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Treasury Chambers, Parliament Street SWIP 3AG

Colin Walters Esg

Private Secretary

to the Home Secretary
Home (Qffice
Cueen Anne's Gate

London

SWIH 9AT

2 March 1990

Deew Colira

PASSPORT DEPARTMENT: FUTURE ORGANISATION

The Chief Secretary has seen your letter of 13 February to
Andrew Turnbull. He agress that the privatisation/
contractorisation option should not be pursued further for the
time being, and that the right approach is to press ahead with the
introduction of agency &tatus. He would not like the
contractorisation option to be forgotten, however, and suggests
that it should be looked at again in the period leading up to the
first review of the new agency's framework document. He hopes
that, in the meantime, any opportunity for market testing will be
axploited.

2. The Chief Secretary remains wvery concerned about the
inefficiency of the Passport Department, and notes in particular
the significant differences in performance between different
offices. He tharefore very much hopes that senior management in
the Home Office will continue to attach the highest importance to
improving the Passport Department's service delivery and value for
money . He believes this is largely a question of implementing
better management techniques, based on sound information systems
and transferring the lessons of best practice. He welcomes the
expansion of the relatively efficient Balfast pffice, and hopes
that a further redistribution of work from the less to the more
efficient offices can be implemented.

3 1 am copying this letter to Andrew Turnbull (Ne.10), Tim
Sutton (Lord President's Office), Stephen Wall (FCO), Cliwve Norris
(Employment), Stuart Lord (S88), Martin Le Jeune (Office of the
Minister for the Civil Service),and to Sir Angus Fraser and Sonia
FPhippard (Cabinet Office).

Hw[ﬁ-;ami Ao——

MISS C EVANG
Private S5ecretary
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10 DOWNING STREET

From the Pr.lr,lcj:,ﬂn.' Private hecretary 15 Februa ry 1980

i}bmJ Cefin

PASSPORT DEPARTMENT : FUTURE ORGANISATION

The Prime Minister has sean your letter to me of 13 February.
She welcomes the improvements that are in train and hopes that
the better level of service to the public will be sustained
throughout the Summer. She agrees that the priority for the
future should be for the Paseport Office to move towards agency
status, rather than pursuing the route of privatisation/
contractorisation. She has noted the state of play on contingency

planning.

I am sending copies of this letter teo Tim Sutton (Lord
President's Office), Stephen Wall (Foreign and Commonwealth
office), John Gieve (HM Treasury), Clive Norris (Department
of Employment), Stuart Lord (Department of Social Security),
Martin Le Jeune (Office of the Minister for the Civil Service)
and to S5ir Angus Praser and Sonia Phippard (Cabinet Dffice]).

ANDREW TURNBULL

Colin Walters,; E=sg.
Home Office

SECRET AND PERS(ONAL
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Your letter of 2 Augnst 1989 recorded the Prime Minister's agresment
that there should be continued progress towards agency etatus for Ehe Pazsport
Department; that there should be an announced study of the scope for private
sactor involwvement; and that work, on & restricted basis, should be
undertaken to develop conkbingency plans against industrial disruption,

- = o

Current Oparationa
Since lagt summer the Hﬂmﬂ Qffice has taken a series of decisions I:l'l.a.t.
]::1 'IEEl-EI'
i ic in -

more computer terminals have been put into the Glasgow and
LLWIEI:IE]_. _passport opffices, as well asz ocompaker-hasad

tracking systems in the as yet uncomputerised offices at
Hﬂw'pnrt and Fetarbur::ugh

new telephone eguipment has bBeen installed to enable
customers to be given prompt and comprehensive information
about their applicaticns;

we are implementing a Cogpers and Lybrand r r&tﬂmmandatinn that

achieved high prudu—::l:lu:Lt}r and low unit costs;

production control has been reinforced and greater use is
being made of arrangements to transfer work between offices,
to balance workloads and to improve average processing times.

Demnand was up in .:Ia.nuagr brnadl:,r in line with our forecast that there
will be a 9% increase in pan:part services ovar 1990 as a whole compared with
1983, Applications are at present being processed within a maximum of 14
working days, though some offices are taking considerably less time than
this, and all urgent cases are being given priority to meet the applicants’
travel plang.




Contingency Planning

We have also made considerable progress with a covert contingency
plan, to come into action in the event of a serious deterioration in sarvice.
Ezssentially, 1t will involve the Fﬂ.i-t Office taking inm applications and
processing them at regicnal . centres T%pey already hava, of course,
.ﬁﬁgstandhng expesience in dealing with British Visiter Paﬂﬂpartsb The Post
office (and, we believe, its trade unions) are anxious to win new business
wherever possible, and we think we should be able to rely on the co-oparation
of thelr staff provided that the breakdown in Passport Department service was
not perceived as having been precipitated by management, We and the Post
Office expect to complete work on the contingency plan next month.

The Private Sector

The Homs Secretary has reflected further on the contribution thak the
private sector may have to aoffer, and informal discussionz have been held on
a confidential basis with a range of relevant undertakings. There clearly
are gome important lessonsg from private sector experience about how we manage
the present service, and the Home Secretary intends to enlist represenbtaktlve
managers for a contimuing advisory role. On the other hand, it is egually
clear that there are no obvious candidates capable of taking on the bulk of

passport-issuing work u:thnut thﬂ naad for a startauE_Euriud of some & - 12
munthﬂ during which we might well have to rﬂly on . the cbntingency planning
arrangamantn to keep the existing eervice going. The Home Secretary does aot
think that we should be justified in present circumstances in risking
disruption to the service on the scale that might well be involwed.

Agency Status

As the Home Secretary menticoned when he spoke to the Prime Minister
about the Passport Depactment recently, he believes that the right approach
is to look to agency status as the primary wehicle For achieving the improwved
service delivery and value for money which were at the heart of the concern
last summer. We have drawn up and adopted an Action Plan to kake us throogh
to 1 April 1991, the planned launch date for the Passport Agency. This seks
denranding targets to ensure that the cbjective of using the move to agency
gtatus as an opportunity for delivering substantial change in the short tecm
is achieved. Our officials are in touch with Mr Luce's office and the
Treasury about our plans for moving to agency status and they will ceontinue
to work cleosely together as the Action Plan is implemented. The inclusion of
businessmen in the steering group which will oversee the introduction of
agency atatus arrangements will ensure that full account is taken of best
private sector practice.




I am sending copies aof this letter to tha Private Secretariaes to the
Led Prezident of the Council, the Foreign and Commonwealth Secretary, the
Chancellor of the Excheguer, the Secrebtaries of State for Employment and
Bocial Security, the Minister for the Civil Service, and to 5ir Angus Fraser
and Sonia Phippard.

'C J WALTERS

Andrew Turnbull, Esg.
Ho 10 Downing Street
LORDON, S§.W.1.







10 DOWNING STREET
LONDON SWIA 244

From the Principal Private Secrefary 2 August 1989

Dao, Yakas,

PASSPORT DEPARTMENT: FUTURE ORGANISATION

The Prime Minister has seen your Secretary
of State's minote of 1 August. &She has agreed
that there should be continued progress towards
Agency status for the Passport Office; that
there should be an annournced study of the
scope for private sector involvement; and
that work, on a restricted basis, =should
ba undertaken to develop contingency plans
against industrial disruption.

I am copying this letter to Efeven Catling
{Lord President's Dffice),; Alex ARllan {(HM
Treasury), Stephen Wall (Foreign and Common-
wealth Office), Clive Norrie (Department
of Employment), Helen Dudley (Department
of Boclal Securitv),; Martin Le Jeune [(Ministry
of State's Officel, Trevor Woolley (Cabinet
Officel and Don Brereton {(Efficiency Unit).

{ANDEEW TURMBULL)
Peter 5torr, Esg.,

Home QNfficea.
SECRET
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PRIME MINISTER L August 1989

PASSPORT DEPARTMENT: FIITURE ORGANISATION

E

Douglas Hurd has minuted to ywou about the future organisation

of the Passport Department.+

He proposes an overt twin track approach:

{i) continuing to turn the Passport Department inte

4 Mext Steps agency [(this has already been announced);

anncun:inq that the Government will be exploring
cptlions Eor inveolwing the private sector in the
iszuing of passports.

He also proposes covert contingency plans to deal with any
breakdown in service in the early months of next year (when
passport applications are expected to reach their peak).
Comment
Issning passports involves
an irreducible amount of manual checking (to confirm
that all the relevant documents are attached, and to
weed out tricky nationality cases - about 10 per cent

of the total):

a check against a central list of pecple who should

not be given passports (this can be done by computer);

- & computerised operation to preduce the docament.,

A namber of private sector companies are likely to be interested

in providing this service on contract to the Government




l-:: | i e ||=I—l|.l;|. b
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Lf the price they are allowed to charge i1s right. The inveatment
neaeded would be guite substantial, particularly the hiring

and training of some hundreds of clerical staff (the Passport
Department employ 1,000). A private sector contractor would

be looking for wvolume business to repay his investment.

Travel agents like Thomas Cook seem the most obvious candidates.
They could offer this service to their customers ds a Convenlience
much as they now ocffer te get foreign visag (& gservice for

which they charges over and above the fees levied by the

Embasgies issuing the wvisas).
A number of i1ssues would need to be sorted out:s

the Covarnment would need to be satisfied that passports
produced by private contractors could not easily be
forged (private sector printing of banknotes could

be worth examining);

information about names on the "prohibited" list would
need to be suitably protected. There could be no gquestion
of giving the list to anyone in the private sector;

there would need to be arrangements for referring the
10 per cent or so0 of cases involving decisions on nationality

to the Home Office.

Wone of this presents insuperable problems.

Attitude of some foreign govermments

The main stumbling block to proceeding immediately to contracting

out the provision of passports is the likely attitude of
some Governments; including the USA,; Canada, Australia and
Wew Zealand. These Governments have consistently refused




s

to accept British Visitors' passports (BVPs) issued by the

Past Office because they regard them as a low security document.
Appeals asking them to accept BVPs as a temporary measura

this summer fell on deaf ears, though a number of other

countries were prepared to do this.

The main fears about BVPs are that they can be easily forged
{they are said to be linked to chegue fraud); and the fact

that they do not indicate whether the holdeor has right of

abode in the UK, as opposed to being a British subiject.

