announcement -

have appointed vet another Administrator as Head of Information. On past

experience this will not help the Treasury and will do nothing for the
————

moragle ©f the Information OfficerGroup.

——

Altogether the report is the most encouraging we have received,
but & pumber of very important decislons are pending on the [illing of
CIC posts. Given the lack of talent at the top, it is important that
retirement at 60 is enforced.

S

B. INGHAM
17 March 1982

HMANAGEMENT = IN CONFIDENCE




Chancellor of the Duchy of Lancasrer

PRIME MINISTER

Since Barney Hayhoe submitted the last report to you on the Information
Officer Group, the Head of Profession and the Career Development Adviser
have continued thelr efforts to improve career manegement in the Group
and in particular to ensure that the key posts are filled by the best
avallable people. Their efforts have met with some success. The annex
summarlises the main features.

I think some real progress has been made in the last yvear and I am sure
that the Head of Profession should be encouraged to pursue his present
efforts. Tt is evident however that mansgement will be frustrated in

its efforts to achieve greater flexibility while the present trawling
arrangements apply. Under these arrangements Information Group vacancies
are advertised throughout the Service and are open to a2ll members of the
Group (at the asppropriate levels) under a set of rules agreed with the
IPC5. The TPCS oppose lateral transfers because of the alleged effects
on the promotion prospects of junior staff in the Departments concerned.
The Head of Profession has nonetheless insisted on lateral moves where
such moves have clearly been in management's interest. There is some
evidence that in spite of the union's attitude to this issue the majority
of Information Group staff support our present efforts to improve the
way in which the Group is managed.

A an interim measure MPD and the Head of Profession are exploring with
the IPCS how far it might be possible to change the trawling agreement to
facilitate lateral transfer. It may well be desirable to withdrew from
the trawling agreement altogether. But first we ought to be sure that
we have gsomething enduring to put in its place: and it would be
provocative not to give reasonable notice of withdrawal [hgving elearly
tried to make the agreement work more satisfactorily). I propose to
re—examine replacing the agreement with central management arrangements
gimilar to those in other specialist groups (economists, statisticians
eta). This would involve a small increase in staff but the price will
be worth paying. I have asked officials to let me have recommendations
in good time for my next progressa report.

?ﬂ :'";.._

R/

BARONESS YOUNG
1% March 1982
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CAREER MANAGEMENT OF. INFORMATION GROUP STAFF

MANAGEMENT IN CONFIDENCE

Sideways moves and promotions
The sideways move of a PIO into the Chief Press Officer post at

Northern Ireland Office has now resulted in the PIO concerned being
promoted to the post of Chief Information Officer to the complete
setisfaction of the Department and the Secretary of State. A similar
sideways move has been effected of a PIO to the Chief Press Officer
post at Transport and this seems to be working well, Exchanges or
sideways moves of 3 SI0= and & IOs have now been negotiated and this
method has been used to strengthen weak Press Offices as well a= widen
the experience of the brighter members of the Group.

2. Two other top posts became wvacant during the period under review -
Education and Defence. The Education post was trawled and the Head

of Profession sat on the board. It was felt that none of the candi-
dates was suitable and Mr Gaffin - an experienced Chief Information
Officer - is moving into the post on a sideways move from No.lO

Downing Street. At Defence the recommendation of the selection board -
on which both the Head of Profession and your Press Secretary sat —was
for a sideways move by a Director with extensive experience in MOD as
well as in other Whitehall Departments. This is likely to be settled
VEry s00n.

e The post of Chief Information Officer at the Treasury has beccme
vacant and the Head of Profession is being consulted. The Chief
Information Officer post at the Ministry of Agriculture, Fisheries and
Food is being trawled. The Chief Information Officer at the Department
of Transport is moving to sn Assistant Secretary post. His post will
also be trawled, Mr Mower has moved to No.l0 and the vacant CIO(a)
post at Employment is being trawled.

Attachments

L. At s more junior leval the CDA has had some success in widening
experience of talented officers by short attachments of IOs from
specialised posts to Departmental Press Offices. One I0 from COI's
Advertising Staff did so well during his attachment to the Department
of Industry Press Office that he has been accepted as a Press Officer
in the Department of Transport.

5. Short term attachments of 5I0s and some PIOs to the No.1l0 Press
Office have continued and Mr Ingham's reports on them, together with

o
MANAGEMENT IN CONFIDENCE




MANAGEMENT IN CONFIDENCE

*their own notes on tHe attachment, have proved waluable in azsessing
potential high flyvers in the Group.

6. Four PIOs are currently holding or about to hold administrative
posts under the Senior Professional Administration Training (SPAT)
scheme. The move of Mr Goodfellow, CIO at Transport, to an Assistant
Secretary post will give a successful young Chief Information COfficer
valugble administrative experience. Some administrators are working
in press offices, and scme press officers have been moved to admini-
stration posts.

Seminars

7. The Head of Profession and the CDA are continuing to run the
successful seminars for CIO(B)s and PIOs - and have made a start on
similar seminars for SI0s. Ministers and senior administrators have
taken part.

Career Development Adviser

5. The CUA has continued to interview individual members of the Group
and to visit Departments - particularly non-Ministerial Departments and
those outside London where Information Officers tend to feel isolated
and neglected. He has managed to find transfers for a number of
Information staff whose posts were becoming redundant, and has
encouraged action to get rid of inefficient staff in a number of cases,

Retirement

9. The guestion of retirement of Information Officers at 60 has been
delayed by consideration of the whole guestion within the Civil Service
But Departments have in the meantime been advised to retire Information
staff at 60 wherever possible. However, departmental agreements on
retirement mean that this cannot be achieved guickly.

Extra payments
10. Press Officers draw quite considerable extra payment for being on

duty at home at week-ends and overnight. This creates a barrier to
movement, MPO have asked Departments to review out of hours work with
a view to reducing such payments.

8.35.82. MANAGEMENT IN CONFIDENCE
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rrom the Private cecretary 16 February 1982

Wille Rickett
10 Downing Street

boan WR, i

GOVERNMENT INFORMATION SERVICE

Mr Hayhoe, as Minister of State in the Ciwvil

Service Department, submitted a & monthly progreas
report on proposals for improving the presentation
of Government policies and the guality of the
Informatioh Grioup to the Prime Minister on 9 Ju3v
last vear. He promised a further report in"5t months!
time,

I am sorry that you have not so far had that further
report which would now come from the Management and
Fersonnel Office. We are now putting the report
together in conjunction with the Central O0ffice of
Information. I fear it may take a week or so before
thls comes to the Prime Minister but I hope that
this 13 scceptable.




10 DOWNING STREET

Frmir G Private Secreiary 2T Ju Ly 1981

GOVERNMENT INFORMATION SERVICE

The Prime Minister has seen and noted
iMr. Hayhoe's recent minute reporting on
measures to improve the effectiveness of the
Information Officer group,

I am sending a copyof this letter

tc David Hevhoe (Office of the Chancellor
ol the Duchy of Lancaster).

W.F.S. RICKETT

Carter, Esq.,
Service Department .




MANAGEMENT IN CONFIDENCE

!
ME. WHITMOEE  {|w~

W

PRIME MINISTER

Government Informacion Service

I asked Mr. Ingham for hiz comments on the attached minute

from Barney Hayhoe, which reports on measures to improve the
e ]

effectiveness of the Information Officer group.

Mr, Ingham feelzs that Mr. Hayvhoe's report shows that & start
has been made with career planning in the Information Service,
However , he fesls that in three respecits the report has perhaps
plaved down the problems facing career managers im the information

Eroup:
(a) Trawling: some Departments are still reluctant to accept
that their Information Officers should be moved sideways

to other Departments for reasons of carcer development;

Betirement of the over 80s: gome Press Officers have

been retained beyond the age of 60, &nd the head ol the

profession is not entirely happy that everything is
being done to retire them guickly. This receives

only & brief mention in the report;

Allowances : the allowances which Press Officers

below the rank of Principal earn from night and weekend

duty can be very substantial. Mr. Ingham feels they

are exoessive, and that this is an obstacle to management
Iﬁ i

gince 1t makes somPress Officers reluctant to accept

promot 1on,

MANAGEMENT IN CONFIDENCE / Mr. Ingham




MANAGEMENT IN CONFIDENCE

Mr. Ingham does pot suggest that you should intervene in
the work being dome by the (3D, Mr. Hayhoe will be reporting
again in six months, Mr. Ingham suggests that it would be
better to defer any declsion on whether or not to intervene
until then. By that time C3D will have bhad 12 months to get

to grips with this problem.

N1

17 July, 1981.
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FRIME MINISTER

GOVERNMENT INFORMATION EEZ:iQE:

Following your letter of J& November to Willie Whitelaw and other
members of the Cabinet you asked for six monthly progress reports
on Angus Maude's proposals Gfpé;ﬂﬁvemher for improving the
presentation of Govermment policies and measures and the guality

and effectiveness of the Information Offlcer Group.

2 At your meeting with Francis Pym and myself on 1§fﬁebruary.

Mr Groves, the Head of Profession for the Infnnmﬂtinﬁ Officer Group,
reported the first steps that had been taken, after the recent
appointment of the Career Development Adviser (CDA4).

Fh In March Sir Ian Bancroft invited Mr Groves to speak to a
meeting of Permanent Secretaries about the plans for improving the
contribution of the Government Informeation Service. Subseguently a
meating of Principal Establishment Officers endorsed the proposels
and ldentlified some points of difficulty which are now being tackled.

4. Meanwhile the CDA has been working closely with Chief Information
Officers and FEOs to secure career moves, and to deal with the staff
problems arising from the manpower cuts and the projected moves of

the M3C and HSE out of London. Members of the Group are now

regularly seeking his advige.

2 The CDA has prepared, in consultation with the Head of Professlon
and Mr Ingham, a 1ist of "high flyersz®, which is kept under consgtant
review. He has also been an observer on many selection boards to
acquaint himself with the candldates being recommended and the
standardg being applied, and he has reperted favourably on the calibre
of SI0s and PIOs in particular.

= Action to deal with the less efficient is being taken. A Chief
Information Officer and a Principel Information Officer are to be
prematurely retired. Career moves are belng arranged; for example,
an exchange hag been agreed between the headsz of information in the
Central Statistical Office and the Health and Safety Executive, and
the MNorthern Irelend Office has agreed to accept a "high flyer" from




MAFF ag replacement for their Chief Press 0fficer, who is retiring.
Internal applicants for the post of Chief Information Officer in
the Scoltish Uffice were below standard and applicants from out-
side the Service are being sought through Cpen Competition. The
CSD is on the lockeut for any instances of the Trawling Agreement
restricting us unduly.

i 478 Other measures include the attachment of SI0Os from depart-
ments and COI regions to the Press 0ffice at No 10, which is
proving very valuable, and short-term attachments to busy Whiteshall
Press offices for bright young information officers hitherto
lacking in this experience.

B, On the training side the Head of Profession is running a
series of 1% day seminars for CIG(B)s and PI0Os - from whom the
next generation of Cl0a will be selected. The subjects are the
information Group and the presentation of Govermment policy, and
the seminars have proved very successful. So far each haa been
addressed by a Cabinet Minister, a Permanent Secretary, a
Journalist and your Press Secretary. The CDA is shortly to
organige a4 series of aimilar, though less high-powered, seminars
for 5I0s. In this way Information Officers in Departments are

obtaining a wider view of the problems and methods of presentation

than is avallable in their own Departments.

9. You requeested Cabinet colleagues to engure that information
ls an integral part of policy making. This has been taken up with
Permanent Secretaries and Establishment Officers and I propeose to
review progress in October.

10. Amongst the questions being followed up centrally by my
officials are a more rigid application of the 'retirement at 607
rules and the tightening up of the annual confidential reporting
standards.

11. The Head of Profession tells me of a noticeable, and welcome,
lifting of morale in the Group, as a result of the evidence of




central activity to help and support its members.

2. I will be reporting again to you in six months' time.

am gending & copy of this minute to Francis Pym.

BARNEY HAYHOE
July 1981




10 DOWNING STREET

From the Private Secretdry 2 July 1981

The Prime Minister was grateful for
the Chief Secretary's minute of 30 June
making proposals for the move to repayment
for COI services from 1 April 1984,

The Prime Minister is content for
officials from central departments to
discuss with the COI and the departments
coneerngd the detailed implementation of the
change as well as the idssues of untying.
She sgrees that there is no pneed for an
announcement separate from the publication
af the White Paper on Efficiency.

I am sending copies of this letter to
the Private Secretaries to other Ministers
in charge of departments, the Chancellor of
the Duchy of Lancaster, the Minister of
State for the Civil Service Department,

Sir Robert Armstrong and Sir Derek Rayner.

Terry Mathews, Esq.,
HM Treasury
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REPAYMENT FOR SERVICES FROVIDED BY THE CENTRAL
OFFICE OF IRFONMATION

—

Lﬁlrlr,._l,

PRIME MINISTER

In your responss to my minute to you of 1ﬂgkﬁril you approved
tha proposed move to repaymeént for COL services from 1 April 1984

{your private secretary's letter to mine of 2B April).

2. Comments from departmental colleagiues have all supported the
move. J1 therefore propose that we should move to the next stage
in which officials from the central departments (Treasury and CSD)
should disecuss with the CO0I and the departments concerned the

detailed implementation of the change.

3« Mozt of those colleagues who commented were also in favour
of a move to untying, some thinking that the change should be

made bhefore the move to repayment rather than after.

. I am still inclined to the view expressed in my minute of

14 April; that while the expenditure om paid publicity is cemntrally
determined and borne on the COI Vote, without departments having

to contribute, there is little sense in departments being allowed

to make their own arrangements ountside the aystem. But the guestion
will only become a live one when the change to repayment has been
completeds: I therefore think officials in the ¢entral departments
and those most concerned should pnow consider, in parallel with

the discussion of arrangements to the move to repayment, the issues
of untying, with a view to reporting back to Minlisters at a point

nearer the time of the move to repayment.




3+ As to announcement of the change to repayment, thiaz is

already referred to in the draft of the White Paper on Efficiency.

I zea no need for any other announcement.

b. I am sending copies of this minute to other Ministers in
charge of departments, the Chancellor of the Duchy of Lancaster,
the Minister of S5tate for the Civil Service Department, Sir

Robert Armstrong and Sir Derek Rayner.

LEGN BRITTAN
30 June 1981




!
MR WHITMGRE
~

You will remember that back in November of last year
the Prime Minister wrote to Cabinet colleagues about the
Government Information Service (Flag A). She made a number of
proposale for improving the management and performance of the
Service. You asked the Paymaster General's Office to give you

s81x monthly progress reports on the follow-up to her proposals.

There was 2 certain amount of disagreement among Ministers
about the Prime Minister's propesals but this was eventually
settled in Mareh 1981 (Flag B}. At that time Barney Hayhoe
was given charged of this particular subject. Because of this
the CSD are arguing that your request for a six monthly report
has been overtakem by events. They propose to report in
SBeptember. I fond this a little hard to understand. It is
now scven months since the Prime Minister wrote to her Cabinet
colleagues; there is no reason why progress should not have
been made on her proposals despite the ministerial bickering
that followed her letter; and I think that she ocught to have
& report before the summer recess. Do you agpree that T should
take this lipe with the C3D?
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DEPARTMENT OF Tﬁhns?ﬂnT
? MARSHAM STREET LONDON SWIiPF 3EB

Chief Secretary to the Treasury
HM Treasury:
Parliament Street

LONDON

SW1
HEPATMENT FOR SERVICES PROVIDED BY THE CENTRAL OFFICE
OF INFORMATIOHN

The Rt Hon Leon Brittan QC MP Tg May 1981

w_m

|.-""
111?

Thank you for sending me a copy of yvour minute of
13L}ﬁril to the Prime Minister. i

I have long been in favour of a move to a repayment
Eystem, to replace the present unsatisfactory arrangements.
My officials are ready to work with yours on the details of
the new aystem,

I agree with the proposal in Jchn Nett's letter of 1 May
that "untylng" should be considered from the outset. An
arrangement under which a client can neither guestion his
suppllier's charges nor invite competition seems unlikely to
be the most efficient.

¢ those who received youras.

AT

! NORMAN FOWLER




CABINET OFFICE
7¢ Whitchall, London swia 2as  Telephone o1- 233 B224

8 May 1981

T Mathews Eag
Private Secretary to the
Chief Secretary to the Treasury

o oy

REPAYMENT FOR COI SERVICES

Derek Rayner saw his copy of the letter to
the Chiel Secretary from” the Defence Secretary
before leaving for Canada yesterday snd asked
me to drop you a line for f{r Brittan in con-
nection with it. .

Given his earlier experience of MOD, he suspects
that what they mean by "untying" in this context |
18 doing much of the work themsSelves, rather .
than Tinding more effective or less expensive '
media outeide Eﬂvermeni. In a recent discussion |
with Bayner, the Controller of HMSO described how |
he had had & recent tussle with MOD over their
wish to do much more in-house printing as against
using EMS0. The Controller said that he had been
able fto prove that the in-house cost was much
greater than using HMS0.




Hayner fayours untying, but at the rJ...r']zL iime

and provided it is properly disciplined
I am copying this to William Rickett.
L/ﬁv:f fha%

C ?H"E’FLJ




DEEARTMENT OF TRADH 1 VICTORIA STREET LONDON SWiH CET Telephone 01- 215 7877

Fromihe Sacrebary of State

The Bt Hon leon Brittan QC MP

Chief Becretary

HM Treasury

Treasury Chambers

Parliament Street

Iondon, SW1P ZAG E?} May 1981

e
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REPAYMENT FOR SERVICES FROVIDED BY THE CENTRAL OFFICE OF INFORMATION

Thank you for sending me a copy of your minute cfvjﬁggpril to the
Prime Minister.

-

I should like to associate myself generally with those of our
colleagues who have welcomed the proposal that C0I's services should
be supplied To Depariments on a repayz=srct basgis.
I am glightly disappointed however at the suggestion that a review
T the gnestion of untying should 1 until the changa to
payment has been cozplisted. To important and diffieunlt
issue but if "repayment™ ig to ast as a real discipline on bath
parties there must be a good case for allowing the customer to shop
around. However if the general view is that this matter can be
dererred for the time beinz I am content - provided that the
advantages and disadvantages of untying are thoroughly reviewed when
the tims comes.

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

=]

JOHH BIFFEN




PERSONAL

CABINET QOFFICE
g0 Whiichall, London swia sas 'Ie[cphmu— 0l- 233 D‘-EE_.":

8 May 1981

T Mathews Esqg .
Privaie Secrétary io the
Chief Sscretary to the Tresesury

e
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REPAYMENT FOR COI SERVICES

Derek Rayner saw his copy of the letter to

the Chiel Secretary from™ the Defence Secretiary
before leaving for Canada yesierday and asked
me to drop you & line for Mr Britizn in con-
nection with it. .

Given hie earlier experience of MOD, he suspecis
that what they mean by "untying" in this context
15 doing much of the work themselves, rather

than finding more effective or less expensive
medis cutside govermment. In a recent discussion
with Bayner, the Controller of HMSO described how !
he had had a recent tussle with MOD over their
wich to do much more in-house printingz as against
using HMSO, The Conirolker said that ﬁc had been
able 1o %ra?e that the in-house cost was much
greater than using HMSO.




Rayner favours untying, but at the right time

end provided it is properly disciplined.

1 am copying this to William Rickett.
L,fgﬁrf -ﬁ‘;'l%
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DEPARTMENT OF TRADE L VICTORIA STREET LONDON BWIH OET Tel=phone 01- 215 7877

From ihe Secrebary of Slate

The Rt Hon Leon Brittan QC MP
Chief Secretary

HM Treasury

Treasury Chambers

Parlianent Street

Iondon, SW1P 34AG

REPAYMENT FOR SERVICES PROVIDED BY THE CENTRAL QFFICE OF INFORMATION

é?k- May 1981

Thank you for sending me a copy of your ainute qu}#glpril to the
Prime Minister.

L should like to associate myself generally with those of our
colleagues wino nave welcomed the proposal that COI's services should
be supplied to Departmentz on a repayzent basis.

suggestion that a review
g until the change to
rajment has been complate This is important and difficult
sue but if "repayment™ is

™5
iy

Howaver if the general view is that this matter can be
deferred for the time being I am c¢ontent - provided that the

advantages and disadvantages of untying are thoroughly reviewed when
the time comes.

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

£

(F

JOHN BIFFER
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MINISTRY OF DEFENCE WHITEHALL LONDON SW1A 2HB
TELERHAORE fi-2e8 pood

OIREST DALLisid &1-2iH 21 1 1 J'lr3

MO 20/1 A 1st May 1981

REPAYMENT FOR SERVICES PRO WIDED BY THE COT

1 was grateful for the opportupity to comment en the
proposals in your minute of 14th”April to the Prime Minister.

I am of course quite content in principle with the main
recommendation that COI services transfer to a repayment
basie from lst April 1984, but I have one reservation over

b2 . - =

the proposals for detailed implementation to | Aiecugond hefusan

officials. It is not clear to me why the question aof untying
has to be shelved for over three years. I realise that the
various implications of untying - some of which the Chiaf
Secretary enumerates in his seventh paragraph - may need
further consideration; but this should be dene from the outset
in the forthcoming discussions between the COT, central
departments and custemer departments, The logic that leads
to repayment also points to relaxation of the COI mono: 3{-1}'; ;3
customer departments are to remain tied, there will surely be
less incentive for greater efficiency and cost-effectivencss,
I am copying this letter to the Prime Minisrer and to

the other recipients of your mimute.

John Motk

Rt Hon Leon Brittan MP




DEPARTMENT OF INDUSTRY
ASHDOWN HOUSE

113 YVICTORIA STR

NMDDN SWIE

gve to leok carefully
" "

question of "untying".

I am copying this letter
cipients of your minute.




10 DOWNING STREET

From the Private Secretary prd] Appi 1 1851

The Prime Miniaster has seen the Chief
Secretary's minute of 14 April, about repayment
for services provided by the Central Office of
Information.

She has approved the proposed move to
repayment of COI services, and she endorses
the proposals outline by the Chlel Secretary
for the broad framework for the new arrangements.

I am sending coples of this letter to the
Private Secretary to Ministers in charge of
Departments, and to David Heyhoe (Chancellor of
the Luchy of Lancaster's Office), Adrian
Carter {Mr. Havhoe's Office, CSD), David
Wright (Cabinet Office) and David Allen
(Sir Derek Rayner's Office).

/1;;%.5 ELM

Pt s

T.F. Mathews, Esq.,
H.M. Treasury.




. Press Office

PRIME MINISTER M’(

REPAYMENT FOR COI SERVICES

Mr. Brittan seeks agreement in principle
to the proposed move to repayment for
COI services. The proposed arrangements
have been agreed between Mr. Pym, Mr, Havhoe

and Mr, Brittan. There have been no comments
R

from colleapgues in the ten days since the
proposals were circulated at Ministerial

level.

The new system will not be operative
until 1 April 1984, because there is much

detailed preparation to be undertaken.

e -

You should see in particular paragraphs
g and T of Mr, Brittan's minute about
central control of pald publicity and

untying.

Ccontent for Mr. Brittan to go ahead
A8 proposed.

Yol

27 April 18081




PFRIME MINISTER

REPAYMENT FUR SERVICES PROVIDED BY THE CENTRAL OFFICE OF
INFORMATION

DIfficials in Treasury,; CSD and COI have been congidering
proposals that the COl's services should be supplied to

departments on a repayment basis. This work had arisen from a

recommeéndation by the Expenditure Committee in the lagt
Parliament, but clearly fits in with moves towards repayment
in other areas of Government which have been initiated by this

administration.

2. The Paymaster General, the Minister of S5tate at the Civil
Service Department and I are in agresment that COI should move
to repayment. UDespite the benefits of an allied service svystem
of oparation; we believe that repayment offers a bettor method
of regource allocation in this sort of case. COI'as expenditure
is necossarily an adjunct to departmental pelicy programmes. It
should therefore be for departments themselves to measure the
benefits of a given level of publicity expenditure agalnst the

other calls on their expenditure allocations,

3« Such a move cannot, however, be made overnight. There must

be a properly developed system of accounting and billing and one

which requires the least additional manpower,., COI therefore have
to complete the computerisation of thelr accounting system; which
has a target completion date of April 1983. Allowing time to

eliminate teeothing troubles,; the surgested target date Cor

introduction of repayment is therefore 1 April 1985,




i, This is a long lead time, but it gives time to plan the

move properly and avoid mistakes. The bread framowork, agreed
between the COL, Treasury and CS5D, is that departments should
make provision on their Estimates for publicity which they

place through COI, using the Voles for the functiomal expenditure
with which that publicity is associated, and making provision for
the amounts which they will have agreed by prior discussion with
COL and, as necessary, the Treasurv. CO0I will them hill the

departments for work done in the normal way.

3. Within that broad framework there will be a number of details
to be settled by discussion between COI, the central departments,
and the customer departments. A note on the main ones is given
in the Annex. 1 propose that, following your agrecoment in
principle,; the COI and the central departments discuss the

detailed implementation with customer departments.

6. A point which has exercised us particularly when discussing

repayment for COI is the guestion of central control of paid

publicity (fi.e. publicity for which an outside agency i= smployad).
This is an area where results are difficult to measure and there
is a natural tendency for expenditure to increase. Successive
Governments have sought to keep total expenditure within bounds
and have found the central agency of COI an important inslirument
in this. With repayment central control and monitoring will be
less pasy. We can however use CO0I to monitor expenditure which
passes through its hands - as the Amnnex indicates. At present we
have no means of exercising central control over expenditure by
departmenls on their own behalf (e.g. Press conferences etc.)
Lhough there 1s a system of recording estimated expenditure in my
memorandam on the Supply Esztimates. 5o long as departments are
tied to COI for paid publicity however this is less important.

My officials will axplore wavs of using thiz information as an aid

to control of publicity expenditure overall.

r+ This brings me to the question of untving. Francis Pym,

Barney Hayhoe and 1 do not believe that the guestion of untyving is

oneé that needs to be tackled vet. The guestion will only become




live when the change to repayméent has been completed. Once tha
ayatem has been running for a little while it would be right to
azk whether there iz a caze for untying. It will be a matter of
Judging hetween on the one hand the spur to efficiency and cost-
consclousness that untying should bring and on the other the
tangible benefits given by a central body of expertise and
responsibility in terms of discounts etc and advice on cost-
effectivennss, A further factor will be our wiew about the neesd

for central oversight of expenditure.

8. SBubject to there beinz no major reservations from colleagues
I dnvite vou to agres in principle to the proposed move to

repayment for COI services and to endorse the proposals I have

outlined for implementing the broad framework.

9: I am sending copies of this minute to otheor Ministers in
charge of departments, the Chancellor of the Duchy of Lancaster,
the Miniaster of State at the Givil Service Department,; Sir Robaort

Armatrong and Sir Derek Ravner.

LEON BRITTAN
14 April 1981




REPAYMENT FOR SERVICES PROVIDED BY THE
CENTRAL OFFICE OF INFORMATION

Note by offiecials of Treasury, CSD and COI

This note covers some of the detailed points which will have to be
settled before the introduction of repayment for COI services from
1 April 1984,

2 The broad framework is that departments should make proviaion
on their Estimates for publicity which they place through COI,
using the Votes for the functional expenditure with which that
publicity is associated, and making provision for the amounts
which they will have agreed by prior discussion with COI and,

B8 necessary, the Treasury. C0I will then bill the departments
for work done in the normal way.

2 Cver the months before implementation COI and the central
departments will discuss the detailed implementation with customer
departments.

Public expenditure implications

L3 There will have to be a redistribution of the expenditure now
on C0l's public expenditure programme to the individual departments.
At the appropriste time the Treasury will issue a proposed distri-
bution which it will discuss with the departments affected.

Bill-paying arrangements

-, Departments will undoubtedly incur some small asdditicnal

staff effort required for clearing bills and carrying out the
necessary recording snd sccounting processes, but it will be
necesgary to absorb this within existing staff provisioms. In
order therefore to keep the work within bounds the bill-peying
arrangements should minimise the need for querying invoices and
validating payments. COI will continue to provide an estimate
containing a breakdown of costs prior te regquisitiom. Departments




must have sufficient informatiom om invoices to enable them to
identify and recognise their requisitiocms. The proposed COI
compuater system will be designed to make reasonable provision for
this. Any further questioning of COI's costs by departmentsl
elients should be constrained by an understanding of the respective
responsibilities of the two sides. Departments are responsible for
formulating the operatiomal objectives of the publicity and sgreeing
the broad order of expenditure they are prepared to devote to it.
COI are responsible for the ecomomy and efficiency with which they
meet these reguirementa. COI will discuss its arrangements with
departments. Central departments will as necessary clarify the
respective responsibilities of the COI and departments.

Central monitoring of paid publicity

& With a switch to repayment it will be less essy to identify

and control overall expenditure on publicity. In addition to the
main publicity expenditure on COI Vote, departments themselwvea

incur some publicity direct. This is brought together and published
at the beginning of the year with the Bupply estimates. COI can
monitor and control its own expenditure during the year. But it

is not possible to meintain a central conmtrol over expenditure by
departments direct. This is unnecessary while departmentas are tied
to COI for the main paid publicity expenditure.

The Vote arrangements for COL

7 Treasury will make arrangements at the appropriate time on
the way COI's expenditure is shown to Parliament.
Notice to Farlisment

B The PAC, and possibly the Treasury snd Civil Service Select
Committee, will be notified of the new arrangements.

Value Added Tax

9 VAT applies to all repayment services in Govermment departments,
and some additional work would be created. The VAT charge will of
course cause no net addition to the Public Sector Borrowing
Hequirement, or any real increase in publiec expenditure. On change-
over, the additional cash cost will be taken into account in the

PES revaluation factors.
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SECRETARY OF STATE FOR THE ENVIRONMENT

GOVERNMENT INFORMATION SERVICE

Thank you for your minute of 31 December 1580,

I believe that we need the experience and the knowledpe of
the media offered by a4 professional Information Service and that we
must be careful pot Lo undercut the confidence of Lhe service we are

trying to improve.

The ideas yvou put forward in your minute had been considered
by Paul Channon and Angus Maude who favoured instead a number of
measures designed to improve the trailning and career management of
the Group. These measures are now being implemented, and must be
Eiven a chance to work. However, it was also proposed that there
should be more interchange between young administrators and informa-
tion offlicers, and this proposal, which I welcome, is I think in line
With your own views, Information ©fficers should be given infoeraesting
and useful secondments., For instance, it might be very helpful to
the presentation of Govermment policy to have a bright young
information man attached to Ministers' Private Offices. And high-
flying young administrators would gain from direct experience of Press
Offices, It would be inadvisable however to make such exchanges at
the top level, where professional knowledge and experience are

essential.