However irrational it may be, the initial reaction of foreign
governments — including the USA - is likely to be that passports
isgued by the private sector would be akin to BVPs. This

13 because the idea of contracting out the making of passports
is & novel one, WNo other country appears to do it.

We should be able to persuade foreign governments that a
system involving contracting out of the mechanles of passport
production is a perfectly valid way of operating. We should
be able to reassure them that the contractors would be able
to take the necessary steps to prevent fergery; and that
casesd of doubtful nationality would be handled by the Home
Office. But this is likely to take some months. If the
Government meanwhile took steps which precipitated a strike
at the Passport Department = such as announcing the contracting
out of the wheole operation = there could be an uncomfortable
interval during which some foreign countries outside the

EC refused to recognise whatever temporary arrangements

we made to provide passports.

Conclusion

The Government cannot risk taking action which could lead

to its citizens being "bottled up" in this country as regards
travel to the USA and the old Commonwealth. This is the
strongest argument for agreeing to Douglas Hurd's owvert

“twin track® approach. The covert contingency plans are

clearly sensible.




The requirements of foreign governments should be identified

at an early stage. It will be crucial to persuade them
that fears that privately produced passports will be less

gecure are unfounded.

Recommaendation

Agree to the overt "twin track" approach, backed up

by covert contingesncy plans.

Early efforts should be made to secure the co-operation

of octher governments in acecepting passports produced

under contract. This should go hand in hand with discussions
about the scope [or private sector invelvement in the

issulng of passports.

CARODLYN SIBMCLATH
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Prime Minister [ e L. &ﬁh ‘(i

PASSPORT DEPARTMENT : FUTURE ORGAMNISATION

Following the Passport Department's failure to deliver an
adequate service to the travelling public again this vear,
thera was a general view in Cabinet that the time had come to
bring the private sector's expertise to bear on this area of

work. I entirely share that view and we discussed it at our

meeting on value for money on 19 July.

2. We must Ery to find a way of pressing on towards this
goal, without causing the whole passport issuing system to
geize up. This would probably be the result if we were baldly
to announce a decision for an early change to large-scale
contractorisation, or any other radical change that implied
inevitable and widespread job losses. That would be likely to
provoke severe disruption, and there would be a delay measured
in w;EE; bafore we could put any alternative arrangements into
place. The issuing of passports is basically a labour
1'.n1:F.-nnilziﬂl';e_f scrutinising operation requiring easy access by the

puﬂiic; and it is not a system that can Eu&%&;_bc replicated.
It is different in kind from the prm;i;iﬁ;_and ;;haagagnt of
an IT system, such as the Governmenk Data Hetwork or the DS3S
computers, though my officials will certainly continue to keep
in touch with other Departments bo see what they can learn

from their experience.

SECRET




SECRET

. It the issuing of passports did indeed selze up, then
large numbers of people would simply be unable to travel to
the places they wished. I have naturally considered whether,
in such a situation, we could persuade additional countries to
accept the British Visitors' Passport (BVP) which is issued by
the Post Office and would therefore be likely ko remain
available during any industrial action in the Passport
Department. But during the disruption this Summer we asked a
number of countries to accept BVPs and the USA, Canada,
australia and WNew Zealand were amongst those who firmly
refused to do this, even though we had undertaken to receive
back any traveller to whom we had issued a BVP. I do not
think that these countries would be likely to take any
different view now.

4. After further thought I believe the right answer is to
procead energetically with our previously announc¢ed plan for

putting the Passport Department on an Agency basis as soon as
possible, but to find a way of combining this with the largest
possible element of contractoriszation er other private sector

invalvement. I canvassed this thinking in reply to a

Parliamentary Question on 13 July. The staff in the Passport
Department are already familiar with the idea of an Agency,
and I believe that this will provide us with the framework for
what we need to do. I envisage that progress towards Agency
status should proceed alongside a study of the scope for
private sector invelvement, which should be put guite clearly

on the public record so that the work can procesd on an overt
e ————————

basis, and include consulting companies who might take on some

or most of the work. As you know from your VFM meeting on

19 July, 'there are a number of options for using the private

gector. I want to go as far as we can, but I think ft would

/be a mistake

SECRET




be a mistake to tlie ourselves down to any precise model at the
cutset. The essenktial thing ia that we should move on to the

twin track, pressing ahead with the change to Agency status

while we simultaneously expose the range of choices for
engaging the private sector. My officials will be in closa
touch with Richard Luce's office and with the Treasury as wa
take this forward.

74 A major innovation of the kind T have indicated cannot

be in place in time to help us deal with the peak demand for
passports in the first months of next year. For that purpose
we must look to better planning and firmer management of the
resources at present available to us. I am very well aware of
the urgency and importance of this, and we are beginning to
make our dispositions now. For example, I have already told
my officials to plan an expansion of the Passport Office in
Belfast, which has a very good productivity record, to give us

2 better margin against a sudden surge in demand.

6. I would hope that the very fact of the study of private
sector involvement would itselfl exert a Eealthx_g}scipline

agdinst yet anoLher Industrial d{sput¢ next year. However, I

do not think that we should be prepared to enter the next

season of demand without a contingency plan for responding to
a breakdown in service resulting from industrial action, if it
should occur. I have therefore decided that, under the aegis
of the open study of private sector involvement, there should
also be a covert exercise to work up contingency plans, about
which my officials would consult other Departments on a strict

need-to-know basis.

" I am sending copies of this minute to the Lord President

of the Council, the Chancellor of the Exchequer, the Foreign

Jand Commonwaal th

SECRET




and Commonwealth Secretary; the Secretary of State for

Employment, the Secretary of State for Social Security,

the Minister for the Civil Service, Sir Robin Butler and
S1r Angus Fraser.

D\a\-fjl"w Hyn:

J August 1989




10 DOWNING STREET

LMD SWIA 2AA
Freem tive Private Secretary

11 July 1989

SECRET AND PERSONAL

PASSPORT DEPARTMENT: POSSIELE FRIVATE SECTOR INVOLVEMENT

Tho Frime Minister has peen and neoted the Foreign
Secretary's mimite of 10 July.

I am copying this to Peter Storr (Home Office), Carys Evans
{Treasury),. Stephen Catling (the Lord President's office) and
Trevor Woolley (Cabinet Qffice).

CAROLINE SLOCCGCE

Richard Gozney Esq.
The Foreign and Commonwaalth Office
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PRIME MINISTER

Passport Department: Possible Private Sector Involvement

1. The Home Secretary sent me a copy of his miriute to
you of 28 June, explaining the work the Home Office had
put in hand on the possible transfer of much of the work
of the Passport Office to the private sector. HEpagree
that the present sitwation is intolerable and that
centracting out to the private sector is a serious
option. It may also be worth looking at ntﬁ;;_ﬁbﬂeln &
the Royal Mint or HMSO.

2. As You know, the Foreign Office is responsible for
issuing UK passports overseas. Our posts currently issue
about 250,000 passports - about 9% of the total. We
shall look at this operation in parallel with the Home
Office review. But we would expect that, in any event,
the eurrent arrangements under which the general passport

fee covers the costs of the Passport Department in the

"UK, passport operaticons overseas, and non~-fee bearing

“Consular SEEVices (CUrrently some £21m pa) would be

maintained.

g
_

3. A crucial question will of course be to ensure:
Tecognition by foreign governments of passports issued by,
a4 non=governmental agency. Home Office officials are
already in touch with mine about this.

SECEET AND PERSOHAL




SECRET AND PERSONAL
4. I am copylng this minute to the Home Secretary, the

Chief Secretary, the Lord President of the Council and
S§ir Rokin Butler.

[CGEOFFREY HOWE)

Forelign and Commcnwealth Office
10 July 1989

SECRET AND PERSONAL







10 DOWNING STREET
LONDON SW1A ZAA

From the Privaie Secrelary

3 July 1989

PASSPORT DEPARTMENT: POSSIBLE PRIVATE SECTOR INVOLVEMENT

The Prime Minister has seen the Home Secretary's minute of
28 June about possible private sector involvement in the Passport

Department. che is coptent that he should put propeosals to
calleagues later this menth covering the iggues set out in his
minute.

I would be grateful if you would ensure that this 2¢
only by those with a clear need to know.

I am copying this to Stephen Wall (Foreign and Commonwealth
office), Carys Evans (Treasury), Stephen Catling (Lezd
President's Office) and Trevor Woolley [Cabinet Office).

ond Tucgroly

i::%}c;iuﬁhaﬁ E}xu{ikdiijl

CARDLINE SLOCOCE

Peter Storrt
Home Office
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PRIME MINISTER

PASSPORT DEPARTMENT: POSSIBLE FRIVATE SECTOR
INVOLVEMENT

In the light of the recent disruption in the Passport
Deportment I undertook in Cobinet to consider the scope for
moving passport issuing 3 _operations into the nrivute sectaor.
This minute Is bosed on preliminary work by officlals, and
further work is needed before we con toke decisions.

S

Z. The preliminary conclusion 1s thot though the move
would corry a risk of serious industriol relotions trouble
ond severe inconvenience to the trovelling public, there is
no fundﬂmentul _ reason in nubli: policy why the bulk of

out it the p;ivute SEEtDT o hnve iHEtFUEtEd my officials
to put urgent work into the outstonding polints. ond 1 propose
to put considered proposals to collesgues next month. It
will be importont that the handling orrongements preserve
obsolute confidentiality wuntil we are reocdy to maoke an

dnnouncement,

Background

¥ A possport is o document in which the Government
vouches for the identity. 1nctuding naotional stotus. of the
bearer. At present possports are issued by the Secretary of
Stote under the Roval Prerogotive with the fee belng set
(under the Consulor Fees Act) to do no more than cover UK
Issuing costs plus the FCO costs of both issulng passports

1 ¥

SECRET AND PERSONAL
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abroad ond of providing consular services to their holders.
Once 1issued. a passport remains the property of the
Government.

b, About 890% of the possport applicotions mode in the UK
are straightforward and ore cleored ot o low official level.
The remaining 10% or so require attention ot higher levels
becouse of questions obout the outhenticity of the application
or the natlonolity stotus of the opplicant. In addition,
there is o smoll number of highly sensitive cases involving
the intelligence communities. and there are some special
orrongements for officiocl travellers. UK possports are also
issued obroad by the FCO.