/I recognise

MANAGEMENT 1IN CONFIDENCE




MANAGEMENT IN CONFIDENCE

el eariT

I recognisee that it iz not mlwaye easy in 8 relatively small
group to cope with the problem of individuals who are clearly
inefficient. This iz a management problem and 1 have asked

Barney Havhoe to look into it.

None of the efforts to improve the Information Group will be
elffective unless Ministers ensure that information is an integral
part of policy making rather than simply & means of announcing it.
Ways must be found of ensuring that the Chief Information Officer =
though Junior in rank to many offiecials concerned - is fully in the
picture at all times and is consulted when policy is being formulated.
I am sure Ministers will agree with this principle, and that they will
ensure that their wisghes are uynderstood and implemented by Permanent

Secretaries and officials at all 1levels in thelir Departments.

I am copying this minute to other members of the Cabinet,
Michael Jopling, Sir Robert Armstrong and Sir Ian Bancroft,

&5':“#/!1#':

(5 g

4 March 1881
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MANAGEMENT IN CONFIDENCE
FRIME MINISTER

GOVERNMENT INFORMATION SERVICE

At the meeting on 1§ February you asked me to provide a draft reply
for you to send to the minutes from Michael Heseltine, Norman

FPowler and Patrick Jenkin. & draft 1a attached.
g ———

ns I sald at our meeting, I am sure that efforts by colleagues to

get better usze made of their Information Officers will succeed only

1f they are well backed up by Permanent Secretaries and Principal
LS —

Eztablishment Officers. The CSD will do all they can to ensure

that this happens. 8ir Ian Banercft will invite Mr Groves to

address the weekly meeting of Permanent Secretaries, and suitable
guidance wlll go to Establishment Officers.

I will soon be talking with Mr Groves and my officials about the
premature retirement of less efficient membere of the Information

Service and locking at career progpects in the Service.

1 am copying this minute to Francis Pym and Mr Groves.

BARNEY HAYHOE

7 February 1981

MANAGEMENT IN CCNFIDENCE
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DRAFT MINUTE FROM THE PRIME MINISTER TO THE SECRETARY OF
STATE FOR THE ENVIRONMENT

ferarmmma Yot —

Thank you for your mirmute of 31 December|i@-

l believe that we nesd the expapience and the knowledge
of the medla offered by a prnﬁéssicnal Information Service
[

and that we must be careful pot teo undercut the confidence
/
of the pervice we are tryiﬂg to improve.

f

|'l

f
The idegs you put forwerd/in vour minmute had been
f

considered by Paul Chamnnpn and Angus Meude who fevoured
ingtead a mmber of meagures designed to improve the
training and career magpagement of the Group. These measures
are now being implemegted, and must be glven a chance to

work. However, it was alsoc proposed that there should be

|
more interchange herﬁaen young administrators and informa-

T

tlen officers, and ?his proposal, which I welcome, 1s I
think in line with #Dur own views. Information officers
should be given lnéerestiﬂg and useful secondments. For
instance, it might/ be very helpful to the presentation of
Government poliey to have a bright young informaltion man
attached to Ministers' Privaete Offices. And high-flylng
young adminigtrators would gain from direct experience of

Press Officea. If would be lnadvisable however to make

MANAGEMENT IN CONFIDENCE
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such exchanges at the top lewvel, where professional
Knowledge and experience are essential.

1 I j“"’
I recognise that 1t is not always easy in 4 relatively
small group to cope with the problem of/individuals who

are clearly inefficient. This is s management problem and

I have asked Barney Hayhoe to look jnte it.

None of the efforts to improve the Information Group will

be effective unless Ministers aﬁsure that information is an
integral part of pelicy meking rather than simply a means

of announcing it. Ways must/be found of ensuring that the
Chief Information Officer ﬂfthcugh Junior in rank to many
officials concerned - is ;ﬁlly in the plcture at all times
and is consulted when policy is being formulated. I am sure

Ministers will agree wigh this principle, and that they will

ensure that their wis@és are understood and implemented by
f

Permanent Secretaries and officials at 8ll levels in their
II:
{ +Q,F._____thﬂL

I am copying this #inute to D ; t

Departments.,

i g I FI. | a i_. L i
aL C—M,MM,L-W .'!\-‘r--.fh—\-—a-.-l,';_.]
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2 MARSHAM ETREET
LONDON SWIF JER

BIy ref:

Your ref:

;lfg,fﬁh?ﬂﬁfﬁf 1964

Do

e A o = %
y a1 \___|.‘|:_-_-

Information
of 5 letter which |
the WUJ. 1 als close a copy of the
reply which the f stary of State has
guthorised me to « Would this meet
with zny objections from No 10 plessel

year to -bthk:im: Mipist
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B pef:

Your ref:

— e e
¥ B ETEATA o S

e Becretary of Btate has asked me to reply to your letter to hi
5 February.

it

Il
(4]

The Secretary of Gtate believes the Informetion Service could be
good degl more effective tham it ig. HMinisters hold similar views
sbout other parts of the Government mschine and have deliberstely
given the pursuit of greater efficiency a very hipgh priority.

it would help to schieve this if there were much greater interchenge

between sdministrators and ﬁTDfEEEiazala generally, including
Inlu:matiﬂn Yificers; this could be achieved either by more crosg-
nﬁstingﬁ, or in the case of the Infnrmpt on group . by ceasing to
regarﬂ 1ts members as belooging to a separate class. Either WEY,
the objective would be a more effective mixture of departmental and
professionsal e&perteuue. But the EBecretary of State has no doubt
that Government Ep:rtteutd will Hlﬁu cantiﬁup to reguire the
services of some people with experience in Journalism or public
relptions work.

50, the Secretary of State's purpose ig sn improvement in the
Government's Informstion Service so thst the public can be better
informed of what Government departments are doing. 4nd as to:

open Government, the publication of the ICE's comprelrensive MINIS -
documents hes meant that infinitely more information is now ‘available
about the sctivities of this Department than ever bafore.
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From the President: Fruncls Becken

Thke E%. BEon., Michael Hegeltine MP.,
Becretary of State for the Environme
Departiment of the Environment,

£, Azreham Street,

London, SWiP 3IER.

Tegr Segretzry of State,

I waz unpleasantly surprised to read viewe on the Whitehall Informaticn
service atiributed 3o you by varicus nevepapers last wWeek-end.

You apparently bellieve that Information Officers are " a tunch of mediccre
feiled jourmaliste". I would zppreciate a sight of the evidence on which
you base that charge, or an assurance that you do not subscribe to that
Tiew,

I wonder whether you would find acceptable a generalised charge that the
Govertment of wWhich you are a member coasists of "& bunch of failed
ministers.," Given the choice, I think most people would regard that a=
a more acceptable statement than yours. And the responsibility for this
state of alfairs does not lie with my members,

Many Information Officers are not ex-Jjournalists at all = failed cr other-
wise. They are Civil Servants who have transferred tc the specizliet class
froo clerical snd administrative grades, Others have entered Whitehall

from commercial PR, fram the film industry and from other profesesions as
well 28 journelism. Competition hasz been intense and "failed journzliste™

“would ba unlikely to hawve made the grade,

L

Whers the Gowermment Informaticon Service has been lese useful than I would
Iike, it reflects:
¥ L& failure by senior Civil Servante and Ministere to spprecizte the
igportance and wvaloe of information work;
& lack of pustained training for new non—jourraliste informatlon
T
L]

constant reorganisation and staff reducticons that lead to a skeletal
and inconsistent service;

end lack of eny real coumitment to cpen Govermment, either in the
Civil Bervice or in the Government itself,

The last point is importani. You clearly see the Information Service as

1&13 providing 8 "publigity" funetion for Minigters. This is not, and never hasg

: Keamiegh IE. Ashiom




100 SgrXvice's prize chijective. 1%
= uesually through the Frese - i
1. 1 n cnly sugeest that your pre-occup
T0 communicate ezl -'.:ll:":;:"l.s j rut with wvou
that your policies heve not been "galg! to the public,
Whitekall Branch is sctively backing 'ru:.,h a :1-:1::11 cxtension of "emen
-&m‘Er.Jﬂent" end more gpecifically, a Fresdom of Informaticr Act. 1‘;[.;. ot

2 similar commitment to open Governm from vou.

went to improve the Information Service, then the NUJ will

nat achisve '_""i.i"l.", and b'l.-' g1 3._.\'_['_.':|:I Fol | _;rc._fesalc_.nal

handing cver information work io cereer sdninistraicrs
intarest in, &nd no commitment to, the real cbiectives of

Service,

el e e
With the Central 0ffice of Information (COI) and many Whitehall informetien
divisions already cutting back thelr services to the Presg, industry eng
puclicy the NUJ is wvery sericusly concerned with the directicn in which you
and vour ministerial collepoues are going.

Yours sincerely,

frmnch ’i—; e

FRANCIS BECKETT
President
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10 DOWNING STREET

From the Principal Private Secretary
it 16 February,

Government Information Service

The Prime Minister met the Chancellor of the Duchy and the
Minister of State, Civil Service Department, this afternoon to
discuss Mr. Heseltine's minute of 31 December, 1980, Mr. Fowler's
minute of 9 January, 1981, and Mr. Jenkin's minute of 22 January,
1981, about the Government Information Service. Mr. John Groves
and Mr. Bernard Ingham were alsc present.

The Prime Minister said that she was worried about Mr., Heseltine'
proposals. It scemed to her that they would demoralise the very
service that Ministers were trying to improve and enhance. It was
important to have a professional Government Information Bervice,
though this did not mean that the Information Group had to be a
totally exclusive class, There were advantages in o certain
amount of interchange between the Group and the administrative side
of Whitehall. The first and most helpful step in the process of
raising the standing of the Information Group was for Ministers to
take their Information Officers fully inte their confidence.

The Chancellor of the Duchy agreed with the Prime Minister's
approach to the matter. In the end, the presentation of policy was
the responsibility of Ministers, and they would only get this right
if they involved their Press Officers fully in the day-to-day
thinking and life of their Departments, and in particular in the
formulation of policy. Anything less would leave Press Officers
at a disadvantage in carrying out their duties, and this helped
nobody since Ministers, Senior Administrators, and Information
Officers all shared the same interest in seeing the policies af thelr
Departments properly presented.

Mr. Havhoe said that he agreed that it was for Ministers to
give a lead in drawing their Information Officers into the central
activities of their Departments, But it was for Permanent
SBecretaries to give full effect on a day-to-day basis to such a
lead from their Ministers. It was also important that Prineipal
Establishment Officers should sec that the careers of young
Information Officers were properly planned: they should, for example,
have a periocd in & Private Office. More pneeded to be done to groom
the brighter vounger members of the class for higher posts, It
younger Information Officers were to be brought on in a timely way,
it might be necessary to retire prematurely some older and
inefficient members of the class.

J Mr. Groves
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Mr. Groves said that the implementation of the various proposals
which the previous Paymaster General bad put to the Prime Minister
laet year was just beginning, For example, the Information Group
now had, for the first time, a Career Development Officer who had
been appointed last October. The effect of adopting Mr. Heseltine's
approach would be to abandon all these pew developments before they
had been given & chance to show their value. The response to the
Prime Minister's letter of 12 November, 1980, had been patehy,

Most Ministers were ready to involve their Information Officers

in poliey discussions, but to make this process really effective

the cooperation of Senicr Administrators was essential, and that

was not always forthcoming. The Tact was that Senior Administrators
did not, on the whole, care much for the Press, and many of them
tended to identify Information Officers with the Press. But he

did not want to overstate the problem: taking Whitehall as a whole,
relations between Senior Administrators and Information Officers

were normally in reasonably good shape,

Mr. Ingham said that there was a clear need for more interchange
between the young Administrators and Information Officers. It would
do HEO(A)s and ATs a lot of good to do a spell in a Press Office,
but there was very little interchange at present, He would like
to see Senlor Adminiztrators making greater demands on the
Infoermation Group. This would sort out the wheat from the chaff,
and would gradually improve the guality of the Group. A necessary
part of this process would be the greater lnvolvement of members
of the Information Group in the formulation of policy. A1l this
would raise the Group's standing, and in turn make it 3 more
attractive career to new entrants.

The Prime Minister, summing up the discussion, said that they
were agreed on the need for Ministers to insi=t on their Information
Officers playing a full part in the formulation of policy in thedir
Departments. This meant that not only Ministers but also Senior
Administrators should take their Information Officers fully inte
their confidence, and make the maximum use of their professional
skills. If this were done, it could enly improve the presentation
of thelir Departments' policies, The Minister of Btate, Ciwvil
servies Department, should, in the light of the discussion, arrange
for the preparation of a reply for her to send to the minutes she
had received from Mr. Heseltine, Mr, Jenkin and Mr. Fowler.

I am sending copies of this letter to Geoffrey Green (Civil
Serviece Department) and John Groves (Central Office of Information).

David Hevhoe, E=q.,
Office of the Chancellor of the Duchy of Lancaster.
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In response to your letter of

I briefly minuted you on 24 November to add a

Ifor the opportunities

Lo the

provided
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I have
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like to eXpress my
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Kovember to Willie Whitelaw,

woerd of welcome

by the appointment of & Career

Information Service.

Michael Heseltine's minute of 31 December and
ympathy with much of what he says.
we need an Information Clage and mmet ratain 1t.

But I too consider that there is an urgent need to improve the

quality of the Service whiech

| recognise that we must seak

information Hervice and must,

the mesgsures wa take and
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The attached letters from the Secfetaries of State furucgiﬁn{]

the Environment and Transport (Annexes I and I1) propose more W ke~
— s e —— -—

drastic action designed to improve the Covernment Information “"‘"‘n

Service than your letter to Cabinet Ministers of 12 November, 1880,

Ml-l-ﬂ;ﬂ"
Tour letter was circulated after you had received advice

Ifrom the then Paymaster General and the responsible CSD Minister.

Para. 11 ¥r. Channon*t you will recall, told wou that he had consldered the

o f

alternative approach of merging the Information Group within

dnpex TII :
attached the Administration Group and using Administrators to £111 the top

posts. He concluded, however, that the Service could not function

without specialists whose quality would rapidly diminish if their
————re—

Career prospects were severely reduced in that way.

Moreover, Administrators would seldom have the knowledge
o1 the media or the influence with the Press and broadcasting
ey e P

that a WNinister expects from his senior information advisers.

Mr. Channon advised - as did Mr. Maude - that the better course
-nﬁ

WAS TO set about improving the Information Group rather than to

weaken it by further diluting its professional experience or
=
taking the top Jobs away from it.

The measures proposed to improve the gquality of the Information
Group are now being implemented. I have digcussed the proposalsg

in Mr. Heseltine's and Mr. Fowler's letters with the Head of
R, e mamLi—

Profession, John Groves. We both firmly believe that to change
——— ——— =

eourse in this direction now would be very damaging for the
T T,

Infmrmaliqp service and put seriously at risk the successful

presentation of Government policy.
e — =

Furthermore, the problem will not be solved simply by
putting people of different disciplines into the top postg. The
idea of putting Administrators into these posts i not new. It
has been tried and the results have been discouraging. To proceed
in this way now would merely accelerate the exigting drift out of

the Service of promising information officers.
/The




<

|

=0

The Information Service will never function properly,
regardless of who occupies the top posts, unless Departmonts
take a more positive and creative view of information work

 — e,

instead of regarding Press Officers as a defensive and reactive

e

mechanism,

Press Officers have to be given the opportunity to QEEEFT
their subject if they are to employ their communications skills
cf?zgiively, That can only be done 1T the approach to
information work in Departments is seen as a partnership between
Ministers, administrators and information officers based on mutual

trust.

It was, of course, a part of the proposals you accepted that
exchange postings at the appropriate level between Administrators
and Information Officers should be encouraged in order to widen
experience and understanding in each direction. Juhn Groves
and I very much hope that this will happen, but we d[}ﬂfﬂl‘ the
reasons given by Mr. Channon consider that Chief Information

ﬁ
Officer is the appropriate level.
i TE—— —,

We have shown this correspondence to Mr. Pym.
e ——

I attach a draft reply to Mr. Hﬂseltime(ﬂxw.hai

\
e
B. INGHAM

21 January, 1981
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10 DOWNING STREET

THE PRIME MINISTER

JADIATY ,

overnment Information Service

Thank you for your: letter of 31 December about the
Governpment Information Service. I sm glad to hear that
vou are already implementing in vour Department the
measures cutlined in my letter of 12 November requiring
the early consultation and involvement in poliey
pregentation of information officers.

Changes along the lines you suggest were AmMONE
the alternatives which were carefully considered lagt
auatumn by the then Paymaster General and the Tesponsgible
Civil Service Department Minister. Both recommended
apainst them in favour of the improvements in training
and carecer management which were outlined in my letter
of 12 November. I sccepted thelr advice and the
measures are now being implemented.

At the same time it is most important that Departments
should take m more positive and creative view of information
work. No amount of new blood, whether Irom the administrative
Civil Serwvice or Fleet Street, will change things for the
better if Departments regard Press Officers as & defensive
mechanism rather than a positive well-informed instrument for

explaining Government's policies and measures.

fInformation




Information work can only be gffective if it is based
on A partnership between Ministers, administrators and press
officers founded on mutual trust.

1 have asked the Paymaster General to report to me
every 8ix months on the progress being made in the information
gervice as a result of the new measures which have been
introduced, These, you will be pleased to note, include

propogals for an interchange of officers at an appropriate

level between the administration and information grades im
the interests of wider experignce and understanding in each
direction.

Time must be given for the measures to work and I should
prefer, therefore, to allow them to go forward rather than to
re-goxamine the alternatives at this stage,

I am sending coples te all other members of the Cabinet,
Michael Jopling, Sir Robert Armstrong and Sir Ian Bancroft.

The Rt. Hon. Michael Heseltine, M.P.
cecretary ol State for the Environment
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THE INFORMATION SERVICE

a2 pead for

and support Government
ig an example). For
and eXperience.

affing

Do we have the right sort of Information Service? Informaticn
work is mainly carried out by the Information Group, which is about
1,200 strong. 500 sre in the Central O0ffice of Information end the

at distributed between Whitehall departments and certain noh-

Ministerial organisstions (such as the Health and gafety Executive)

N Members of the Information Cfficer Group are drawn from a
varliety of backgrounds There =re journslists, exhibiiion desi;
£ilm editors and producers, graphic designers, and oI course
Officers who act as spokesmen for departments. The Press Qfficers
are often ex=journalists or public relations men, but some have

moved from administration WO .

k. There has been criticism of = quality
afficisls. I belleve the

performed with considera

each year a rumber ol

-

inell branches of the

B Put it is of course ths » Tnformation Officers (CIO) and
Chief Press Officers whose work is crucial 10 Ministers. While
gome of these are good, hers are waek In that senss, howevVer,
the Information Group is nc ike the other groups 1 ha Clvil
Service, Another problem in The rmation
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Inprovements

0. It must ke poss * to Improve pogit nis can be done
oy aaplyit: mors rigorous stiandards for recruliment ard promotion.
We mist alse introduge some positive career management. Until now,
there has not been any.

10. Cruclal to these improvements will be the appointment (which
has Just been made) of & Career Development Adviser for the

MY,

Information Group. The eppointment will be for 2 years in the first

instance, and the Adviger Will i E 2 Head of Profession for
the Group (the Director Ceper J. His main tasks will be +o
ldentify the strengths and wrﬂkne:aea of the Group, br ing zbout

moves of staff between departments for career developmert purposes

{partin'lar;y in order to give appronriate experisnce to the more
g pe

promiging ople at middle levels), and to consider Row central
management could be developed - within existing resources - so as
To eliminate some of the worst features of trawling,

Absorption of the Information roup within

. 1 have considered the altermtive approach of merging the
Information Group within the Administration Group and using
administrators to £ill the top posts. The Service could not, how-
ever, function without specialists, whose guality would rapidiy
diminish if their career prospects were severely reduced in that
way. Also, administrat ot always have the knowledge of
the media, or the : - th tb =58 and broadessting, that
a8 Minister expects f his Chief Information Officer. T Believe
that the better - =t i ibout improving the Informstion
Group rather than ! ; ' T oy diluting its professior
experlience or taki

Recommendations

12. I recommend
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PRIME MINISTER ce. Mr. Ingham

VMessrs. Hescliine and Fowler have both
responded to your minute to colleagues about

the Government Information Service.,

Bernard Ingham is not happy about the
_ﬁ

line they are taking. He will submit fur-

ther advice in dus course, but does not wish

to trouble the new Paymaster General just

Wel.

12 Jamuary 1081
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GOVERNMENT THFORMATION SERVICE

1 have geen Michael Heseltitine's mimite ta
e il

of 571 December and would like to support strongly

points he nakes

Clearly the process of explaining what
Government Departments are deoing is vital. I believe t
a Tangé of skilla. O5Some of the
Eood and bhave an exXperience
On the other band there are some mainstream civil servants
whe ceould greatly strengthen the effort by bringing their siills
to bear - through an expertise in the subject matter of their
Department

A

The solution oust bLie=-as Michael says - +o reduce
the present separalion between the information elass snd the
hjfb‘ afministrative grades. In other words mainstream ecivil
;.&1'{' servanis would work on attachment in press offices and we should
ﬁﬂ,d* examine how existing information officers could brosden their
\F" experience in Departments. T believe that this is an important
matter for this Government and wonder if the best way forward
would be to set up a small Ministerial working party to study

the possibilities and report Lo "H". -

I am ﬂpy!ﬂg this to ether Members of Cabinet, Mich
pr1iﬁg, Sir Robert Armstrong and to Sir Ian Bancroft.

LA
_—
HOHMAN FOWLER

ﬁi January 1581
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ime Minister
GOVERNMENT INFOEMATION SERWVICE

I have seen Michael Heseltine's minute to vou
of 31 December and would like to support strongly the main
points hée makes.

Clearly the process of explaining what different
Government Departments are doing is vital. I believe this needs
a range of skills. Some of the present Information staff are
good and have an experience which would be difficult to replace.
On the other hand there are some mainstiream civil servants
who tould greatly strengthen the effort by bringing their &ills
to bear - through an expertise in the subject matter of their
Department.

The solution must be-as Michael says - to reduce
the present separation between the information class and the
administrative grades. In other words mainstream civil
gservants would work on attachment in press offices and we should
examine how existing Information officers could broaden their
experience in Departments. 1 believe that thls is an important
matter for this Government and wonder if the best way forward
would be to set up a small Ministerial working party to study
the possibilities and report te "H".

1l am copying this to other Members of Cabinet, Michael
Jopling, Sir Robert Armstrong and to Sir Ien Bancroft.

Cr
HﬂHHAﬁF;hHLEH
‘_"i; January 1981
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Inank you for sending me a copy of your minute of EE’F Vembep

to Willie Fhitelaw.
way | say at once that | fully share your concern about the
quality of the Government Information Service and its ability to
underieke the crucial role of putting over Government policies to
pubiic. ke had already largely adopted here the measures

suggest for improving the PM‘EE' and | shall ensure that we

everything possible to naintain action or those Tines.

| can't help feeling that the problems are more deep-seated.

L]

khatever measures we take, the service will only be as good as the
people operating it. And | am not convinced that information
officers as a class are the best people we have available in the
service - a‘thaugh there are notable exceptions. This may in

part be because, traditionally, journalists coming into the service
may not have been the ablest from their profession. And yet
information work requires a range of skills and a speed of reaction

which puts it among the more demanding of civil service jobs.

MANAGEMENT ~ IN - CONFIDENCE




| think the only Tong-term solution is 1o reduce the present
separation between information officers and the ordinary civil

service grades, At the extreme, this could mean the disbanding

of the information officer class as a separale class and its Ns

complete integration with the adnintsirative and executive grades.
A Tess drastic solution would be to retain information ofticers
as a specialist group within the general administrative and
executive grades, with the expectation that they might serve for,
say = to & of their time within Information Direatuﬁaias, but
also spend some time broadening their experience in ordinary
divisions; at the same timg,.ihe balance ot Information Divisicn
posts could be filled by normal 2-3 ysar postings of AEG grades.

In addition, we might see if we could bring in some new blood

to the Information Divisions by shori-ierm secondmenis from

Fleet Street. i

Either reorganisation would enable us to put the best people

available into the key posts, regardless of their specialist class.

Any dev=1npren1 2long these lines would, of course, have 1o
be negatiated across the whole civil service. If you thought it
worth pursuing, it would presumably be for CSD to take forward,




TR T T T !_. |

with the civil service unions involved.

| realise the difficulties
of this course, but, in my view, an approach aleng these lines

wWill be the only way to ensure that our puolicity needs are

satisfaciorily met in the long term,

| am sending copies to all olher membeps of the Cabinet

Worman Fowler, Michael Jopling, Sir Robert Arms

tﬁﬁng and
oir lan Bancroft,

l_ul'.l_,r-._.. S /":"4‘-

iiH

31 December 19B
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GOVERNMENT INFORMATION SERVICE

Prime Minister

Thank you for sending me a copy of your minute of lgfﬁﬂﬁemher

to Willie Whitelaw.

May | say at once that | fully share your concern about the
quality of the Government Information Service and its ability to
undertake the crucial role of putting over Government policies to
the public. We had already largely adopted here the measures you
suggest for improving the service; and | shall ensure that we do
everything possible to maintain action on those lines.

But | can't help feeling that the problems are more deep-seated.
Whatever measures we take, the service will only be as good as the
people operating it. And | am not convinced that information
officers as a class are the best people we have available in the
service - although there are notable exceptions. This may in
part be because, traditionally, journalists coming into the service
may not have been the ablest from their profession. And yet
information work requires a range of skills and a speed of reaction

which puts it among the more demanding of civil service jobs.

MANAGEMENT - IN - CONFIDENCE
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| think the only lTong-term solution is to reduce the present
separation between information officers and the ordinary civil

service grades. At the extreme, this could mean the disbanding
of the information officer class as a separate class and its

complete integration with the administrative and executive grades.

A less drastic solution would be to retain information officers
as a specialist group within the general administrative and
executive grades, with the expectation that they might serve for,
say z to % of their time within Information Directorates, but
also spend some time broadening their experience in ordinary
divisions; at the same time, the balance of Information Division
posts could be filled by normal 2-3 year postings of AEC grades.
In addition, we might see if we could bring in some new blood

to the Information Divisions by short-term secondments from
Fleet Street.

Either reorganisation would enable us to put the best people
available into the key posts, regardless of their specialist class.

Any development along these lines would, of course, have to

be negotiated across the whole civil service. |f you thought it
worth pursuing, it would presumably be for CSD to take forward,

MANAGEMENT - IN - CONFI1DENCE
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with the civil service unions involved. | realise the difficulties
of this course, but, in my view, an approach along these lines

will be the only way to ensure that our publicity needs are

satisfactorily met in the Tong term.

| am sending copies to all other members of the Cabinet
Norman Fowler, Michael Jopling, Sir Robert Armstrong and

Sir lan Bancroft,

31 December 1980

MANAGEMENT - IN - CONF |DENCE




FRIME WMINISTER

FOVERNMENT INFORMATION SERVICE

was pleaszed to see your letter of l;//[f-c'-.:-w-r.'rl:--:f.z' to

me Secratary.,

1 IRl

= t,.r W11 .-:-.:"' Paul Chammon & a hand in the formulation
of proposals, which I fully endorse, for improving
& appoin tment o

q.‘--':rlL"-"""' 1formation Service. Th i
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Frime Minister

very much value the services of my own Information Division and
will be doing all I can to further its development. In this
respect I welcome the opportunities provided by the appointment of
a Career Development Adviser and knmow that my officials will be
talking to him shortly about proposals for some career moves which
we have had in mind for some time.

J;Lt November 1980
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GOVERRMENT INFORMATION SERVICE

I am in full agreement with the objectives
set out in your letter of 12th November and note
the new initiatives in trein. I share your
view about the importance of making full and
proper use of the Information Services so as to
present Government policies and measures more

effectively. I take this matter seriously myself
gnd encourage my Ministers and officials to do
the sane.

I am sending coplies of this letter to
other members of Csbinet, Normen Fowler,
Michael Jopling and to 5ir Robert Armstrong.

4

/ ;-%__1 HLI -f'f \._,
Tl
hﬂff’####J#ﬂﬂﬂffﬂﬂ'F__‘j

The Bt. Hon. Margaret Thatcher, M.P.
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10 DOWNING STREET

From the Principal Private Secretary 12 November 1980

Bes enes

GOVERNMENT IKFORMATICN SERVICE

The Prime Minister has asked me to thank the Paymaster General
for his minute of & November 1980 about the Government Information
Service. ©She agrees that there would be advantage in her writing
to her Cabinet colleagues on the lines suggested by Mr. Maunds, She
ngs, however, modified slightly the draft attached to his minute,
and I encleose a copy of the letter which has now been sent to =11
members of the Cabinet.

The Prime Minister would be grateful if the Paymaster General
would follow up the other recommendations in his note, and she has
agsked me to say that she would find it helpful if he could let her
have six monthly reports on the progress that is being made.

I am sending a copy of this letter to Geoffrey Green (CSD).

\
j"‘“"‘ \

R W

R.E.8. Prescott, Eaq.,
Daymauster General's Office.
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10 DOWNING STREET

THE PRIME MINISIER 12 November

GOVERNMENT INFORMATION SERVICE

It is obvious that we need to make the fullest use of the
Government Information Service and to ensure that we have Lhe best
pezople in it, in order to improve the presentation of Government
policies and measures.

The Paymaster General, who is responsible for the co-ordipation
of the presentation of Government policy, has now put to me a pumber
of proposazls for improving our periormance in this important aspect
of the Government's work.

Over the longer term the ealibre and training of information
officers will be helped by the recent appointment of a Carear
Development Adviser for the Government Information Service.to give
support to the Head of Profession, the Director General qf the
Central Qffice of Iaformation. T hope that Ministers and senior
officials will be prepared to eonsult them and give favourable
consideration to their recommendations,

In the meantime, all of us can help to strengthen the Governmen:

Iniormation Service and the Presentation of Government peolicy by :

/ = ensuring that
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- a

ensuring that Departmental'uaads of Information

are adeguately informed about the development

of policy a:d.are fully consulted in good time

about the presentation of policy initiatives and

the anpouncement of measures;

including Information Officers in Driefiog and

advizory meetliogs;

seaing that Departments consult the Head of
Professiono about senior appointments. (Ministers
can of course always consult the Paymaster Ceneral,
who will do everyvthing possible to advise and help

them);

facilitating exchanges of Information Officers
between Departments when such moves are recommended
by the Career Development Adviser to widen the
experience of potential candidates for promotion, or

in the interest of the individual.

In connection with the last point we have been giving Eenior
Information Officers the opportunity to broaden their experience
through short training secondments in the No. 10 Press Office. These
are proving popular and useful.

The effective presentation of CGovermment policy, measuras and

achievements is an essential element in the Government's success, and

f1 hope that
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I hope that all Ministers will make the fullest use of all tha
resources of the Government Information Service and will assist in
the measures now in hand to build up its morsle, its quality,

performance and breadth of experience.