5. The integrity of the passport system is important for
the control of immigrotion ond international crime. But the
simplified British Visitors Pessport (BVYP), which is occepted

throughout Western Eurcpe ond o few other ploces, s already
1ssued by the Post Office under contract to the Passport

Department.
The bosis on which the private sector could be involved

6. I ogree with officiols’ preliminary conclusion thot it
would not be practiceble for the Government to divest itself
of all responsibility for control over passports and who
should have them. The most promising model for private sector
involvement would be o very substontial level of contracting
out. Under this scheme the present Prerogotive powers would
remoin untouched. but the Secretary of Stote would lay down
fairly rigld rules under which privote sector contractors
could be expected to outhorise ond issue the 90% of straoight-
forwaord opplicotions., The remoining 10% of difficult caoses
would be referred to central Government. which would continue
to deal with the speciol security ond other cases mentioned
in porograph 4 obove. There would. in effect. be a two-tier
system. with the great majority of straightforward cases being
dealt with in the privote sector.

SECRET AND PERSONAL
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7. Officials still need to do more work on the detoils of
such a scheme. including the size of the residuocl operation
thot would be left in the hands of central Government: the
machinery for referring caoses to central Government: and the
arrongements for policing the whole operation to ensure its
integrity. But. on the work done to date, officiols do not
believe thot there is oany fundomental difficulty obout
delegating the authorisation of possports on the basis | have
described. ond they do not believe thot legislation would

necessarily be needed. ——

Manoging the tronsition

g, Although this work is being conducted in secrecy ot
present. we sholl ot some point. probobly not later than the
gutumn. need to tell the unions whot we are doina., and from
that point there could be very consideroble disruption.

9. A vital port of our plonning must. therefore. be to
work up o relioble contingency plan for ogupronteeing the
maintenonce of o simplified possport issuing operation
throughout the duration of the expected disruption. This
could last for mony months. since no possible outside

passport operotion. ond they would need to think corefully
obout the organisation and costing of such on enterprise.
Despite this basic problem. I believe that contrecting out
represents the best prospect for providing the public with g
| better service, ond [ hope thot we could announce our
intentions this outumn, during the slack period of the vear
for possport opplications but while the present union
disruption is still fresh in the memory of the public.

SECRET AND PERSONAL
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CONCLUSIONS

10. I have osked my officiols to work up two sets of
proposals o5 o matter of urgency. First, we need o more
detoiled description of the eventual two-tier system that 1
have in mind and of the waoy in which we should invite
proposals from the privote sector. Second. and vitolly. we
need o trustworthy contingency plon for seeing us and the
public through the tronsitionol period. SubjJect to vyour
views, | propose to put a paper on both ospects to colleagues
next month, in time to enoble a decision to be reached before
the Recess. 1 hove emphosised to my officials thaot. although
they will need to consult a number of Departments (not least
becouse ony trouble could spreod to those Deportments), this
motter must be haondled on o strict need-to-know baosis,

Yl I om sending copies of this minute to the Foreign and
Commonwealth Secretary, the Chief Secretary, the Lord
President of the Council and Sir Robin Butler.

23 June 1983

SECRET AND PERSONAL




FRIME MINISTER

I enclose for wour Information am advance
copy of the Government's reply to the Home Affairs
Committee's Fifth Report "Previous Recommendstions
on the Pasaport Department and IND". This will
be published on Thursday, 2 March at 3.30 p.m.

I am copying thils minute and its enclosure
to Geoffrey Howe and John Wakeham.

1 HNarch 14989
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Her Wijeery < Stainiery, CHToe
Price £1.30 net]

THE GOVERNMENT REPLY TO 'THE FIF1'H
REPORT FROM THE HOME AFFAIRS COMMITTEL
SESSION 1987-88 HC 621

Previous Recommendations

Presented to Parliament by the Secretary of State lor the
Home Department, by Command of Her Majesty
March 1989




Government Reply to the Fifith Report on Previous
Recommendations on the Passport Office and IND from the
Home Affairs Committec (Session 1987-88)

Recommmendatinn

ol computerisation is fullv establizshed and the new system propery beddad
down, we consider it essential that the Passport Department maintains the use of
overime warking and the employment of casval Iabour o sustain the recent
Fmprovement in turm-round time in passport apmications. 1t s also necessary (o
give the greatest publicity possible to the current waiting time for applications.
and especally the improved service for posial applications to the London Office
deseribed to us in evidence, with a view to saving members of the public the time
and expense of personal apphcations. ™ (Paragraph &),

Rsponst

Ihe Grovernment welcomes the Committec®s comments. Computerisation of
passport-issuing started in Glasgow in August 1988 and in Liverpool in December
of that vedr. The 4 remaining LK passport offices. at Beltast, Peicrborough,
Newport and London, should be computerised by the end of 1989 The
Crovernment will comtinue o employv such special measurcs As are pocessary o
maintain an adequate service o the public during this period. The employment of
caswal seaff, ropether with overtime working, is ikcly to remain the most cfficiem
wily of dealing with the sharp seasonal peaks i demand for passpon services,
cven with a fully computeriscd passport service,

Ihe Government 15 aware of the importance of providing the public with
wp-te=date information on current processing imes for postal applhications, in
order to reduco the necd for persanal applications and follow-up engquinics, bath
of which place heavy demands on the passport offices at peak times. as well as
causing inconvenience to the applicant. The Passport Department is examining
ways of stepping up its publicity efforts during the coming year to ensure that the
public iz kept fullv informed on these matters.

Recommendation

"We recommend that the Home Office give urgent condideration 1o the
withdrawal of the Britsh Visitor's Passport a8 soon a8 the computensation
programme, which will allow for a 5-day service for ssuing standard passports, is
fully operational”, (Paragraph 12),

Eespinst

The Grovernment has already undertaken to review the future of the Britsh
Visitor's Passport when the compulerisation programme 15 compicte, at the end
of %849, The practical andcost implications of withdrawal will e studied , but swch
s the importance of the BVP as an alternative travel docoment in the-cvent of
delays arsing in the main passport issuing systam, that no decision about its
withdrawal or replacement can be made until the computerised system is fully
bedded-in and has been tested under a full workload,

Becommendation

“We further recommend that consideration be given to the ssue of the back page
of the new United Kingdom passport as a voluntary identification document to
facaltate travel within the European Commenity, Such a dodument mil;iu dlso
serve 10 replace the growing number of cards now being isswed by football clubs,
public houses and other private establishments for the purposcs of identifica-
tion™, [ Paragraph 12}



-

Respomse

The Grovernment is still considering carefully the general question of the possible
mtrosd et of )KEnnty cands on ..l'l.--.llllT'.! iy basis. The Ciovernment will consider
the Committee’s suggestion in this cantexr.

HMplomatic Passports

In responding to the Committee’s questions concerning the case for distinctive
pisspuris for members of HM Diplomatic Service working overscas. officials
explained that the matter was under consideration., and undertook o keep the
Commitiée informed of progress.

I'he Committes will wish to he aware that Ministers have decided that the dme is
ot right for the introduction of diplomatic passports. The standard passports
masned to memhborsafthe LK T-.|'i|'r|-.'||1'-:1li|_'54_ r'..'j.;:_ i-.n:j |:_|1_|1._':h1 .;.:[t ut overseas F||_'|.'|«.r'h.

anil 1o their spouses and dependents. will continuc to bear on an inside page an

offickd] endorsement showing the holder’s status

Hecommendation

We consider that the Home Office should review its Post Room service gt Lunar
House to cnsure that all meail received on a particular working day s opened and
acknowledped on that day and any passport contnined therein returned.
[ Baragraph [6].

Response

All immigration mail received in the Post Hoom at Lunar House &5 now being
e ndd and acknowledeed within 24 howrs, Beeavuse of Tate deliveries. it s not
passible roopen and acknowledge all mail on the day of receipt. Applications for
citzenship go to Accounts for removal of fees before acknowledgement by staffin
the Post Room. All citizenship applications are currently being acknowledged
within & davs of réceipt.

The Committes s Fist Report and the Government’s response indicated thet any
pasaparts which had been sent in by applicants for British citizenship before 31
December 1987 were being returned with an acknowledgement. All such
passparts were returned by the end of Apnl 1988, However, this was an
exceplionil megsure fo deal with the huge influx of applications réceived before
il December |987 the large number of applicants seeking the return of their
passports which took time 1o find; and the length of time which the applications
would take o process. The normal procedure for both immigeation and
cilizenship opplicants o that passports are reiemned for consideraton with the
application but are returned where applicints seek their return for travel or other
purpases. Ls does nil ciuse difficulty: passports are returned (o applicants
immediately they are requested. either by post or in person at the Public E nguiry
LM ive.

R ecommendution

If the recrutment problems a1 Lunar House persist. and the valume of work
continues to overwhelmthe capacity of the staff there, we see no alternative but
to relocate the whole or part of the office in order 1o achieve the kind of wervice
reguired by the public, {Paragraph 20)

Responsy

The Government has 1aken vigorous measures 1o recrudl and retain staff at Lunar
House. Wider advertising. improved procedurcs and the recruitment of
part-timers fiave helped woaimprove the situation considerably in recent months
Since 19th Muay 1988 4 net additional total of 136 stall have been recrosied.
Meverthehess there are still stalf shortages and i1 85 not going w0 be easy 19 recrul
and retonin staff in the South East,

Fhe Committee's report acknowledges thar the Government is consideri 12 Lhe
posgibility of the relocation of IND, “This follows the announcement by the Pay
Mlasier CGeneral thar Dr.'Terlm-.'njn would be reviewing their location I-'If"-"-L‘-rh with
o view 1n suitable cases w finding locations offering advantages in terms of
recruitment and relention of staff, value for money and other considerations
relevant to service delivery and management. (Official Report, cols &10—A611,
3 March 19588).

Consultanis have been appointed to conduct a feasibulity study and defailed
examinationof the implications of the possible relocation of IND. They ure due o
report in the Spring. The Government will then be in a position 1o consider the
feasibility and desirability of the relocation of IND.

Recommiendation

We consider that, whale lengthy delays regrettably conrinue. the Home Office
should establish a clear order of priority so that no indivicual will suffer unduly
frem the protracted wait for his application 1o be dealt with. [Paragraph 204).

Hespaonse

The Nationality I.:""l:|:"'l-l’|lllﬂ.'rll. has revicwed its critenn for LIViNE T |'|||zl,. [
citizenship ,|p|1||m1|un-. Registration cases rarely require protracted énquiries,
und consequently it is usually net difficult to give priority to genuincly urge .1|
cases. Naturalisation cases are more difficult because ETUIrics are necessary ;
all cases to estahlish thar the applicant meets thie statutory requirements. n-., g
enquiries may take time and are not always within our control, Where possible,
however, we will give priority 1o applicants who cannot travel on their existing
documentation or where the difficulty of obtaining visas makes necessary travel
impossible. We hope that this will be of particular help 1o businessmen.

The Immigration {as Upi:luht'd t Mutionalny ) Department handies applications
for varation of leave in their turn, although apphcations which are particularly

IFECNT e al Toeded le.‘l.ld.| r*rmrlh. 3‘|.|'r|‘l|u..ii‘|[n wlio are able fo: atrcnd the Public
EI'I-..|1J]1". (}hice {(FPELY) in € I|'&-l..|||:-|'| of ane af the regional Public En |_||_||r-r Offices
are usually able to have their .J.PPlII’..JIIL.II'I resalved the same day: &5 per cent of all
callers tor rh-.- PEOs have ther n]"l!‘it calions decided the samie i iy and owver S0 per
cent of all vanation of leave decisions arc taken by the PEOs. e time taken o
resclve an application has however to be dstinguished from any preliminary
debay before first consideration: many cases require further enquiries to be made
or the applicant to be imterviewed and this can take time particulurly in complex
or sensitive cases, for example a refugee application. Ministers are however
committedto reducing the time taken w decide applications wheres erpossible. It
wis with this in mind that Immigration Rules ¢ hanges were introduced in
February IS HO Z08) o remove the need for cerain routing extensions of stay,
thus redocine the number of .||'||'||J|._.ﬂ|q_|||'x recerved anmm i1y ]IIII}H. ver] worki ing
procedures are also being introdeced whereves pussible 0 gnsure that
applicutions arc processed as prompitly as possible.

Citizenship Applications

The Committee L"-.r'-l'-_'h:in.:‘-:.l I.Lihinpi"l.:-iIIIJ[iL'!'l! that their target, recommended in
their First Report, would not be met of completing by the end of 1982 the
processing of all applicatons for British citizenship received by the end of 1987
The Committee urged the Government 1o take whatever steps are necessary 1o
end the backlog of applications by the end of April 1989

lhe Ciovernment are anxiows that applications received by the end of the 1987
deadlime set out in the Brdish Mationaliny Act 1981 <hould be determined sy
n:,uiul:l_‘. as possible and it 15 for this reason thart the Liverpool Natienality Office
its set upin August [988 to process applicetions for registrution received hefore
1||.|| dare, The aim ol that office is to complete all applications for registration
made before December 1987 by 31 March 1990, although very many applications




will have been granted well before then, The Home Office will do all inits power,
with current resources, to ensure that cases arc completed &s soon as practicable
but can give no undertaking thatall applications received by the end of 1967 will
have been proceised by Apel 1555,
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CONFIDENTIAL

FCS/84/68

SECRETARY OF STATE FOR THE HOME DEPARTMENT

Iransfer of the Passport Office: Examiners' Allowance

e Noen we met the other day we discussed the timing of the
-phasing-cut of the Passport Examiners' dllowance, As you
recall, T was reluetant to implement this decision-in the
immediate future, because of the likelihood, in the light

0l events at GCHQ, that the unien reaction would be much

sharper than it might otherwise have been, I have since
been reflecting on your sugpestion that the FCO zhould make
clear to the . Trade Union side before the-apreed transfer

date of 1 April that the allowance would be phased out, while

leaving the date of implementation until the sutumn.

2. I feel, on reflection, that this idea would not get us

out of the immediate difficulties. 'beUnions will reaect to

an announcement ol our decision at the time it is made, and

the Tact that implémentation is to ﬁﬁ;dq}a?éﬁ'ié"ﬁhliiéﬁﬁazid
temper that reaction’  “Tn"the preseit geperBl ol limate oFf
industrial relations in the aftermeth of Cheltenhem, thePe may w=l]
o& industrial protest acticn. It ds difficult to assess accuritely
what the effect of this would be, but: the sessonal increase in
passport applicaticns has now begun and & strike or go-slow

would very quickly lead to 2 backlog in passport issues emd
deterioration in the service we could provide to the public.

It could alse very well have rgpercussions cutside the

Passport Office. I therefore think that my original suggestion
that any further action should be deferred until the sutumn

remaine best from both our points of view, Az vou apnd I

Jaoted

CONFIDENTIAL
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noted, although it is important as

phase the allowances out, cost-saEving

ralatively small {(only sbout €10.000 for a full financial

year) and the savings would not begin until the decision

ig implemented. There is therefore nothing to be gained

(in financial terms) by making the announcement now. HNor

do I think that this issue should eall into question the agreed

transfer date of 1 April,

3. 1 therefore very much hope that yvou will agree to
leave this decision until the autumn. From the point of
view of gtaff relations, it would behighly desirable for
the Passport Office to be under the same management from
the momert at whieh the anncuncement is made to the point
at which the decision is implemented. And it would be in
neither of our interests for the decision to be taken in

circumstances which would maximize the difficulties.

4, I am ¢copyving this to the Prime Minister.

i

( GEOFFHEY HOWE)

-ti
Comm i e
(o Sy RN I s N

March 1984
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FCS/83/161

HOME SECRETARY

Inc¢reases in Passport and Consular Fees

1. In wview of the recent decision that respongsibility for
Lhe Passport Office should be transferred to the Home QOffice,

rou should be aware of our plan to increase passport and
i i

r

consular fees this autumn. —
____________—l-l.
2. Increases are necessary in order to achieve full recovery
through fee receipts of the costs of the passport and
consular services at home and overseas. The new fees also
take into account certain recommendations arising out of last
vear's Hayner Bcrutiny of the Passpoft Office. The incrences
will be the [lirst since March 1978; they are calculated to
make it possible to hold fees a8t the new levels for some time

Lo Come. |

3. The fee for a standard ten-year passport will rise from
the present E£11 to and that for a British Visitors
Passport from ro:o0 to £7.50., The fee for a "family™
passport (ie including particulars of & spouse) will he

1} times the standard fee. There will be commensurate
increases in fees for cther passport services, an AvVerage

50% increase in consular fees, and increases at the same time

in United Eingdom visa fees.

4. Present plans are that the increases will come into

effect on Monday 14 November with an announcement to

fParllament

CONFIDENTIAL




Parliament by a written answer on 11 Novembar {ie three davs
before they take effect), with a press release to issue

immedidtely after. That date has been chosen in order to

leagve sufficient time, after the necessary Consular Fees
Order is made at the Privy Council meeting on 19 October,
Tor the Order to be considered by the Joint Committees on
statutory Instrumente. An Order made at the previous

Privy Council meeting on 27 July could not have been
considered by the Joint Committee because of the Recess,
Fee increases are, as explained in paragraph 2 above,
needed in this financial vear: postponing them until

this winter or next spring would mean foregoing the extra
receipis, and tThe conscguent effect on the costlng could be
guch that steeper increases were needed to compensate.
Earlier consideration of fee increases was interrupted by
the general election; and it 1s our practice to avoid
increases during the Passport Offices® busy spring and
summer periods. 1 have considered whether it would be
right to give a longer notice pericd to: the publie, but have
conc luded that this is not necessary or in accordance with
normal practice in other similar fields {(eg TV licences).
It would of course result in a forestalling rush causing
increased workload (which could cost money) and conseguent

Ioss of revenue,

3. The Foreign Affairs Committee have shown an interest
in passport matiters, and I propose therefore to ensure
that they &re informed of the fee incresmges once the

Order has baan made.

CONFIDENTIAL




b, I am o« pying this minute to

Chancellor of the

the Prime Minister, the

]-:};:.-her_mrf:', and the Secretary of State
Tor Industry and Trade,

L

{ GEOFFREY HOWE)

Forelgn and Commonwealth OFfi ce

8 August 1983

CONFIDENTIAL:
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Foreign and Commonwealth Office

London SWIA ZAH

27 July 1983

Future of the Passport Office

We have discussed with the Home Office how best to put
into effect the Prime Minister's wishes; set ocut in vour
letter of 11 July, that the announcement of the transfer of
the Passport Office to the Hame Office should be made in
Parliament at an early date; and that this should include
details about the modalities of the transfer, so that answers
ta questionz from those affected can be provided at the same
time.

It will inevitably take some time to work out the more
important modalities for the transfer. We and the Home Office
have made a start, but we shall not be able to settle everything
before Parliament goes into recess this week. In particular,
the redeployment of fipancial and manpower resources, including
the funds for the major passport issuing computerisation
project, needs to be resolved in the context of the PES Review.
We shall have to involve an increasing number of staff in our
discussions, and interest in the deeision is bound to grow.
Although we do not envisage a public statement before Parliament
reagsembles in the autumn, Sir Geoffrey Howe thinks we ought to
tell the staff principally affected - both in the Home Office
and in the FOO - of the Government's intentions fairly soon.

If they hear about it on the grape-vine, suspicicns might be
aroused, and staff relations over the pericod of the transfer
might become more difficult.

Sir Geoffrey Howe therefore proposes that the staff of
the Passport Office should be told that it is the Governmenl's
intention to transfer the Passport Office from the FCO to the
Home Office, as suggested by the Foreign Affairs Committee and
the Bayner Review; that a statement will be made about this in
Parliament in the autumn; and that the timing and modalities
of the transfer are under discussion between the Departments
concerned. We understand that the Home Office will take
parallel action with their staff.

{The press

MANAGEMENT IN CONFIDENCE
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The press (or at least a Trade Union Journal) may get
wind of our plans, and there might be criticism that an
announcement has not been made first in Parliament; but we
believe that this is a risk we should take in order to
make. progress in seittling the modalities of the transfer.

I am copving this lelter to Tony Rawsthorne (Home
Office) and Hichard Hatfield (Cabinet Office}.

)

ii ,'.‘d-l_. N B

:'%nl:-l"' "__

(B J P Fall)
Private Secretary

F E R Butler Esqg
10 Downing Street
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Ref. AQBSF/2037

PRIME MINISTER

You have had minutgs from the Home Secretary and the Foreign
and Commonwealth Secretary about the timing of the transfer of the
Passport Office to the Home Office.