1 am sending copies of this letter to all other members of the

Cabinet, Norman Fowler, Michael Jopling and to Sir Robert Armstrong.

The Right Honourable
Wwilliam Whitelaw, CH MC DL MP.
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MRE. WHITHORE

I agree with your view of the paper for which I claim
substantial authorship. It 1s, however, a little le=ss urgent

than 1 would have liked. The real problem is that John ﬁ;ﬁ?es

ig less selized of the need for urgency or of the need to
T —————

. T e e T "
demonsirate that the appointment of a career adviser really

doos mark a change in career management., He somewhat resents
e I L T P

my attempts to hurry things along and keeps telling me that
1t is all going to take a long time, While the Paymaster
General is genuinely anxious to improve matters, he does

nesd pushing, as evidenced by the time it has taken to get
this paper to the Prime Minister; I put it forward at the end
of September,

Consequently, 1t would be most helpful to me if the

Prime Minister calls for regular = e.g. 8ix mnnlh]E - Leports
 — e
on progress from the Head of Profession through the Paymaster
o
reneral,

—————

I very much hope that the Prime Minister will send the
draft letter to colleagues. Information Officer morale ig vary
y . L e —
low and we need to raise it quiekly. We shall not improve the

'Euuernment Information Serviee aimply by eritiecising it; we szhall
only achieve our objective if we place demands npen it, use it
creatively and demand results.

B. INGHAM

7 November,K 1980
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Privy Couwnciyr Orrice

WHITEHALL., LONDON SWiA IAT

GOVERNMENT INFORMATION SERVICE

This paper fulfils a remit from you following & discussicn
between us and your Press Secretary Bernard Ingham on August 27 on
the Govermment Information Service. It has been prepared after
consultation with John Groves, the Director General of the Central
ffice of Information, who has recently been appointed the first
Head of Profession of the Information Group.

On August 27 we agreed that propesals should be made to
improve the Govermment Information Service, including:

- an improvement of the selection system in order to
engble ‘"high flyvers' to be identified;

- more lateral movement to btroaden the experience of

promising information officers at an early stage; and

- more amphasis on presentationsl skills.

In addition, you asked to be informed personally by the
Minister in charpe of those Departments where Chief Information
Officer vacancies existed that he himself is satisfied with the
choice of a successor.

411 the three ocutstanding vacancies mentioned at the mesting
have now been resolved: [HSS by the return, on recovery from
illness, of the incumbent, who is entirely satisfactory to his

Minister; the Tresasury by the appointment of an Assistant Secretary
as Head of Information: and Employment by appointing the No 2 at
the Treasury, who is entirely satisfactory to Jim Prior.

1
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The move of the Treasury No 2, following the appointment
as Director of an administrator with no Press experience, does
leave the Treasury very weak on the Press side. 1 have spoken to
Geoffrey Howe, who apgrees with me that we need to lind both a
pood new Depaty and a first-class Press Officer. 1 hope we can

do this soon.

Background
The essential background is contained in Appendices I (a

note from me of August 8 on the future of the Govermment Infonmation
Bervice) and IT (a note from Paul Channon of August 22 covering

a more detailed report oo the Information Service). In essence,
there is no disapreoment between Paul Channon and myself on the
need to improve the Government Information Service; that need is
wholeheartedly endorsed by John Groves and Bernard Ingham. Nor 18
there much argument over methods. The main gquestion is the pace &t
which reform might be pushed through and the resources required

to do it

Present Position

The Govermment Information Service has bhad no central career
management ; information officers have in effect managed their owm
careers BS best they could. The appointmont of a Chief Information

Officer as full-time Caresr Development Adviser for the Group was
proposed sape time ago by John Groves. An appointment has now been
made and the Adviser has already taken up his duties under the Head
of Profession. His rescurces will be extremely limited and it will
inevitably take time to make a major impact on the problems of the
Group. His sucosss will depend much on the support given to the

concept of career management by Ministers and their Departmental
afficials. We should, I think,identify certain clear priorities
to halp.

The Government Information Service is made up of about 1200
officers carrying out a wide range of tasks across Lbhe media -
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radio, films, TV, publications, briefing, etc, as well as
press offices. The main route to the top is through press
offices, so that it is essential to encourage potential Chief
Information Officers from the specialist jobs to gain press
office/political experience at the right stage of their
caresr so that their path to the top is not blocked.

Good Press Officers tend to stay too long in one
Department, secking moves cnly on promotion. A first essential
is to ensure that the most likely candidates for senior posts
have a suffictently wide experience in Whitehall. It is
therefors mainly in the press office area - representing only
about one-sixth of the total service — that the Career
Development Adviser will have his first task.

The next immediate generation of Chiel Information (Mficers
will come from the present Principal Informetion Officers, and

the first priority should be to identify likely candidates and
grocm them for promotion. It is also of the greatest importance

for the future of the Group to widen the experience of the main
working grade, the Senior Information Officer. There is an

urgent need for the Career Development Adviser, with the co-operation
of Departments, to identify those who have been too long in one

job, as well as likely candidates for prawotion to Chief Press
Officer, and to ensure that they are moved around as soon as
possible.,

No less important - but inevitably far more diffieult - is
to make room for promotioms, and improve the average quality of the
Group, by getting rid of the useless and incompetent, of whom there
dre too many. Unfortunately, not all of these are of an age when

early retiremant is an option.

Proposals
The first priority is to make it absolutely clear that ihe

Government attach importance to the role of the Information Group;
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that they wish to help it to improve; and to put some sStoam
behind central caresr manazament.

It would, I think, be extremely helpful if you felt able
to write to Cabinet colleagues emphasising the importance you
attach to the service and to 1ts proper use, the peed to ensure it is

given a real opportunity to perform its role, and calling for
co-operation with the central career management system which

iz being set up. You can legitimately say you have already
given a lead. Since the beginning of the year your press office
in o 10 has been brogdening the exparience of the briphter Press
Officers by offering short training secondments from Departments.
These have proved useful and popular. 1 have ventured to submit
i suggested draft at Appendix III.

The Head of Profession and the Career Development Adviser
will identify immediately, through close cootact with Establishment
Officors, Heads of Information and the merbers of the Group
themeelves, those with promotion potential and those who would
benefit from a mwe, Getting movement of this sort i= fraught
with difficulty - both from the inertia of individunls and from
the reluctance of Departments to accept unknown gquantities in
exchange for known individuals who seem to them to be doing a good
job. It is here that real belp from Departments will be required;
and moch will depend on bow socon sendior officials can be brought

to trust the judgement and accept the reccomemdations of the
Head of Profession and the Career Development Adviser,

The Head of Profession, with the support of your Press
Secretary, will of course seek the co-operation of Chief Information
Officers, and I am sure they will have it.

These proposals should demonstrate the earnest of our
carear management intention and help the new Caresr Development
Adviser to pet off to a gEood start. In time it is to be hoped
that resources will be available to run a full Career Management Scheme .




There would be no interference yvet with the trawling
gyetam for promotion; all that is proposed at this stage is
g series of sideways moves. DBut in the long mun we must
secure agreanent to a simpler and speedier systam of recruitment
and promoticn.

The proposals seb ooulb gbove will pol, of course, improve
the Infonmmation Service overnight. Your determination, however,
to improve its gquality and to ensure its proper use will be
an Important stimulant. I shall sesk to maintain the momentom.
However, one problem remains = the need for g:reuter emphasis on

presentatiom of informat ion.
L i ——l

Presentation

It i= idle to pretend that the present service can of itself
improve the presentation of information. All too often the
Information Officer's view is either not sought or is discarded
by administrators. All too often Information Officers, discourapged

R ————)
by previous rebuffs, do not make a determined effort to press

their point of view. We peed to develop a professionally self-
confident service which can hold its own in arpoment and ensure that
the presentation of policy decisions is given seriocus consideration
gt the policyv-making stage. That can be achieved, in the longer
term, only if Ministers, as well as senlor officials, are prepared
to listen to professional advice on presentation in time, instead
of complaining afterwards.

In the meantime, the Director General of the COI has issued
g useful guide to Govermpent Information practice, and the COT
runs regular courses for Information Officers. I am asking him

to ensure that the preseptational aspects have a high priority
in these courses. 1 also bope that the Civil Service College
will consider giving much more attentiom to the information

divisions' role in their courses for the admindsiration group.
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Exchanges

I strongly believe in the need for a two-way flow at
the appropriate level between administrators and press officers
to glve them experience of each other's reles. In particular
T believe that every larpe Private Office should contain one
bright young Information Officer on secondment. That ob jective
will no dmibt be pursued by the Career Development Adviser im
consultation with Departments; but it is not, of course, the

most urgent priority.

1 am copying this to Paul Channon in the Civil Service

Department

1

ANGIE MAUDE

6 Nowember 1880

[
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ADPENDIX I

Privy CounciL DrFrIcCE

WHITEHALL., LONDON SWlA 2AT

B August 1980
FRIME MINISTER

L

FUTURE OF INFORMATION SERVICES

On 2 April last, I sent you a memorandum on some of the reforms needed
to improve the Government Information Services. This was not acknowledped,
but T hope you =zaw ik,

In the intervening four months the situation has gone from bad to worse.
‘There has been virtually no movement within the Services. Information
Officers (at all levels) who are regarded by everyone as incompetent or
misplaced are scill in the same posts. Others of merit and promise are
stuck in & rut without apparent hope of promotion or any chance, under
existing arrangements, of being moved to other Departments or posts in
which they could broaden their experience or display their talents to
advantage.

Ministers constantly complain to me; but while I know quicte well what
needs to be done, I have no authoricy to do it.

The arrangements for recruitment and promotion = which at the timc I wrote
to you in April the IPCS were quite willing to change if a satisfactory
substitute could be found - are slow and cumbersome, nake it wvirtually
impossible to bring in bright outsiders except at the lowest level, and
inhibit rapid promotion of the best within the Servieces,

At the present moment there are three major Departments faced with the
need to appoint new Chief Informatien Officers. It seems likely that
there may be a dearth of suitable candidates for two of them. This would
be the strongest possible condemnation of the present system.

In the one case where there is an obviously suitable candidate, he is unlikely
to be appointed. This is in the Treasury, where the former incumbent (an
administrator) is being promoted to Under-Secretary. A Board was convened,
chaired by a Treasury Deputy Secretary and including two other genior
Treasury officials and the Director General of the COI ias Head of Profeszsion).
This Boar¢ made a unanimous and gtrongly-worded recommendation to appoint
the present Deputy CIO, who is a career Information Officer. I understand
this recomnendation is likely to be over-ridden and an administrator
appointcad, Having seen the nominee's work ever a longish pericd (in my view
.;—*———-—ht—%i—mzrkrdfy_hettrr—thzn*thE-TﬂﬂE*imtumttntTTﬂf—whuiiy—tnmﬂr1z':he Board's
view ad lalieve that te ignore its recommendation would have a further
disastrous effect on morale in the Informatien Services.

1 have now visited and spent some time in the Information Section of avery
Department (except the Scottish Office) ard several COI regional offices.
I have met most members of the Service. I =m heartened by the quality of
many of them but depressed by the waste of talent and opportunity,

fVery little....

CunFo AL
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FPRIME MINISTER {contd.) #©.8.80

Very little is being done to improve a deplorable sitwation. John
Croves {[Director General of the COI)} Bernmard Ingham and I do what we
can, but we do not have the authority to take any effective action
to get to grips with the essential problems of what the departmental
Information Services areé being asked to do, which either gshould not
be done at all or might be better done through the COI or other
channels — let alone how they could do better the jobs they must do,
We hope that the appointment of a Careers Development OEficer will
improve matters, but it is going to take Cime.

Meanwhils, Ministerscomplain, but either do not have time to get to
grips with the problem or do not have the knowledge to solve it.
' Responsibility is so diffused that no one feels able or willing
actually to do anything.

In my view this situation cannot be allewed to persist. Ve must'get
down to effective career management quickly, Unlass we do, the
Government's public relations will continue to detoriate. We are
already nearing the point where it is impossible to find a Chief Inform-
ation Officer of any quality for a major Department.

At present we do our best with the material available to us, but I
am gure Bernard Ingham will confirm my wiew that the material is
poor and the cutleck appalling unless there is a major chamge of
attitude towards the Information Services before long.

May we discuss this soon, pleasa?

ANCU'S MAUDE

CORSLENTIAL
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PRIME MINISTER

L r

COVERNMENT INFORMATION SERVICES

1- aame time ago, you asked me to consider a number of points
about the Information Group of the Civil Service.

2. My conclusions, which are explained in more detail in the

Annex, ara:

1. we do nead an informaticn service to deal with the
pﬁdia, advertising, etc;

i%. the Service itself is extremely patchy. There are
some wvery good people in the Group, but also some fairly
lndlffﬂrent people as well;

ii&. to cure this, we need to take steps te improve the
careger management of the Group and tc promote morsa
exchanges between administrators and Infermation Off .cers
than occur at present. I emphasise that this must be a
two-way traffic. Gond Information Officers must, at a
junicr grade, have tke chance to do an administration Job
as well as vice versa. We need higher standarde feor both
recruitment end promotion. A Career Development Adviser
can do a great deal to help with tThis;

iv. naturally, we must pe economical in this field as
-ell as others. Departments should review their
complement of Information Officers as part of their look
at =taff cuts., The COI. like everyone else, is reviewing

-

ite staff at the present time. =

¥ Angus Maude agrees with all this. But he would like to =zes
trawling replaced by central ma::agement as a matter of urgency.
So would I. Unfortunately, though, such a change would be
expensive and involve quite a lot of extra staff. So it is not
on at the moment. In any case, it would take some time to beccne
effective. Trawling would have to continue in the mezantime.




L e

MAMAGESNENMT IN CONFIDENCE

L, 1 will talk to Angus Maude, whom L understand you are seeing

next week, about all this.

I am copying this minute to him.

e

PAUL CHARMNON
22 August 19680

2
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ANNEX To BPENDK TL

STAFFIKG THE lNFDRHﬂ%IDH SERVICE

Is there a need for an Information Service?

38 I have come to the view that we do need an information service.
We need to use the media, including the paid media, to inform ine
public and support Government services (recruiting for the Armed

' ‘Services is an example). For this work we need people with the
right knowledge and experience,

Nature of the Information Service, staffing and other problems

|
2 Dq we have the right sort of Information Service? Information

work is mainly carrigd out by the Information Group, which is about
1,200 strong. 500 are in the Central Office of Information and the
rest distributed between Whitehall depariments and certain non-
‘Ministerial organizations (such as the Health and Safety Executive;.

- 18 Memberz of the Information Officer Group are drawn from a wide
variety of backgrounds. There are journalists, exhibition designers,
film editors and producers, graphic designers, end of course Press
Officers who acl as spokesmen for departments. The Press Officers
are often ex-journalists or public relations men, but some have
moved from administration work.

h. There has been criticism of the gquality of Informzilion Group
.officials. I believe the specialist tasks &re, in general,

performed with considerable efficiency. For instance, zhe COI wins

EdCHh year & Turnber mOTicat
in all branches of the paid media.

5 But it ig of course the Chief Information Officers (CIO) and
Chief Press Qfficers whose work is crucial to Ministers. While
some of these are good, others are weak. In that sense, however,
the Information Group is not unlike the other groups in the Civil
Service. Another problem in the Information Group is that good
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people are not getting the right experience or the right nppnrtunity
to fit them for promotiion to the top posts.

L}
L

6. The CIO is in a key position because he has a special relation-
ship with the Minister. Occasionally, however, a CIO may not be
able to get on the same wavelength with a particular Minister.

This is not a question of competence but of personal compatibility.
He may well have proved entirely satisfactory to other Ministers.

It is in any case difficult to move CIOs because there are so few
posts at this level. Once it becomez known that a CIO has proved
unsatisfaciory to one Minister it becomes even more difficult to fit

him in elsevhere.

'|
7. HD%EIE is low because information officers feel that they are
poorly fegarded. They think they are not elways brought properly
into thé picture or allowed to make their full contribution. They

resent the use of administrators in key information posts. They
believe that the tirawling system (see below) is not always operated
strictly in accordance with agreed procedures.

Travling

B. The system of trawling every Information Group wvacancy through-
out tne Service is clearly the cause of many of the Group's problens.
The system, which is the subject of an agreement with the
Inztitution of Professional Civil Servanta, is, however, the only
means at present of providing denartments with a ficld of selection
for filling posts. But it does mean it is almost impossible to make
the best use of avallable talent. Also, it is time-consuming., It
tends ta puch depariments—inte—teking—second=best—Tatmer—than risk
further delay by going on to use the Civil Service Commission system
to bring in talent from outside. I believe the system can be
replaced only by a comprehensive system of central management. AL
present, however, this would be t¢o costly to run. But in the end
we really must get rid of trawling.

2
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Imorovements

9. It must be possible to improve the position. This can be dane
by applying more rigorous standards for recruitment and promotion.
We must also introduce some positive career management. Until now,
there has not been any.

10. Crucizl to these improvements will be the appointment (which
has just been made) of a Career Development Adviser for the
Anformation Group. The appeintment will be for 2 years in the first
instance, and the Adviser will assist the Head of Profession for
the Group (the Director General of COI). His main tasks will be to
identify the strensths and weaknesses of the Group, bring about
moves qf staff btetween departmenis for career development purpeses
(particularly in order to give appropriate experience to the more
prﬂmtﬁihg people at middle levels), and to consider how central
managemeni could be developed - within existing resources — so as
1o Eliqiﬂate some of the worst features of trawling.

|
Absorption of the Information Group within the Administratinn Grcun

1. I have considered the altermtive approach of merging the
Information Group within the Administration Group and using
administrators to fill the top posts. The Service could not, how-
ever, function without specislists, whose guality would rapidly

diminish if their career prospects were severely reduced in that
way. Also, administrators will not always have the knowledge of
the media, or the influence with the press and brosdcasting, that

a Minicter expects from his Chief Information Officer. I believe

- that the better course is to set about improving the Information
Groun rather than to weaken it further by diluting its professional

experience or tzking the top Jjobs away from it.

Recommendations

12. I recommend that:

a. on appointment, the Career Development Adviser should
immediately set in hand the work mentioned in paragraph 10;

3
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b. departments and pPromotion Bosrds should in future apply
stricter standards of reporting and assessment, They should
not promote anvone whose ©apacity to perform at the higher
level is in gerigus doubt;

C. departments should retire or downgrade staff whose

Performance is clearly inad&quate;

d. if a post cannot be filled insi i it
should be advertised cutside, is particularly important

e. the number of cross—postings between information starf
and administrators should be increased, These are valuable
Tor all concerned ang should take Place at middile levels
where relevant exXperience can he WosT usefully gained, They
should include Cross-postings between Information Group siarr
in Wnitehall ang Diplomatic staff in the Foreign and Common-
wealth Office who are expected to do information work in the
FCO news department or abroad,

A
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DRAFT LETTER FOR PRIME MINISTER TO CABENPT-MENTSTEHS~

GOVERNMENT TNFORMATION SERVICE

It i= chvious that we need to make the fullest use
af the Government Information Service and to ensure that
we have the best people in it, in order to improve the

presentation of Government policies and measures.

2, The Paymaster General, who is responsible for the
co-ordination of the presentation of Govermment policy,

has now put to me a mmber of proposals for improving

our performance in this important aspect of the Govermment's

work.

3 b Over the longer term the calibre and training of
information officers will be helped by the recent appointment
of a Career Development Adviser for the Govermment Information
Service to give support to the Head of Profession, the
Director General of the Central Office of Information. I

hope that Ministers and senior officials will be prepared

Lo consult them and e ———————— gl na.g

sk rive favoursble consideration to their recommendations.

4. In the meantime, all of us can help to strengthen
the Government Information Service and the presentation of

Govermment policy by:




ensuring that Departmental Heads of Information
are adequately informed about the development of
policy and are Tully copsulted in pood time
about the presentation of policy initiatives
and the announcement of measures.
L] r L
Db e INfoTmation M
L
(—Wjefing and advisory
i
T e f-ldhfl .
-
4 a,q wilotnd S
seeing that bt s» consultiithe
Head of Profession sbout senior appointments.
(Ministers can of course always consult the
Poyvmnster General, who will do everyvithing possible

to advise and help them):

facilitating exchanges of Ynformation @fficers
between Departments when such moves are reconmended
by the Career Development Adviser to widen the
experience of potential candidates for promoiion,

crin the interest of the individual.

| . “ﬂgh: .-h.l:. mﬁ-‘* I"'-H'J" [
-+ Pl ol iidieitvbbere, % have been giving

Senior Information Officers the opportunity to broaden
[
their experience h—&ﬂ.ﬁ}mrt. training secondmenis in e

Fo 10 Press (dfice. These are proving popular and useful.




6. Temmpeddas Lhe effective presentation qf

W
Government policy, mensurces and achievements|an essemtial

elament in the Government's .";-“L'.Etl’.‘x;-'ssjﬂ.t‘.-d I hope that
all Ministers will make the fullest use of all the
resources of the Govermment Information Bervice and
will assist in the measures now in hand to build up

its morale, its gquality, performance and breadth of

Experience.

G Novrember 1580
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Ad vou may know, & selection boasrd haeg recently been held to
congider candidates for the post of Head of Information in this
Department. The Board was o »d by Mr Derx of this Department,
accompanied by the Director General of the CID and by Mr Ingham.
The board unanimously recommended Mp Brian Mower who 18 currently
Deputy Head of Information &t the Treasury.

The Paymaster General has been consulted and hiz office have

gonfirmed that he would be happy to B Mr Mower appolinted.

r ier bas alsc today been s2een by the Secretary of State who
,-'_.,_ti fied that he is suitable for poat.

The PMG3's office have also advised 1h-] this ssaursnce
to the Prime Minister that ocur Secr: ¥y O tate is satisfied that
Mr Mower 1is sultable, we may now go ad and snnounce the
sppointment.

Vil
=

We are therelore pre
COMOrTow 3 fternoon.




10 DOWNING STREET

From the Private Secretary 1 September 1980

Thank you for your letter of 27 August,
about Govermment advertising expenditure,

The Prime Minister is content with
Mr. Channon's proposal that the question of
defence recruitment advertising should now
be taken up in the context of the Estimates
exercise.

1 am sending a copy of this letter to
Stephen Locke (Financial Secretary's Office).

M. A. FATTISON

G.D. Rogers, Esq.,
Civil Service Department.




10 DOWNING STREET
PRIME MINISTER

You asked Mr. Channon whether
we could cut down on recruitment
advertising. The attached reply
points out Lhat the bulk of this
is armed service recruitment,

Mr., Channcn suggests that this should

be taken up by the Tressury in the
——

context of thg 1981 /82 estimates
exercise. Are you content to
handle it in this way?

%i»/ﬂ

28 August 1980




MANAGEMENT IN CONFIDENCE

10 DOWNING STREET

28  August 1980

A Kidhand

The Paymaster General and Mr. Ingham yesterday had a discussion
with the Prime Minister about Government Information Services. The
Prime Minister had seen both the Paymaster’'s minutes of 2 April and
8 August, and Mr, Channon's minute of 22 August.

The Prime Minister expressed her concern that the present
trawling system did not seem to be working satisfactorily, and that
the present gquality of Government information staff was somewhat
variable, She was, however, concerned to note Mr. Channon's view
of the staff resources which would be needed to change to a career
development system for the informatiom group.

After discussing the problems against this background, the
Prime Minister asked the Paymaster and Mr, Ingham to put to her

proposals for a simplified system which would enable Information
Service high flyers teo be ident.fied, and which would allow much
more lateral movement to broaden the experience of promising
pfficers at an early stage. The Prime Minister will want to see
these proposals before she takes any long term decisions about
the Information Services. Her particular concarn is that present
efforts are too much focussed on Information pure and simple, and
that there is insufficient emphasis on Lhe art of presentation.

In respect of senior appointments now pending (and any others
that may arise before long term decisions are reached) the Prime
Minister will wish in each case to be informed personally that the
Minister in charge of the Deartment has had a chance to see
candidates and is himself satisfied with the final choice for the
post. Mr. Ingham is sitting on the Boards which are now considering
the trawls in respect of vacancies at the Department of Employment
and the DHSS, and the Prime Minister instructed him to press for
the rejection of any candidates who are not elearly of top quality.

I am sending copies of this letter to Geoffray Green (Civil
Service Department), Martin Hall (HM Treasury) and Bernard Imgham.

)émm

k. Hilln

MANAGEMERT IN CONFIDENRCE

Hichard Prescott, Esq.,
Paymaster General's Ofifice.
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Civil Servica Dapartmant
Whitehall Landan SW14 ZAZ
Telepihans 01-273 3000

Mimirdrr of S

M Pattison Esqg

Private Secretary to the
Prime Minister

10 Downing Street

LORDON SW1 27 August 1980

D@ o W\ikﬁ_g

GOVERNMENT ADVERTISING EXPENDITURE

Thank you for your letter of 24 July, following the note which
the Minlster of State sent toc the Prime Minister about
Government adverti=zing expenditure.

0f the £11.6m provided for recruitment advertising in this

vear'zs Estimste=s, EB.Vm was for Armed Services recryltment.
Tou will probably agree, therefore, that it is in this area
thet we need to consider whether or not there is ascope for

cutting dowmn.

Az you will have seen from my letter of 31 July to Mr Pattie's
Private Secretary, we took up thig point with the Ministry of
Defence. We understand from MOD that they have recently
decided to save some £1.0m from the provision In this year's
Estimates for recruitment advertising. Apparently a study of
all aspects of Services recruiting has already besan launched
by Mr Pattie. The findings will of course be relevant to
MOD'=s recrultment publicity effort. MOD therefore feel that
it is too early at present to give an indication of the likely
Level af next year's publicity requirement. They will be
better placed to do this when they hawe both a fuller picture
about this year's recruitment position, and somé findings from
Mr Pattie's study. (We understand that, in commection with
that study, on MOD team of service officers and officials will
be wiglting the COI very shortly. They will be meeting all
the advertising agencies involved in Services recruiting work.)

As far as this year isg concerned, it is of course poasible that
MOD may be able to make some further savimgs on the publicity
budget. Again, however, they will nesd to see how recruiting
goes 1in the Iirst six months of thia financial year before
making any decision.




In the light of all thia, Mr Channon suggests that, as the
provigsion for MOD'se advertising expenditure has to be agreed
with the Treasury in the context of the annual Estimates
exercise, the question of provision for 1981-82 should be
pursued by the Financial Secretary at the appropriate time.
Thig would seem to fit in with the timescale of Mr Pattie's
review.

I am copying this to Stephen Locke in the Financial Secretary'sa
Uilice.

\}fDu & f;ﬁ‘x{_t“f:k_»k_--j
&

l{o E’H‘F: .".:._._F,.

i
| . e i
S k!
- r -l‘:i- _\--- J
G D ROGERS
Assistant Private Secretary




. PRIME MINISTER

The Paymaster General and Bernard
Ingham are coming in to discuss the

[ture of Information Services at

1630 on Tuesday. I attach:

Paymaster's note of 8 August;

The Paymaster's earlier note
of 2 April;

Bernard Ingham's comments on ‘B,
_——

You will want to reach specific
conclusions about the three senior information
Jjobs which are at present vacanti. On
your instructions, new appointments are
not to be made until after this discussion,
but Departments will be expecting to be
able to fill the vacancies very early
next month. The Chancellor has interviews
scheduled with several candidates, whilst
the qggﬁkand Department of Employment jobs
Are being trawled in Whitehuall. Im the
light of the discussion, vou will want
to decide whether to give any further
instruction about the scope of the selection

procadure for any or all of these posts,

VU

21 August 1880




10 DOWNING STREET

From the Frivate Secrefary 11 August 1880

The Prime Minister has seen the Paymaster-General's minute
of 8 August, about the future of Information BServices. I con-
firm that she did alse see his earlier paper of 2 April on this
subject, and 1 am sorry that this was not formally acknowledged.
1 understocd Mr. Ingham had discussed this with the Paymaster.

The Prime Minister would like to discuss the matters raised
in these papers with the Paymaster-General and her Chief Press
| Secretary. I understand that Carcoline Stephens is arranging for
this discussion to take place on Tuesday 26 August. In the interim
|period, the Prime Minister has asked that no appointment should he
‘made in the case of the three major Departments mentioned in the
Paymaster-Generpl's minute of 8 August. C5D will relay this
instruction to DHS3S and the Department of Employment. In the case
of the Treasury, I understand that the Chancellor has turned down
one candidate and proposes to interview several others in the first
week of September.

M. A. PATTISON

Richard Prescott, Esq.,
Paymaster-General's Office.

CONFIDENTIAL




CONFIDENTIAL AND MANAGEMENT IN CONF1DENCE

10 DOWNING STREET

From the Privaie Secrefary

MR. CHURCHILL
CIVIL SERVICE DEPARTMENT

We spoke this morning about pending appoiniments within the
Government Information Services.

I told you that the Prime Minister has it in mind to discuss
some general guestions ip this field with the Paymaster-General
towards the end of this month, 8She understand=s that there are
three major Departments in the process of seeking new Chief
Information Officers and she has asked that these appointments
should not be filled until she has had the discussion In guestion.

You told me that the Departiments of Health and Social Security
and Employment were at present trawling for their posts. 1 should
be gprateful 1f vou could pass on the Prime Minister's instruction
that the vacancies should not be filled before 1 September, to give
her an opportunity to consider some issues about the career structure
in the information field.

I understand that the Chancellor has decided to see further
candidates persconally for the Treasury vacancy and that he will not

be doing so before 1 September. 1 have been in touch with Mr. Hall
about this= and I am sending him a copy of this minute.

Z

11 August 1980

CONFIDENTIAL AND MANAGEMENT IN CONFIDENCE




. PRIME MINISTER

Bernard Ingham is now on holiday. We
have therefore arranged for you to discuss
the future of Information Services with

Messrs. Maude and Ipgham jmmediately after
the Bank Holidavy.

These appointments are for individual
Departments to make, In fact, there is no
ﬂif?TEa]ty about holding action on the three
specific cases raised by Mr. Maude. The
Chancellor has turned down the recommenda-
tion made to him, and proposes to see several
candidates personally early in Eeptember.
The other two jobs - at DHSS and the Depart-
ment of Emplayment - are now the subject of
trawls, but I have instructed that no further
e
action should he taken until you have had

your discussion with the Paymazter-General.

11 %Eguat 198




fr IAgAAMA A mﬁmi/m
FUTURE OF INFOEMATION SERVIC

Ot 3 &pril last, I sent you = memorandum on some of the reforms needed
te fmprove the Government Information Services. This was not acknowledged,
but I hope vou gaw it.