[ I can understand the Home Secretary's reluctance to take the
work on until the key questions of resourcing and management have
been settled. On the other hand, 1 am sure the Foreign and
Commonwealth Secretary is right in saying that there are advantages
in setting an early target date for the actual transfer. Too long
@ gap belween announcement of the decision in principle and its
implementation would almost certainly attract further criticism
from the Select Committee, and would cause further problems with
the staff concerned and their union representatives. Their
co=-operation is essential if some of the recommendations of the

Rayner scrutiny are tao he implemented successfully.

I would therefore support the Foreign and Commonwealth

secretary ' s proposal that we should aim for a transfer next spring

and meanwhile carry out a quick study of all the modalities of

the transfer, building on the work already carried out under

Lord Rayner's direction. I think we can do without outside consul-
tants in this study, although the Home Secretary may want to consider

using them at a later stage.

1 am copying this minute to the Foreign and Commonwealth Secretary

and the Home Secretary.

ROBERT ARMSTRONG

11 Julw ;15153
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10 DOWNING STREET

From the Principal Private Secretary 11 July 1883
MANAGEMENT IN CONFIDENCE

Dees Brinnr,

FUTURE OF THE PASSPORT OFFICE

The Prime Minister has seen the Home Secretary's minute of
1 July on this subject, together with the Foreign and Commonwealth
Secretary's minute of ¥ July.

The Prime Minister agrees with the Home Secretary and the
Forelgn and Commonwealth Secretary that the guestion of resources
for funding and modernising the Passport Office should be resolved
before the transfer takes place, and she shares the Foreign and
Commonwealth Secretary’'s view that it should be posszible to do
this speedily. She therefore agrees that a target date of
1 April 1984 should be set for the transfer and that a Working
Group should he set up as soon ag possible to consider the
modalities,

The Prime Minister agrees that an early statement should be
made in Parliament announcing the decision in principle on a
transfer of responsibility. But she would not wish the anncunce-
ment to say that an urgent study is being made of the modalities:
she hopes that the Working Group can make sufficient progress in
settling the details before the announcement is made, =0 that
answers can be provided to the guestions likely to be raised by
those affected.

I am copying this letter to Tony Rawsthorne (Home Dffice)
and Richard Hatfield (Cabinet Office).

Yr.:h-l-: 2Ner

E,i:‘..i Bhﬁw

Brian Fall,K Esg. .
Foreign and Commonwealth Office.
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ji The Home Secretary mlnuted to you on 1 July about the £

e ——
transfer of the Passport Office to the Home 0Office.
2. 1 agree with the Home Secretary that the guestion of

regources for funding and modernising the Passport Office
should be resuI;EE_Befnrq_FhE'T?Eﬁhfﬂr actually takes place.
But I think this can be done quite speedily, and I woulg ——
gee every advantage in sattiné=:;EE;EE? date for the transfer

now, perhaps 1 April 1684, I would propose that a WorkIn@

Group be set up as soon as possible, consisting of officials
of the Treasury, the Home Office, the FLCO and perhaps the MPO,
=1

W ——,
to atart work on all the modalities of the transfer. In view

&
of the comprehensive Review of the Passport ﬂfffEE‘alraady
undertaken by Lord ﬁhyner, 1 would see no need to go over the

same ground again or to bring in outside consultants.
R ————————
i As to the efficiency problems which the Home Eecretary

mentions, many of Lord Rayner's recommendaticns have already
been, or are being, put into effect. The improvements he
sought in staff management and carser prospects are dependent
G
upon the transfler. The maln improvement in service to the
,_—-l

nublic will of course result from computerisation.

e
. Meanwhile, there is some urgency in making an announcement,

B ]
to avoid further uncertainty which could affect morale. 1
would be in favour of an early statement in Parliament
.- = e~ -a

announcing the decision taken in principle to transfer and
adding that an urgent study i= being made of the modal
It is perhaps not necessary to announcé a precise date for
the transfer at this stage, but I am sure we should agree oh
an early target date for our own purposes.
o I should bhe happy to discuss this with you and the Home

Secretary if you so wish.
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G, I am copying this minute to the Home Secretary and
8ir Robert Armstrong.

(GEOFFREY HOWE)

Foreign and Commonwealth Office
T July, 1883
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Prime Minister

FUTURE OF THE PASSPORT OFFICE

I have seen your Private Secrefary!d minute of E'f/%'ﬁ'ﬂﬂ'd:: ng 3ir Fobert
frmstrong's minuke to vou of EE/H(nrr.

I underatand your preference for transferring the Pazsport Office to the
Home Office, but before responsibility ia actually transferred, I would
like to see ggreement reached on how to remedy Ehe avident deficiencies

in the organisation for which [ should be accepting Ministerial responsibility.
It is sgreed that there {3 an urgent need bto Improve the efficiency of the
Pasaport Offiece and to provide resources for it in a way which enhances its
elfeqtivenssas and produces the manpower savings that seem to be posszible.
Hut an immedizte move to the Home OCTice would Itself be a mejor upheaval
and would raise expectations about immediate improvements in efficiency and
tetter promotion prospects for the staff. I think it is preferable the
efficiency problems which have besn identilfied should be tackled fipat.

I suggest thet the next step is for a strategy to be drawn up, with the
help of outside econsultanta, for the resourcing, oomputerisation and
internal management of the Pasaport Office, in agreement with the Treasury
and the MPO, and building on Lord Rayner's own review.

On this basis, the reply to the Selsot Committee, would acespt in principle
the. transfer of the Passport Office o the Home Office, bubt would make 1t
clear Chat the timing of the tranafer was dependent on a solution of the
major questions of rescurces and effectivenesa which the Szlsct Committes's
owWn report had exposed.

If you are not gontent with this way of proceeding, perhaps you would like
to have a8 discussion with the Foreign and Commenwealth Szoretary and me.

I am sending a copy of this minute to the Foreign and Commonwealth Searetary
and to Sir Pobert fdrmstrong.

& &

] -July 1983
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10 DOWNING STREET

From the Principal Privalie Secretary

SIR HOBERT ARMSTRONG

The Prime Minister has =sSeen your minute of 23 June
(A083/1792) about the suggestion from the Foreipgn Affairs
Select Committes, which also recurred in a recent Rayner
Scryuytiny, that responsibility for the Passport Offiee should
be transferred from the Forelgn Secretary to the Home Secretary,
The Prime Minister has considered the arguments on each side,
2et out in vour minute, and has coneluded that she would prefer
to transfer responsibility for the Passport Office to the

Home Secretary.

I am copying this minute to Mr. Fall (Foreign and

Commonwaalth Office) and Mr. Bawsthormne (Home Office).

AT Jungh_lﬂEﬂ
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to a suggestion from the Foreign Affairs Select Committee that
there would be advantage iﬂ_trunﬁfg;}ing responsibility for the
Passport Office from the Foreign Secrotary to the Home Secretary.
A similar suggestion was made in & recent Rayner scrutiny of
Passport Office work. You will be getting a8 report from the
Rayner Unit on the cutcome of that scrutiny in the usual way
towards the eénd of next month. But I thought you would want to
deal separately with the machinery of government question in
consultation with the responsible Ministers.

2% The Passport Office is badly in need of modernisation, not

simply to cope more efficiently with its current workload but

Alse to improve its output as its volume of work increases. The

Rayner scrutiny thought that significant manpower savings were
possible with changes to procedures and with progressive
computerisation of the work. But the Rayner team were doubtful
whather the necessary improvements in management skills would

be achieved as long as the staff remained an isolated group of
Home civil servants outside the mainstream of Foreipn Office
. £ “CEcies

interests and unable to widen their experience by interchange
mryeteioc
with their parent Department. The Select Committee took a
—
similar view. They thought the Passport Office too inbred and
thought a transfer to the Home Office would give the office
; ;
access to better management and computer expertise. They alseo
pointed out that such a move would be logical given the close

relations botween passport entitlement and nationality.

T Dfficials from the interested Departments have carried out

a review of the arguments for such a transfer. Their report

(copy attached with summary), confirms that the Home Office would
1 1 g 1 ' 4 . e = e

be a logical location for the Passport Office. Passports are

increasingly important for immigration purposes, and many other
countries use their Home Office equivalent to isSsues passports.
There is also something in the staffing arpuments, in the sense
that the Home Office has a range of administrative posts with
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which theéere could be some interchanpge. But the report concludes
that the practical advantages of a transftfer have been overstated.

it e T L LS

The amount of staff interchange would bhe limited by the

scattered location of Passgsnort Office staff - interchange would

in practice invelve moves te London which most staff would be
e —

unwilling to undertake. More significantly, the report polnts

out that the Home Office is equally short of the necessary

management and computer resources the office needs.

4. Foreign Office officials are marginally in [avour of a
transfer because of the limited benefits to staff. Home O0ffice

officials are more than marginally opposed. They believe 1t

would be no more than a presentationzl gesture which could
backfire because it would ralse expectations - both in Parliament
and amongst the staff - which they would not be able to meet.

5. The easy option in the short term, and perhaps the course
safest against criticism, would undoubtedly be to transfer
responsibility to the Home Office. That is the solution the

staff themselves support and it is one both the Select Committee
and Rayner scrutiny thought would solve the problem. If you
decide on that course we may also over time achieve some

marginal improvement In Passport Office efficiency.

f. On the other hand, the report by officials - which you
would probably want to give to the Select Committee and thus
to publish - concludes that a transfer will have no
significant effect on the real problem of an undermanaged,

e
underresourced and undermotivated Passport Office. Improvements

in this area can be undertaken just as well by the Foreign 0ffice
a5 by the Home Office, and 8 transfer could arpuably divert

effort from that. My own inclination therefore would be to
recommend that we should leave responsibility where 1t 1s, but

that in replying to the HEIEE;_EE;;??E;;H?E?TGmu&rnmnnt should
emphasise its plans for a determined effort to improve the Office's
management and efficiency, using the Rayner scrutiny as a basis

for action.

¥
da
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T If you decide on that course, however, you should be

aware that the decision 15 likely to be criticised and that
the Select Committee could return to the charge if there is
no significant improvement on the ground within the next year
T 5.

B. I am sending copies of this minute and of the officials’
report to the Foreign and Commonwealth Secretary and the

Home Secretary.

ROBERT ARMSTRONG

23 June 1983
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REPCRT CF FOREIGN AND COMMONWEALTH OFFICE/HOME OFFICE

JOINT COMMITTEE ON FUTURE OF THE PASSPORT OFFICE

BACKGROUND AND TERMS OF REFERENKCE

l. In its Third Report, Session 1981=82. the Select Committee
on Foreign Affairs made a number of recommendations about

the Passport Office including (Rec. xxviii) 'An examination
©f the advantages and disadvantages of putting the Passport
Office under the control of the Home Office'., The Ravner
scrutiny of the Passport O0ffice (September 18B2) recommended

(No GB) '"That serious consideration be given to the

practicality of transferring the Passport Office to the Home

Office!.

2. The Permanent Secretaries of the Foreign and Commonwealth

Office and the Home Office accordingly decided to set-up a

Joint Committee to study the guestion, with the following terms

of reference;-

'To examipne the advantages and disadvantages of
putting the Pasgsport Oifice under the control of
the Home Office, &nd to consider the practicality
of transferring the Passport Office to the Home
Office, as recommended in the Third Report from
the Foreign Affairs Committee in 1981/82 and in the
Rayner scrutiny cof the Passport Office of September
1982,

Because the guestions to be examined related toc the machinery
of government, the Management and Perscnnel Office were

lnvited to be represented on the Committee and to chair it.

.
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.E- Committee's membership was:-

Mr C V Peterson Management and Personnel
(Chairman)

Mrs & Littler Home Office

Mr C H Taylor i

Lord N Gordon Lennox Foreipn and Commonwealth Office
Mr J Huwel%;
Mr B Wheeler

C Thorpe

Halmes (rasgport Office)

g
F
&
A Grant
A
R

Tyer Manpngement and Personnel Qffice

J Easton Foreign and Commonwealth Office
(Becretary)

The Committee, which was asked to report not later than
Easter 1983, held § meetings, and commissioned papers, which
have been drawn oa in the body of this Report, from the

two departments copcerned.

ARGUMENTS PERCEIVED FCOR A THANSFER

The Select Committee on Foreign Affairs

3. The Select Committee on Foreign Affairs made the following statement
in its-EReport (paragraph 65):-=

'65. We have considered whether the Passport Office
should form part of the Home Office
edministration, This would put the staff into a
Civil BService environment, which would make it less
in-bred than it now is, and the computer expertize
and experience of the Home Office would, of course,
be available, As passport entitlement is directly

2
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related to a person's nationality, and nationality

iz a Home Office matter, it does not seem illogical
tc make the Passport Office part of the Home Office,
These points were not effectively refuted by
witnesges. The question was considered a few vears
BEC, Wwe were given evidence that indiecated the
reason for not proposing a change was that no
particular benefit would come from it. However,

we remain unconvinced that a change would not be

in the public interest. We recommend that the

FCO, in conjunction with the Home Office, should
examine the advantages and disadvantages of putting
the Passport Office under Home Office control, with
epphasis on the need to ensure that staffing and
management are adequate to meet the demands that
computerisation will make. AlS0 the FCO should consider
if it would be beneficial to divest itself of a large
group of employees who are completely out of the

main stream of the Diplomatie Service and the work it
does and who would benefit from the possibhilities

of interchange with the other sections of the Home
O0ffice and the other Home Departments’.

The Hayner Secrutiny

4. The Rayner scrutiny recommended that serious consideration
be given to the practicality of transferring the Passport
Office to the Home Office., The authors of that report

argued that the improvement of management skills could not

be easily achieved in an organisation as small as the

Passport Office, with in practice no staff interchange with
its parent depariment the FCO. To improve the general
efficiancy of the passport operation, as the volume of work
increases and production becomes more technical, it would he
necessary to provide some variety of work experience for staff
at E0 level and above. The full text of the relevant
paragraphs in the Rayner scrutiny is attached at Annex A. The
Rayner Serutiny also recommended an alternative solution, the

linking of the Passport Offiece to & large Civil Service depart-

ment Ior the purposes of personnel management.

3
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Views of Passport Office Staff

5. Three Civil Service unlons are represented on the Passport
Office Trade Union Side, the SCPS, the CPSA and the CSU,

In their written response to the Rayner scrutiny, the Passport
Office TUS expressed full agreement with the recommendation
that sericus considerstion be given to the Practicability

of transferring the Passport Office to the Home Office. Noting
that at present there is no interchange of staff between the
Passport Office and the FCO, and that a large percentage

ol FCO staff are overseas based diplomatic personnel with
different conditions of service, the Passport Office TUS saw

8 move to the Home Office, where all staff are home civil
gervanis, as a distinct advantage coffering a greater variety

of work and an oppertunity to widen experience.

6. After setting out a number of specifie argpuments, the
Passport Office TUS stated their belief that linkage with

the Home O0ffice would greatly improve the promotion prospects

of Passport Office staff and at the same time offer opportunities
for level transfer, These changes should result in improved

stalf morale and a reduction in staff turnover.

Views™ of Home Office Staff

7. The Home Office Trade Union Side has indicated broad
agreement with these views, but has said that its support is
contingent upon the Home Office having the REecesSSATY Tesources

and capacity to solve the problems which prompted the proposal.

MANAGEMENRT IN CONFIDENCE
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. 8. In assessing the case for transferring the Passport Office

to the Home Office against this background, the Committee
loocked to see in particular whether:-
&) the provision of a better service to the public would
result:
b) any outcome would be beneficial to the management of
the Passport Office and the opportunities of Passport
Office staff:
¢) a computerisation programme would be launched and
assisted:
d) responsibility for the management of the issue of
passports could help the FCO or Home Office to achieve
wider policy cbjectives:
@) the transfer of the Passport Office to the Home Office
would bave significant effects on the other work of the
Home Office,
The Committee was also mindful of the need to minimise the
degree of transitional administrative disruption and that
no delay should be caused to work in progress elsswhere on
the Machine Readable Passport and on the implementation of

other Raynaer recommendations.

PASSPORTS AND THE PASSPORT OFFICE: GENERAL DESCRIDTION

Legal Status of Fassports

8. A passport is an internationally recognised document
whieh satisfactorily establishes the identity and nationality

of the holder.
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.lﬂL In this country, passports have for many years been

issued by the Secretary of State for Foreign Affairs exercising
the Royal Prerogative, In other countries, information provided
by a representative sample of 20 British Embassies shows

the Ministry responsible for issue as, in 13 countries, the
Ministry of the Interior or the Ministry of Justice, in

6 countries the Ministry of External Affrirs and in 1 country

(Italy) the Municipal authorities.

11. There is po common or statute law in the UK which reguires
8 British Citizen {or indeed any person) to possess g passport
in order to travel but the immigration officer may legally
require any person on arrival in the UK to produce s wvalid
national passport or cother document satisfactorily establishing
his identity eand nationality. The passport is cleerly the most
satisfactory and convenient form of documentary evidence for

this purpose.

12, In order to avoid unnecessary restriction on traueJ;
refusal of passport facilities is confined to certain categories
of minors, to persons for whose arrest a warrant has been issued
in the UK or persons suspected of a serious crime, to UK
nati?nalﬂ repatriated from abroad at public expense until thew
have repald their debt and, rarely, to persons whases past or
proposed activities are, in the opinion of the Secretary of

State, demonstrably undesirable, .
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Immigration and Nationality Legislation

13. Before the British Nationality Aet 1881 came into
operation on 1 January 18B3 a British passport could be
issyed to various classes of persons - eg cltizens of the
UK and Colonies, British protected persons and British
subjects - some of whom did, and some of whom did mnot,
have the right of abode in the UK. The 1981 Natiomslity
Act superseded previous nationality lepislation and from

1 January 1983 replaced citizenship of the UK and Colonies
by 3 separate citizenships:-

1. British c¢itizenship, for people closely connected
with the United KEinpdom, the Channel Islands and
the Izle of Man:

British Dependent Territories eitizenship, for

people connected with the dependencies:

British Overseas citizenship, for those citizens

of the United Eilngdom and Colonies who did not have

these connections with either the United Kingdom

or the dependencies.
The 1981 Nationality Act also amended the Immigration Act 1871
€0 as to cast the right of abode in terms of the new British
eitizenship. Since 1 January 1983 new British passports
nave described the status of the holder in terms of these new

¢cltizenships.
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.14. British citizens have the right of abode. This means

that they are not subject to immigration control., They have
the right to live here permanently and are free to leave and
re—enter the UK without restriction except that they may be
required to establish to the immigration officer that they

have the right of abode. The 1971 Immigration Act provides
that other persons without the right of abode require leave

ito enter the United Kingdom,

Eesential Functions of a Passport

15, A passport has a variety of functions, but as immigretion
controls have tightened throughout the world, the relative
importance of its value for immigration purposes has increased,
For Briti=h eitizens, the passport's major value lies in
facilitating their iravel abroad. Foreign officials regard
our passpart as a pguarantee of the holder's identity and,

when held by a British citizen (who has the right of sbode

in the UK}, a= an indication that he can re-enter this country.

16. From the point of view of United Kingdom immigration control
& valid British passport is the most satisfactory and guick way
of enabling an immigration officer to determine whether or not
the holder is exempt from controls under the Immigration Act.
Frﬂm‘the point of view of consular officials at our missions
abroad a velid British passport provides satisfactory assurance
of the holder's identity and national status and thus of the

consul'’s right to represent the holder's interests and to

8
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’prntect him, if need be, against the loecal authorities, The

forgery, falsification and frauds associated with passporte
give both departments mn interest in the security of the system
of issue as well as the physical safeguards in the passport

itself.

Passport Format

17, Ministers have agreed in principle that the new passport
will follow the pattern laid down by the International Ciwil
Aviation Organisation (ICAC) in 19B0 and in EC proposals for

a common format passport. The Prime Minister described the

new passport to Parliament on 21 May 1881 (Hansard, column 416).
The main changes compared with the present standard passport

are that it will ineorporate a machine readable card, that it
will be an inch shorter and half an inch narrower than the
present passport and that the cover will bear the words
‘European Community' in addition to the familiar coat of arms
and the words '"British Passport'. The cover will be in the

Ssame marocon colour as the passports of other Community countries:
the Home Office would also like the passport to have a flexible
cover ilncorporating the machine readable card, since this wounld
facilitate machine reading and contribute to the development of
& generally accepted standard international format, The machine
readable passport (MRP) will incorporate additional safeguards
agalnst falsification, but its primary purpose as far as British
citizens are concerned will be to ease their passage at controls

abroad, It is hoped that development of the technology

8
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2 . for machline reading egquipment at ports will give a boost

to British industry since it i= an sresa in which the

United Eingdom is able to give a lesrd.