In the intervening four months the situationm has gone from bad to worse.
There has been virtually no movement within the Services. Information
Officers (at all lﬂﬁE1$} who are regarded By everyone &8 incompetent or
mluplaced aTe i Same posSts. Others of merit end promise are
agtuck in a rut without apparent hope of prﬂmﬂtlﬂﬂ or any chance, under
existing arrangements, of being meved te ather neparzmcnts or posts in

which they could bBroaden their experience or display their talents to
advantage.

Ministers congtantly complain to me; but while I know guite well what
needs to be done, 1 have no authority to do it.

The arrangements [or recruitment a&nd promotion — which &0 the time I wrote
ta you in April the TPCS were quite willing to ¢hange if a satisfactory
substitute could be found - are slow and cumbersome, make it virtually

impossible to bring in bright outsiders except at the lowest level, and
inhibit rapid prometion of the best within the Services.

At the present moment there are EE;gg_pajnr Depertments faced with the

need to appeint new Chief Information Qfficers. It secms likely that
there may be a dearth of suitable candidates for two of them. This would
be the strongest possible condemnation of the present system.

In the one case where there i8 an cbviously suitable candidate, he is unlikaly
to be appointed. Thig is in the Treasury, where the former incumbent (an
administrator) is being promoted to Under-Secretary. A Board was convened,
chaired by a Treasury Deputy Eecreta;F‘EFH_TEEThding twe other senior

Iressury officiale and the Director General of the 001 (as Head of Profession).
This Board made a unanimous and strongly-worded recommendation to appoint

the preésent Deputy CIO; who ig a career Information Dfficer. 1 understand
this EEEUmmEFEEETEHHTEJ ikely to be over-ridden and an administrator
appointed. Having seen over a longish peribd (inm my view
he I%¥ markedly better than the last incumbent), I wholly endorse the Board's
view and believe rhat to ignore its recommendation would have a further
disagstrous effect on morale in the Information Services.

I have mow vigited and spent some time in the Information Section of gygry
Department (except the Scottish Office) and several COI regicnal cffices.
I have met most members of the Service. I am heartened by the guality of
many of them but depressed by the waste of talent and opportunity.

[Very little....

(..'n.a rahar U Gpﬂa“'}m’-?
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PRIME MINISTER (contd.) B.8.80

Very little is being done to improve a deplorable gitustiom. John
Groves (Director Genmeral of the €01), Bernerd Inghem and 1 do what we
can, but we do mot have the authority to take any effective action
to get to grips with the essential problems of what the departmentzal
Information Services are being asked to do, which either should not
bea done at all or might be better done through the COI or other
channels = let alome how they could do better the jobs they must do.

We hope that the appointment of a Careers Development Officer will
improve matters, but it is poing to take time.

Meanwhile, Ministerscomplain, but either do not have time to get to
grips with the problem or do mot have the knowledge to solve ik,
Responsibility is so diffused that no one feels able or willing
actually to do anything.

In my view this situation cannot be allowed to persist. We must get

down to effective career management quickly. TUnless we do, the
Governmant'sa puhlim to defériorete. We are
already nearing the point where it is impossible to find a Chief Inform
i!.l.:i.\'_'-n [_]f:l'i-:ﬁr -:_:lf any |:||.|..'1.|jL_1_,' for = :l:.'J.jl.lr l'.h,.'p.'JerunL.

At present we do our beat with the material available to us, but I
am gure Berpard Ingham will confivm my view that the material is
poor and the outlook appalling unless there is a major change of
attitude towards the Information Services before long.

May we discuss this scoa, please?

e

ARGUS HAUDE




MANAGEMENT IN CONFIDENCE

FRIME MINISTER

GOVERNMENT INFORMATION 3ERVICES

1. Some time ago, you asked me to consider s mumber of points
about the Information Group of the Civil Service.

L My conclusions, which ares explained in more detail in the
Annex, are:

: I we do need an information service to desl with the
media, advertising, etc;

11. the Service itself is extremely patchy. There are
some very good pesople in the Group, but also some fairly
indirferent people as well;

5. 2 to cure this, we need to take atepa to improve the
career management of the Group and to promote more
exchanges between administrators and Information Officers
then occur &t present. I emphasise that this must be a
two-way traffic. Good Information Officers must, &t a
Junior grade, have the chance to do an administration Jjobo
as well as vice versa. We need higher standards for both
recruitment and promotion. A Career Development Adviser
can do a great deal to help with this;

v, naturally, we must be economical in thls field as
well as othera. Departments should review their
complement of Information Officers as part of their locok
gt staff cuts. The COL, l1like everyome else, 13 reviewlng
its staff at the present time.

Va Angns Mande agrees with gll this. But he would like to see
trawling replaced by central management as a matter of urgency.
So would I. Unfortunately, though, such & chsnge would be
expensive and involve quite a lot of extra staff. BSo it is not

on at the moment. In any case, it would take some time to become

effective. Trawling would have to continue in the meantime.

MANAGEMENT TN CONFIDENCE




MANAGEMENT IN CONFIDENCE

i, I will t=lk to Angus Maude, whom I understand vou are seeing

next week, about all Tthisa.

¥ I sam copying this minute to him.

PAUL CHANNON
22 Auguat 1980

MANAGEMENT IN CONFIDENCE




MANAGEMENT IN CONFIDENCE

ANNEX

STAFFING THE INFORMATION SERVICE

Is there a need for an Infoermaticn Service?

s I have come To the view that we do need an Information service.
We need to use the media, including the paid media, to inform the
public and support Government services (recruiting for the Armed
Services is an example). For this work we need people with the
right knowledge and experience.

Nature of the Information Bervice, staffing end other problems

2. Do we have the right sort of Informetion Service? Information

work 1a mainly carried out by the Informstion Group, which is ‘about
1,200 atrong. 500 are in the Central Office of Information and the
rest distributed between Whitehall depariments and certain non-

Ministerial orgenisations (such as the Health and Safety Executive).

3. Members of the Information Dfficer Group are drawn from a wide
yvariety of backgrounda. There are journalists, exhibition designers,
film editors and producers, graphic designers, and of course Press
Officers who act as spokesmen for departments. The Press Offlcers
ara often ex-Jjournalists or public relatlons men, but some have
moved from administration work.

L, There has been criticism of the gquality of Informatlon Group
officials. I believe the specialist tasks are, in general,
performed with considerable efficiency. For instance, the COI wins
each year a number of communications Industry awards for thelr work
in #l11 branches of the paid media.

5. But it is of course the Chief Information Officers (CIO) and
Chief Press Officers whose work is crucial to Minigters. While
gome of these are good, others are weak. In that sense, however,
the Information Group ls not unlike the other groups in the Ciwvil
Servicae. Another problem in the Information Group is that good

MANAGEMENT TN CONFIDENCE
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people are not getting the Tight experience or the right opportunity
to fit them for promotion to the top posts.

B. The CI0O is in a key position because he has &8 special relation-
ship with the Minister. Occasionally, however, a CID may not be
able to get on the same wavelength with a particular Minister.

This 1a not a queation of competence but of personal compatibility.
He may well have proved entirely sstisfectory te other Ministers.

It is in any case difficult to move CIOs because there are so few
posts at this level. Once it becomes known that a CI0O has proved
ungatisfactory to one Minister 1t becomes even more difficult to fit
him in elsewhere.

T Morale is low because information officers feel that they are
poorly regarded. They think they sre not always brought properly
into the picture or allowed to make their full contribution. They
resent the use of adminigtrators in key information posts. They
believe that the trawling system (see below) 1s not always operated
strictly in accordance with agresd procedures,

Irawling

&, The system of trawling svery Information Group vacancy through-
out the Service is clearly the cause of many of the Group's problems.
The system, which is the subject of an agreement with the
Institution of Professional Civil Servants, is, however, the only
means at present of providing departments with a field of selection
for filling posts. DBut it does mean it is almost impossible to make
the best use of available talent. Also, it i= time—consuming., It
tends tTo push departments into taking second-best rather than risk
further delay by going on to use the Civil Service Commission system
to bring in talent from outside. I believe the system can be
replaced only by a comprehensive system of central mansgement. At
present, however, this would be too costly to run. But in the end
we really miast get rid of trawling.

s
MANACEMENT IN CCONFIDENCE
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Imarovemsnts

Q. 1t muet be possible to improwve the position. This can be done
by applying more rigorous standards for recruitment and promotion.
We muat also introduce some positive career management. Until now,
there hog not DeGT &Y.

10. Crucial to these improvements will be the appointment (which
has just been made) of a Career Development Adviser for the
Information Group. The appointment will be for 2 years in the first
Insteance, and the Adviser will assist the Head of Profession for
the Group (the Director General of COI). His main tasks will be to
identify the strengths and weaknessges of the Group, bring about
moves of staff between departments for caresr development purposes
(particularly in order to glve appropriate experience to the more
promising people at middle lewvels), and to consider how centrsl
management could be developed - within exisgting resources - so0 as
to eliminate some of the worst features of trawling.

Abgerption of the Inforgation Group wlthin the Adminlgtration Group

'
[ ]

I have considered the altermmtive approach of merging the
nformation Group within the Administration Group &nd using
adminiatrators to fill the top posts. The Service could not, how-
aver, functlon wlithout specialists, whose quality would rapldly
diminish if their career prospects were geverely reduced in that
way. Also, sdministrators will not always have ths knowledge of
the media, or the influence with the press and broadcasting, that
a Minister expects from his Chief Information Officer., I believe
that the better course is to set about lmpreving the Informatlion
Group rather than to weaken it further by diluting its professional
experience or taking the top jobs away from it.

Hecommendations

12. 1 recommend that:

Ha on appointment, the Career Development Adviser should
immediately set in hand the work mentionesd in paragraph 10;

=z
o
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k. departments and promotion Boards should in future apply
stricter standards of reporting and assessment. They should
not promote anyone whose capacity to perform st the higher

level 1= In serious doubt;
. departments should retire or downgrade staff whose
performance ls clearly lnadeguate;

d. if & post cannot be filled from inside the Service, it

should be advertized outside. This Is particularly lmportarnt

i
at mlddle and higher levels where better candidates can be

expected to apply;

E. the mumber of cross-postings between information staff
and administrators should be incressed. These are valusble
for all concerned and should take place at middle lewvels
where relevant experience can be most usefully gained. They
should include cross-postings between Informatlion Croup staff
in Whitehall and Diplomatic staff in the Foreign snd Common-
wealth Office who are expecited to do informatiom work in the
FCO news department or abroad.

MANAGEMENT IN CONFIDENCE
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Civil Service Department
Whitehall London SW1A 242
Talsphons 01:373 3000

Aimiped of Feate 31 LTLIIJ.:;’ 1 EEC'

A © Kemp Esg

Private Secretary to the
Parlismentary [nder Secretary
of State for Defence for the RAF

Minigtry of Defence

Mein Building

Whitehall

Sl

(:\.L:" s 41 M‘? [ P ;

The Prime Minister recently asked my Minister for a note about
Government advertising expenditure., BShe noticed that recruitment
advertising ie the largest single block of work and has asked
whether there ie scope for cubtting downm in this field.

Most of the recruiting expenditure ie of course on behalf of the
Armed Services, I mderstand that Mr Patiie is reviewing the
recruiting arrangements, including the advertising element,
before next year's estimates. Also; I believe that, because of
the ilmproved recruiting position, there mey well be some

underspending in thie Tinencigl year.

I would be grateful for your advice on how my Minister mignt
regpond to the Prime Minister's gquestion as far gs Armed Services
recruitment advertieing expenditure is concerned.

I am copying this letter to Mike Pattison (Ne 10) and Stephen Locke
{Pinancial Secretary's O0ffice).

!
YouR S0C

Eu‘RﬁEﬁi

Y

G T ROGERG
Asst Frivate Secretary




24 July 1980

The Prime Ministar was grateful to
vyour Minister of State for bis note about
Government advertisiang expenditure.

She has noted that recruitment advertising
is the largest single block o1 work, and Las
asked whethar there is scope for cuttin; down
in this field, I would be grateful for & note
on this point.

I am sending a copy of this letter to
Stephan Locke in the Financial Secretary's
Offica.

M A PATTISON

Gaolfirey Green, Esq.,
Civil Bervice Department.
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Te You asked me some time ago to compile a report on Government Hﬁiﬁ

advertising expenditure.

e

Expenditure

2, Expenditure on the COI's Allied Service Vote for advertising in
1980-81 is estimated at £27,7m, £8.8m of which has been tTransferred

by Departments from Ehgir own _Votes = gsee paragraph 4. Further details
are in the Amnex. The main expenditures in the present year are:
Minigtrvy of Defence EB,Tm
Department of Transport $ o SO

Manpower Services Commisszion £3.7m
Department of Energy £2.8m

These four amowunt to E20m out of the total of E27.7Vm.

%+ The main items on which the money is spent are:

£m
C‘_____ Recruitment geg Armed Services, polige,
nursing, prison service} i
—
Social campaigns (eg Road Safety,
Energy Conservation, crime
arnd fire preventinn} 8.5
Government Services and facilities
(eg employment services,
training services) L4 16

Others (including new legislation) o P 12

b In 1980=-81, three Departments thought it was essential to find
more money for thelr advertising than was provided for them on the
COI Veote., With Treasury permission, nearly £8.8m was transferred,
The Departments are:

e Ministry of Defence, who tranaferred £35.9m for recrultment
advertising, — e ——

{= 9 Department of Transport, who transferred £2.6m to malntaln
the level of expenditure on road safety publicity.

Ca Uepartment of Energy, who transferred £2.%m to launch the
new Energy Conservation Campalgn which reguired extra funds.

Ja The Annex gets out the expenditure, at constant prices, om COI
advertising in eaah of the last 5 years, together with the provision
for this year. I am told that the figure for 1975-76 was unusually
high due to extra spending on the Energy "Save It" Campalgn and on the
Counter Inflation Campaign.

&, Reductions are made In Departments' plans for advertising
expenditure when anmial Estimates are discussed with the COI, In almost
every case, I am 1ﬂ1d that the publicity projects which Denartments
PEcuﬁat cﬂ5t cons 3

« 1ne basgslic FES programme provisio ome and

pah11c1f?'EEIEEh transfers has been reduced by the Treasury by £4.,5m
1 RE—




between 1980 and 1983 at constant prices.
C0I's Role

Tia The COI handles edvertising on behalf of sll Ministerial
Departments anMMENT covermment Agencies. The two most significant
excgg{iana gre the Department for National Bavings, which has an
advertising budget of £3.0m in 1980-81, and the Civil Service
Commission, with a budget of £1.0m,

g, Advertising Agencies sre appointed by COI on the recommendation
of the independent Advisory Committee on Advertising.

9. The COI manages the Govermment advertising business and has
secured over recent years éEEEEETEE‘?E?TE_E?E?ﬁﬁﬂﬁrET?Ear by setting

up central buying systems for preas space,; television and radio sir
time, press production and poster sites. This represents about 10%

In extra value for advertising budgets. A new cost-plus system of
paying agencies has Jjust been introduced by the COI ?&gainst opposition
from the Agencies), This shoulé yield more economies. Whatever the
level of expenditure on advertising that is desirable, 1 believe the
CCI provides a cost-effective service, But of course I am looking

for further economies in edministration.

Conclugion

10+ I know that you sre concerned about the money spent on Government
'\advmrttsing. If you declided this should be reduced, the three

Departments I have mentioned in paragraph 2, and the MSC, would need
to make the biggest conmtribution.

11. Under the present Allied Service arrangements, & reduction in
advertising expenditure can be brought about by imposing a tight
limit to the COI PES programme and asking COI to review with Depart-
ments their advertising reguirements with & view to making economies.
It would then be for Treasury Ministers to control the level of
transfers from Departmental PES programmes to COIL,

12. As you know, however, I am at present considering with
colleagues whether the COL EEEEIE_EEﬁE‘T?ﬁﬂ'ﬁTTTEH‘SE??IEE‘tu repay-
ment arrangements, If that were to happen, we would have to consider
different means of controlling (o, 1if you so decided, reducing)

expenditure on advertising.

Z. Do you think that the lewvel of Government advertising is too
high? If so, you could write to Cabinet colleagues saying so.
AMternatively, Treasury Ministers could take this up with Departments
in connection with the PES proposals for future yaars.

4. I am copylng this mimste to Nigel Lawson.

L1

|
|
&

PAUL CHANNON
22 July 1980




BY DEPARTMENTS

DEFENCE
THANSPORT
ENERGY
MSC
OTHERS

TOTAL

BY MEDIA

PRESS

TV & CINEMA
PUSTERS RADIO ETC

TOTAL

PERCENTAGE OF TOTAL
COI EXPENDITURE

DEFENCE
TRANSPORT
ENERGY
EMPLOYMENT

P

June 1980

COL EXPENDITURE ON ADVERTISING OVER LAST FIVE YEARS

ACTUAL SPENDING AT 1980-8]1 ESTIMATE FRICES
£000

1976=T7 1977-78 1978-T9 1979-80 198081
{Provisional)

2875 =y 243 6,955 9, 368 8,705
3,588 3,154 5,842 6,216 4,784
1,331 2,408 2,878 1,680 2,824
z. 227 2,838 b, 62 2,332 3,656
8,237 12,575 10,057 T 303 T Thb

21,258 26,520 30,194 27,109 Ers L3
= e — —————— —————

13, 244 16,814 18,660 16,997
7,143 8,672 10,628 9,325
BY1 1,034 Q06 787

2l , 258 26,520 30,194 27,109

L 534 57% S

TRANSFER FROM DEPARTMENTAL FESC PROGRAMMES
SINCE 1978-7T9 AT 1980-B1 ESTIMATE PRICES
ED0OD

1978-79 1979-80 1980-81

- 3 218 3,861

2,960 3,108 2,574

2,072 - 2,317
858 1,802 -

5,920 8,128 8,752
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When the Prime Minister met the Minister of State on Monday,
31 March, she asked him to gend a report on COI advertising
expenditure.

Mr Channon propeses to report fully very soon. He thought,
however, that the Prime Minister might like to have a brief note
before tomorrow's meeting at Chequers.

Totel advertising by Home Departments and Government Agenciles
for 4980-81 is proposed to be E£27.7m. The COL is at present on
allied service, though Mr Channon is considering moving to
repayment. EZ1.8m of this figure is from COIl's own Vote, but
some Departments have in addition transferred £5.9m from thelr
own Votea, since they think the sums allotted are insufficlent.

The biggest spenders are to be!

Ministry of Defence. They will spend E10.6m, of which
recruitment advertising is £8.8m.

Ministry of Transport. They will spend £5.4m (of which
£4.8m 18 for road safety).

Department of Energy. They will spend £3.4m (of which the
'Save It'" campaign iz £2.9m).

Departments are largely responsible for their own advertising
priorities and expenditure. The Minister of State wonders whether
the Prime Minister would like him to investigate this further with
Departments and report to her again?

£
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G E T GREEN
rivate Sascretary




FRIME MINISTER

THFORMATION OFFICERS

[ have seen Angus Maude's report to you of 2 April on this toplc
which you briefly raised with me on Monday. I am examining the
problems he ralses, will digcuss 1T with him, and report to you

again,

I am copylng this minute to Angus Maude.

|

A

-—

PAUL CHANNON
3 April 1980




PRIME MINISTER

COL AND THE FUTURE (F THE INFOURMATIUN SERVICES

Just & shori note before you discuss this subject. After 13 ysars'
experience I think the main guestions remain:

=

- do we need a Governmment Informetion Service?

if we dca should it be Erﬂfeaﬂinnally baged or should it
be regarded, as in the FCO, as a career Rustjng for an _
administrator? Or should we cross-fertilise systematically?

if there is to be a Govermmenti Information Servics, which
Department ghould bte responsible for it? i —

should there be a Ministry of Information responsible oversll
for i%ien?%ng the public, taking in the COI (and the FCO
operation

do we need a COIL as = common service organisation?

if we do, how do we ensure that the common services it
provides are not duplicated in Depariments?

if we have a CUI/Departmental structurs (including the FGCO)
how do we manage it so that it really delivers the goods and
rovides a satisfactory career which attracts good people
and imposes no celling on the best? ;
i) o) i - i TR | " R ey - = =
- 1f T may Hﬂ? ao, Prime Ministers have not been noted in my time
for addresging themselves to {these questions., They have tendad to
temporise by appojgling this or thal inguiry, with the result that
the Govermment Infox égion Servic® hasTeen excessively raked cver.

J.  What is now needed is fo decide what is required and go out and
et it, Ve may not have a more helpful atmecsphere since the Paymastier
(eneral has got the unigns ip the mogd for reform, albeit on the

basis of the existing structure, —_—

4, My concern is that there is a lot of promising young material
in the Govermment Information Service. If we are fo have a
Goverrment Infcormation Service we must prevent its waste by
sirengthening leadership, mansgement and career planning. '

9. You may wish to discuss.

[
'ﬁ} JimLfLﬂmahw

B INGHAM

April 14980,




CONFIDENTIAL

Privy CouNcir OFFICE

WHITEMALL, LONDON SWiA IAT

2 April 1980

PREIME MINISTER

FOTURE OF TINFORMATION SERVICES

I had hoped to be able to defer sending vyou & full memorandum

on this subject upntll corrent negotiations with the Staff Side
on the furtiare of the recruitment and "trawling' systems were
completed, since this is wital to any significant improvement

in the Information Services. However, in view of your immianent
discussionsg with the Minister of Stace, Civil Sarvice Department,
I fele I ghould send you an interim Teport.

&

£ The GCovernment ].|'|!IT1:|1'||1.'1.I!I|:||:|. ﬁa_'r'."i_n;:us ATE Nnok 111.'."-[|-L'|._"|' o 8
gefficient or well-scaffed as chey gught to be; but much of the
e ———— . i 5 !
criticism @aiméd at Lhém is ignorant and misplaced.

T o

For exampleé, we hear only too often references Eo "1,.500 Fress

ard Public Relations Officers' in Governmendt Department s, Thaa
reéal Eigure is about 150. The Information OFfficer group contains
a majority of officers who are engaged on a wide variety of
FHnFriﬁﬂﬁ. from Services reerditment o the grepqrqtign and
publication of DHSS leaflets on pensions and Social Security
benefits or statutory reports on many subjecte. Some of these
Fupctions cowld - and perhaps should = be dropped, but these are
decisions to be taken on policy grounds by Departmental Ministers,
and have npthing to do with the Information Services as a whole.

3 Ag to the quality of the minority of officers who are actually
engaged in the propagation of Government policies, it is patchy
and uneven at all levels. But just setting out blindly te cot
their numbers will not help unless a genuine effort is made to
improve guality and secure an efficient system of recruitment

and promotion. Indeed, the result might be simply to discourage
and drive out the best.

0r course, one difficulty is diffused comtrol. The Civil
Service Department negotliates, Ministers complain, and I can only
advise.

& There ig a vicious circle here. Because the syatem has lad

Eo 8 reduction in quality, administrators tend to treat Infermation
Qfficers as an inferior c¢lass of being - which in itself leads

to the discouragement and departure of the best. It is a firmly
held belief at cthe top of the Civil Service that administrators

are perfectly capable of doing information work, even at GIO

level, witho Y10us Medld EXKPETLENCE. I am satisfied that
this contention has not 1in RENETa een borne oot in praciice =
éveén in the FCO, where gquality and effectiveness are falling.

..".."l.'l'ld i
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CONFIDENTIAL

.PHIME MINISTER (contd.)

And the morale of the Service will further deteriorate if o
posts 2 availabla to Information Officers. The best
will leave.

E This attitude on the part of administrators actually tends

- — i
Ea 1'|=rJ'|:||'= the pffectiveness of evep the hﬁ&] Informgfion

Dfficers, since they are not nearly as often consulted or
. . 4 s + s
intormed of what 15 going on 88 they ought to he. Falicy

decisions are taken without adegquate thought ol _gdyice on
presentation, and Minisfers. private pEfires tend to put up
S

barviers between their Miniscers and Information Officers.
| ———

6 The ideal answver is - having first raised the qualiry
of Information Officers by more efficient recruitment and
promotion methods - to introduce a flexible system of Lemporary

Lransfers between Administrative and Information class efficiala.
[ SIS e ———

It would do nothing but pood if a few bright young administrators
were seconded [or si1x months or a year to an Information

section, to learn something of presentation problems and gain
direct media experience. Equally, I believe that every Minister's
private office in large lepartments - and private cffices are
often deplorably ignorant or even obsetructive on presentation

and media matters - should contain ane bright young Information
Officer on temporary secondment.

Such transfers would help not only to educate both gides but to
improve understanding and mutnal respect between Chem. There
is also a case for the occasional temporary secondment of
professional Information Officers to PCO posts abroad.

7 Meanwhile, it is taking & long time to get the main reforms
through which are essential to major improvement. 1 was able

ta get the Director Genmeral of COI - a very wise and experienced
Chief Information UILicer - recognised ag 'Head of Profession',
which was a small start. But it has taken months to pet

approval for a Career Development O0Eficer, who can now sCLart to

2o through the Service and recommend those who should be weeded

out, moved, or promoted. There has been - alone among professional
Civil Bervice classes = no career mapagement structure for the
Information Services, which have suffered geriously as & result.

A Under Union agreements, the "trawling' svatem can result in

it taking up toe 10 months to recruit a useful candidate from
outside = which means in practice it can almost never be done.
Internsl trawls are often farcical, or nominal, and only too pften
result in an inadequate candidate being appointed to higher
Information Officer posts, which depresses the best I0s and
farther diminishes the status and respect of Lhe Service im the
eyes of Ministers, adminiatrators and media.

CONFIDENTIAL
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FRIME MINISTER fCcontd.) 2.4.80

b We myglk zet the recruitment and promoticn machimery
impraved . ] am satisfied, from my meeting with its
representatives, that IPCE will g0 alonpg with this — but
negatiations with the Civil Serwvice Departuwenlt seem to be
stagnant.

14 Given this, I beliove we start to rebuild am Information
gervice which would be more ctive, with fewer and betrer
staff.

I am copying this to the Miniater of State, C

Department.

ivil Service

ANGUS MAUDE

GURE LDENT [ Al




CONFIDENTIAL

Privy CouxciL OFFICE

WHITEHALL. LONDON SWIA AT

1 April 1980

PRIME MIKNISTER

CENTHRAL OFFICE OF INFORMATION

[ believe vou are discussing with the Ministcer of State, Civil
Service Department, the future of the Central Office of
Information and the state of the Govermment Information
Services in general.

I attach a separate memorandum on the latter, but there are one
or two polints to be made ahout the COL. The Director General

has briefed the Minigter of Staté in detail, but I should 1ike

to emphasliae some esscentials.

2 Neither the COI ner I question the need to reduce public
expenditure, nor do we believe that the COI should be exempt

from reductions, What we do question is the logic and effective-
ness of rthe methods used and proposed to achieve them.

3 In the UK informationm field -— and to a large extent in the
averseas field = the COI meither initiates projects nor creates
functions. [ts work is demand-led, and it acts solely as an

agent for Departments.

4 It 18 therefore pointless to attempt to attack the problem
by making arbitrary cuts in the COI budget. Unless the client
Departments are prepared to shed functions themselves, they react
by either transferring funds to the COI to continue as hefore or
by doing the work themselves less cost-effectivaly.

= I't follows that Ministers in charge of client Dapartment

must be prepared completely to shed advertising or other publicity
projecta if a real saving ia" to be achieved. Changing to &
repayment system is not the most efficient way of achieving this,
if prnly because of the additional gccounting costs.

b S0 far from seeking work, the COI looks very carefully at all
projects and often advises against them. Indeed, I underscand
the Director General is c¢onsidering now recommending the abandonment

of some Departments' projects. — —

| The poversess work of COI is in & different catepory. Some
TO0Z of it is devoted to export and otheér commercial promotion work
on behalf of Trade Departments and Britlsh lndustry. To reduce
this further would ipvolve an important policy decision and produce
many complaints from exporters.

THoFROVET ..
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QIH!‘. MIH]E'I'I"E {contd.)

Moreover, the recent drastic cuts in FCO information staff
overseas have left a gap which COl haa heen trying ta fill.
Even g0, it is clear that our message on Britain's problems
4nd ¢ur EC Budget case have not been getting across to media

and public opinion in EL countries: The COI could do much

to fill this gap without extra staff, but FCO has not been VETY
co=operative in permitting COI direct access to foreign maedia.

I am copying this to the Minister of 5tate, Civil Bervice
Department .

ANCGDE MAUDE

CONFIDENTIAL
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MR _INGHAM 'ff;c Mr. Whitmore

The Prime Minister said today that she would
like to have Mr. Maudeand Mr. Channon in to talk
about the efficiency of the COI and the organisation

of the information service more generally. I
wonder whether the first move might not be for you
Lo put a note into the Prime Minister glving your
own views on the sort of things we might talk about,
80 that she can focus her mind before we set up a
meeting., Would you like to have a word?

!‘-_]r

18 March 1980
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I8 May 1979

}Illﬂf
The Rt Hon Angus Maude TD MP
Paymasgter General

Privy Council Office

Whitehall

LONDON SW
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CENTRAL OFFICE OF INFORMATION

We had & word about the Central Office of Information (COI), and, e
ags 1 agreed, 'TI have now locked at your suggestion explained in your
letter of 16 May that Ministeriel responsibility should be transfer-
red from CSD Ministers to your Office. I know that you raised the
matter with Paul Channon also, who naturally discussed it with me.
Having locked carefully into the point I feel it is not as simple

a question as I think you felt.

2. As you will Ikmow, since its formation in 1946, the COI has

been the responsibility of Treasury Ministers until 1972, and of

CSD Ministerse thereafter. This has not been affected by the arrange-
ment where, from time to time, the responsibility for co-ordinating
Government information has been given to a senior non-Departmental
Minigter. You will remember that in the 1950s and early 1960s
Philip Swinton, Charles Hill and Bill Deedes were Cabinet Ministers
with responsibilities for co-ordinating information, but COI
contimied to report to Tressury Ministers. 7T think that you had
understood that Mr Foot had been in charge of the COI in the last
Administration: in fact COI was the responsibility of CSD Ministers -
the Minister of State discharged the responsibilities on behalf

of the Lord Privy Seal in the same way as Faul Channon will on my
behalf — but a junior Minister in the Privy Council Office under

Mr Foot was responsible for the Government's information policy.
Historically, this division of responsibity has been because no
Government has wanted to have 2 Minister who might appear to be m
"Minigster for Information". I have a feeling that if we were to
make this change, this would be an inevitable criticism.

Yo The responsibility of CSD Ministers for COI, which is not
concerned with information policy, but with prﬂviding 8 Ccommon

- gervice to Government Departmenta, can be clearly distinguished
from your co—ordinating responsibilities for Government information.
1 see no reagson why the separate responsibility for COTI need in any
way inhibit initiatives on your part to examine the effectiveness
and efficiency of the Govermmeni's information services and I hope
it will not. I have naturally discussed the matter with Panl Channon
and Sir Tan Bancroft, the Head of the Home Civil Service. Given
theae Teasons, I hope that you will accept that the present arrange-
ments should stand.