Eritish Visitors Passports

18. PBritish visitcors' passporis (BVPs) are simplified documents
valid for 12 months and were introduced in 1961 in order to
promote easier travel to countries which do not reguire visas.
The Home Office regard the BEVP as lack of positive identification
of the holder, and the relative ease with which it can be

forged or otherwise misused a2s detracting from the effectiveness
of immigration control, The Home Office therefore welcome the
recommendation in the Rayner scrutiny that the BVP should be

phased out,

Passport Issues

18, BStandard passports are obtainable from one of the six
passport issuing offices in the United Kingdom (in persoam or

by postal application) and from sbout 200 consulates overseas.
British Visitors Passports are obtainable on perscnal application
from main Post Offices in Great Britain. The Passport Office
issues some 2 million standard passports a year, a figure which
is forecast to increase to 3 million a vear by the end of the
century. FCO posts overseas issue a further 200,000 standard
passports each year. A small proportion of the total {1less thap

is issued to persons who do not have the right of abode in

10
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the UK, By virtue of an agency agreement, the Post Office

'iEEHEE British Visitors Passports (parsgraph 18 above). About

a million BVPs are issued each year.

Issuing Processes and Computerisation

20. Apart from cash handling, passport laminating apd the
application of glue to photographs where there is a degree

of mechanisation, all Passport Office operations are undertaken
by hand. There is thus a high proportion of clerical work,
much of which is inevitably of a repetitive nature and amounts
to something not unlike a factory production line. Part of

the passport issuing system (the Bpecial Files Check, which
ensures that passports are not issued to those persons listed

in paragraph 12) has just been computerised and a start has

been made on the microfilming of index cards.

2l. Proposals for further ecomputerisation are twofold:-
(i} The programme for the introduction of & machine-

readable passport to ICAQ standards, itself linked
by Ministerial decision to the introduction of a
common EC passport, will invalve the insertion of
& new Stage into the passport production process.,
The Rayner scrutineers recormended, on general
efficlency grounds, widespread computerisztion
beyond the immediate needs of the MRP.

The FCO have accepted the Rayner recommendation as likely to

be cost-effective in the long term. According to the Ravner

Scrutineers these proposals would cost at 1982 prices about

11
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£3.5 million (£3.75 million if proposals by the Horthern Ireland
Dffice to upgrade the Belfast Passport Agency are agreed) and
take a minimum of 5-6 years. They would z2im to provide a system
capable of handling 4 million passport applications per yvear
with a daily peak output of 6,000 passports in each locationm and
a maximum delay in processing of five working davs (as opposed
to up to 33 working davs at present). Solt covers and the
abolition of the family passport are virtually prerequisites

of such computerisation,

22. Pending a decision on the future of the Passport Office,
ot start on either scheme (limited to MRP requirements only,
or the larger Ravomer proposals) has been made, The FCO

has no financial provision for either purpose., A major
computerisation project of this kind cannot sensibly be
launched while uncertainty continues about the future

manpgement of the Passport Office.

" Passport Office: Size, Locations and Management

23. The Passport Office is largely self-administering and
independent of FCO service departments, It has at present

an establishment ceiling of 1,005 permanent staff (9682 in post

at January 1983), plus 70 man vears in casuals and 50 man

years in overtime, Existing arrangements provide for adjustment
of the establishment ceiling to take account of the forecast

of demand for passports., The staff are deploved in London

(200 staff in post in January 1982) and in five regional offices;

Liverpool (206), Newport (186), Glasgow (86), Peterborough (164)

12
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and Belfast (V). There is also a central records section at
Hayes (43). A Ravner recommendation that the processing of postal
gpplications in London should cease and be transferred to the
reglonal offices has been accepted. This proposal would involve
the dispersal of 146 jobs and includes & commitment to disperse
50 poste to East Kilbride. The proportion of senior staff is
small, with the Chief Passport Officer (Assistant Secretary
level) supperted by one Sepnlor Principal and four Principals.

The assistant OSecretary, Senior Principal and ome of the
Principels are based in London, The other three Principals

are in Liverpool, Newport and Peterborough. Only 159 of the rest
of the staflf are in mobile grades of Executive Cfficer or

abave.

Staff Turnover, Recruiiment and Promotion

24. Btaff turnover is currently low, During 1982 only 1 EO

(1% of complement), 11 CO/Examiners (6%),32 COs (11%) and 30

CAs (13.7T%) resigned or retired from the Passport Office. This
pattern is likely to be maintained in the future and, unlike many
other departments, the Passport Office will not suffer a surge

of retirements in the next two years from staff recruited during
pogt-war reconstruction of the Civil Service. The Passport Office
recruits direet entrants at E0 level and below, EDs are recruited
through the Civil Service Commission but reeruitment to the

lower grades 1s done locally, sometimes in conjunction with

13
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. another department., It has been the aim te [ill roughly half

the wvacancies in both the CO and E0 grades by direct recruitment
and half by promotion., The Passport Office has its own agread
promotion procedures and conducts its own promotion and appenl
boards. It has participated in the Treasury promotion pooling
scheme for many yesars., From 1973 until 1877 it was an

exporting department for promotion to the E0, HEO, and SEO

grades. Between 1977 and 1981 it was not involved in the pooling
arrangements for promoticon to the HEQ and SED grades but

the current promotion year it has an import gquota of

Since 1980 it has had each year an export guota of 1

promotion from CC and E0. These figpures suggest that promotion

prospecis within the department are probably about average,

Effects of Rayner Recommendations on Staffing

25. The Rayner Report identified guantifiable stalf savings
amounting to 280 man-yvears of which 157 man-yvears are
atiributable to computerising the present volume of passport
work and 123 man-years to improving the efficiency of other
procedures, it Also recommended the addition of 84 man-vears
to handle the increased volume of work which would result from
the recommended discontinuation of child additions and BVDs.
Net recommended =savings are therefore 196 man-years. Implementation
of the report was due to begin in January 1983 but discussions
are at present (March) £till continuing with the Trade Union
Side. MNevertheless, changes in the present organisation and

procedures should be largely completed by the end of 1983, with

computerisation due to begin in carly 1985, Posts will become
vacanl as recommendations are implemented, and will be lost, as

14
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far as possible, by natural wastage. However, it will be
necessary to retaln some additional staff prior to and

throughout computerisation to enable Lralining to take place.

FCO RESOURCES OUTSIDE THE PASSPORT OFFICE DEVOTED TO PASSPORT

WORK

26, As noted, the Passport Office at present operstes as a
semi-autonomous organisation, largely self-administering and

independent of FCO service departments.

27, Matters of nationality and immigration policy which have

a bearing on passports are considered by the Home Office Divisions
and FCO Departments concerned, together with their lepal

advisers; the views of Passport Office management are also
generally sought, When decisicns are reached, the Passport

Uffice management, in consultation with the Hame Office and

other FCO Depariments, frame instructions for Passport Office
staflf and produce any necessary forms, leaflets or standard

letters.

28. Other FCO Departments, outside the Passport Office,were

asked to calculate the proportion of staff time spent on
passport related work and an estimate of this is shown at

Annex B.

28, In the event of a transfer of responsibility, little

15
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. 3f this work load would be transferred, since the FOO would

retain responsibllity for guestione arising from the issue of
passports &t posts overseas and an interest in passport matters

which ecould affect our relations with other countries,

30, The work load for senlor offleials and for Ministers
luctuates. It increased steeply in 1881 when staff in the
Pasgport Office took industrial action during the Civil Bervice
pay dispute, In that year there were 81 submissions to
Ministers, 1080 replies to MP's letters and 55 replies to PQs,.
In 19282 this dropped to 56 submissions, 4834 replies to MP's
letters and 27 replies to PQs. Whenever passport fees are
increased (there is currently a proposal for such an increase)
additional work for Ministers and senior officials can be
expected. Quite apart from the interest that might be
generated if the Passport Office were transferred, it is expected
that the work load will increase in the near future once the
decision is taken about a date to move to the common format
passport (which would undoubtedly attract public and Parliamentary
interest], the need for an early fee increase and the additional
work which would flow from implementation of the Rawyner

recommaendations.

HOME" OFFICE INTERESTSE IN PASSPORTS

3l. The Home Office has no special interest in the British
passport as a means for facilitating foreign travel, which is

its prinecipal purpose from the point of view of the FCO,

16
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.. but it does have an interest in the passport as demonstrating

the holder’™s nationality and ripht of gbode., This includes

an interest that it should be proof against foargery or
tampering and thet it should be provided only to British
nationals who are entitled to it. It is therefore essentially
an interest in passport policy, but not one whieh needs to
involve the Home Office in the issuing process. The Home
Qffice considers that there is no close relationship between
the issuing of passports and the present work of the Immigration
and Nationality Department (IND)., The lirst is a largely
routine process dealing with applicants whose entitlement

to British citizenship is, for the most part, not in doubt,
while the Immigration divisions in the Home Office are
concerned with persons subject to immigration control and the
nationality division deals with a smaller number of often
complex applications for British citizenship, There is wvery

little 1n common between the two activities.

32, The Home Office (IND) receives a number of day tc day
enquiries from the Passport Office about the immigration

or pationality status of particular individuals who apply

for passports. ‘The volume is minor, however, compared with

the main volume of business either of IND or of the Passport
Office and the enquiries can be satisfactorily resclved wherever

the policy responsibility for passport rests.

33. The Home Office interest in the format of the passport

1%
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.- extends to an interest in the development of a mechine reoadable

passport in line with a recommendation by the Internatiocnal
Civil Aviation Organisation. Although the introduction of a
British machine readable passport will have some advantages
to United Eingdom immigration control in facilitating forgery
detection, the main Home Office interest is in encouraging
the use of machine readsble passports by other countries,
since this is where the main advantage to the United Kingdom

authorities will lie,

EFFECT OF A TRANBFER ON PASSPORT OFFICE STATF

34. One of the central issues considered by the Select
Committee and the Rayner scrutiny was the standard of
personnel management in the Passport Office and the
difficulties perceived in motivating staff within &
rather ¢cut-off organisation. The Committee have had this
factor and the similar arguments advanced by the Passport

Office Trade Union Side much in mind.

35, The Rayner report made several references to the =mall
s1ze of the Passport Office. The Committee noted that an
establishment with some 1,000 staff could not of itself be
descfihed as T'smell? and felt that the Passport Office's
problems were attributable in the main not to its size but to
the basiec fact that staff, the majority of whom were in
non-mobile grades, were scattered in seven different locaticns,
18
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I The Committee alsc noted that under present circumstances with

the Passport Office as part of the ¥CO, there is noc interchange

of staff between the Passport Office and the FPCO at anv level,

36. The effect of a transfer, however, omn both interchange
of staff and promotion prospects in the Passport Office can be
exaggerated. Many of the Home Office's 35,000 staff are
coperational grades in the Prison Service, and others arc
specialist grades. There are some 6,000 staff in Administration
Group grades of whom 3,540 are engaged on general woTk, with

the rest engaged on administrative work in the Prison Department
in England and Wales. Immigration Qfficers, who are based

at the ports, belong to a special departmental service. The
Passport Uffice has regional offices at Liverpool, Newport,
Peterborough, Glasgow and Belfast. The Home Office has small
numpers of Immigration Officers at Liverpool (17), Glaspgaw (17,
Belfast (5) and at Newport (1), There is & prison at Liverpool
with about 400 prison officer grades and about 40 members of
the Administration Group. There is also a group of about

15 clerical grades and paper-keepers at the Hayes repesitory,
The majority of staff in both the Home Office and the Passport

.

Office are non-mobile grades below Executive Officer level.

37. To what extent interchange of staff between the London
office of the Passport Office and the Home Office might be
possible would depend on the eventual location of the London
office, which it might be convenient to move to Croydon (see

paragraph 40 below). In any event, however, the London

18
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. of fice contains only a proportion of Passport Office staff

{about 70 are of Executive Officer grade or above). IND's
location &t Croydon, where staff receive Outer London Weighting

allowance, could inhibit staff willingness to imnterchange.

8. As to promotion prospects, clerical staff in the Passport
a

Office who were prepared to move on promotion would have 2

much wider fleld of opportunity as part of the Home Office,

but service=wide experience suggests that relatively iew

would, probably, be preparsed to move, even on promotion. At

E0 level and above, Passport Office staff who were prepared

to move would face strong competition from Home Offige staff

with wider experience, including experience of immigration

work .,

39, Home Office administration would not therefore, per se
improve the promotion prospects at EO level and above in the
Pas=port Office. In so far as Home Office administration led
to interchange, even on & modest scale, of staff with wider
experience of management, this ceould in the long term improve

the guality of management within the Passport Office,

EFFECT OF A TRANSFER TO THE HUME OFFICE: LINK WITH

IMMIGRATION AND NATICNALITY DEPARTMENT

40. If the Passport Office were to be transferred to the
Home Office, the natural link operationally (although not

gecgraphically ) would be with Immigration and NHationmlity
20
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Division (IND) whose headquarters 18 located at Croydon.
If the hoped for benefits from such o merger were to be
obtained, the London based Passport OfIfice stalf would

gooner or later have to move down to Crovdon,

41. The management of IND cperates as a collective effort

by the Assistant Under Secretary of State and six senior
officers in Crovdon. This senior team is responsible to

the Secretary of State for the Home Department for poliey
advice on immigration and nationality matters, the management
and operation of a system of immigration control handling

well over 30 million arrivals in the UE each yvear (roughly

two thirds hawve the right of abode in the UK and one third

are subject to control), & very large case load of
correspondence, personal and telephone ealls gt Crovdon,

the presentation of the Home Office ecase in, and general
responsibility for, the immigration appeals system, work

on the enforcement of the immigration control, the handling

ol c¢citizenship applications and the management of 3,000

staff. The work involves politiecally sensitive issues and
difficult decisions about individual cases which give rise

to considerable Parliamentary business and a large correspondence
{nearly 10,000 letters a year) from MP's, The Department
currently has extensive plans for changes in working procedures
and orgenisation and is studying the possibility of further

computerisation.

42. The location of IND's headguarters at Croydon creates

P
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& number of difficulties of management and communication. On

the one hand, IND is separated from Home Office Ministers, senior
line management and Home Uffice legal advisers in Queen Anne's
Gate and the main Home Office Personnel Department in Whittington
House, London. On the other, AhUut half of the Department's staff
are located in 54 =ea and airports around the UK, and the main

Home Office ADP upnit and IND computer is located at Bootle.

43, IND's resources are already =tretched to the limit and
the Committea were advised that the present management of IND
would be ungbhle to acecept moanapement responsibility for another
1,000 =taff, HMNor could the Home Difice Establizhment Department
find the sdditiconal staff neces=ary to deal with a new set oi
provincial offices which could not be asscciasted with existing
ones. There 15 no Bpare management eapacity in the Home Office
to enable senior oificers in Croydon to be reinforced by
manpower from elsewhere in the Office and the problem of
integrating ancther 1,000 staff, located in places which do not
fit with the deplovment of IND staff, would have a detrimental
effect on the work and development plans of IND and would not
improve the workings of the Passport Office, which is the

gtated aim of the present exercise, Ipndeed if IND were

required to absorb the Passport Office this would entail a

structural reorganisation. Nor could other Home Office
interests likely to be affected - Ministers, senior management,

legal advisers and Finance Department = readily accept the

22
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additional work which would fall on them, parficularly in the

firet vears following & transfer.

Change of Approach over the Issuing of Passports

44, If the Home Office assumed responsibility for the
Passport Qffice there might, over time, be some change of
style to the lssuing of passports. The Home Office's main
responsibilities are concerned with law enforcement and
order, and the Home Office is clearly percelved by the public

to have those concerns. If respeonsible for the Passport Uffice,

the Home Office could be expected to attach great weight to the

need for secure documentation and to ensuring that individuals
do not get passports who are not entitled to them., These
considerations would loom alongside the need for speed and
ease of issue to the bona fide applicant. There could
poesibly over time be a gradual change in relation toc the
auestion of refusing or tightening up access to passports by

people involved in ecriminal ocffences.

45, A . further consideration, difficult toc quantify, is
perceived by the Home Office. The addition of the Passport
Office to the responsibilities of the department responsible
for law and order could raise questions in some people'’s
mind=s about the Home Office moving further towards becoming
an all-powerful Ministry of the Interior with 'Big Brother'
overtones, Critiecs could argue that there would be dangers
to ¢ivil liberties in introducing and menaging within one
department control of entry and exit to the UK, as well as

computer developments for the police, immigration, nationality

23
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and passgport work, although it is probably true that the
general public would continue to see the Passport Office as
a separate entity. I1f the Passport Office were part of IND,
it would be natural to plan the development of all IND
computers together and perhaps to introduce links between
warning lists. Any such plans would of course have to
conform with data protection legislation. The Committee
noted that this aspect was very much a matter for politieal
judgement, and that Ministers should be asked to weigh the
posslibility of ceriticisms of this kind in the event of &

transfer.

POLICY INTERESTS OF THE FCO AND TEE HOME OFFICE

46, Both the FCO and the Home Office will comtinue to have
g policy interest in passports, whether or not there is a

transfer of responsibility for the Passport Office.

47, In the event of a transfer of responslibility the FCO

would have certain minimum reguirements, These would be

that the FCO would continue to be responsible for issuing

instructions to Consuls on passport matters, for answering
their queriezs, and for their trailning in London. Accouni
would also need to be taken of FPCO interests when passport
pragtice assumed some international political significance,
such as recently in the description in passports of the
nationality of British Dependent Territories citizens and in

the introduction of the common format EC passport. The Home
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Of fice would find these requirements, if responsibilizy was

transferred, broadly acceptable.

SERVICE TO THE PUELIC

48. The Committee could see no reason why a transfer of
responsibility should in itself have any signifjecant effect

on the service provided by the Passport Office to the publie,
A transfer could be expected to causse some initial

disturbance to the service, but this would be short-term;
introducing (1f resources permit) an effective computerisation

ccheme would be likely to have a greater impact.

THE 'MECHANICS' OF 4 TRANSFER OF RESPONSIBILITY

49. Passports are issued by the Secretary of State
exercising the Royal Prerogative. There is no reason why
another Secretary of State (other tham the Secretary of
State for Foreign and Commonwealth Affairs) should not
isgue passports. The funmctions could be transferred by
administrative action from the office of one Secretary of
State to that of another, subjeect to the Prime Minister's

approval.

=T In the event of a transfer of the Passport Office to
the Home Office, the staff and cost savings in other
departments of the FCO would be negligible because of the
self-supporting nature of the Passport Office and the
spread of the work over a number of FCO departments. Any

savings in mapn years would be insufficient to enable FCO stalf
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. numbers to be cut and for the same reason no significant

gaving would be effected in costs for accommodation and

COmMmon Services.

51. The agreement with the Post Office covering the issue
of BVPs would not constitute an obstacle to a transfer
of responsibility, nor need it affect the timing of any

transfer.

Finance and other resources

52. Financial provision for the Passport Offiece in Budpet
Estimates 1983=-B4 amounts to about £19.4 million the largest
items within which are £11.4 million for payments to the

Post Difice for issue of BVPs and £5.7 million for the pay

of UK based staff, The Home Office has been assured that the
latter is sufficient to pay for the present full staff
complement (1,005) of the Passport Office, assuming a central
pay settlement within 31/2%. It might be possible to
accommodate & central pay settlement a little in excess of
3l/2% (because the staff in post figure is below complement
at present) but additional provision from the Treasury would

be needed in the case of a larger settlement.

53. There is no financial or manpower provision for the proposed
Passport Office computerisation project whiech would be spread
over s1x years from the date of start., HNeither the FCO nor the

Home Office could find any of the £3.5 to £3.75 million estimated
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cost (1982-83 prices, based on discussions with ICL) from
within existing PEE provision. Moreover there are at present
inadequate computer stafi resources in either department to
cope with the computer project., It iz estimated that two
full=time members of staff (SED and HEQ)} would be needed

for the computer project together with other supporting

staif at various times, Additional staff re=scurces for

computerisation would be needed in the Passport Office itself.

One of the objectives ol the transler would be to broaden

the range of managerial expertise available ta the Passport
Office, within the context of the Home Civil Service, Under
present arrangements the finance and establishments function

of the Pagsport Office in London and in the regional offices

i= carried out by a total of 9 full-time staff on Tfioance

work and 8 on personnel work, and it requires only minimal
additional support from the FCO. The Home Office establishments
department has estimated that they would need 7-B extra permanent
posts and another 12 on a temporary basis (of varying duration)
to deal with the documentation ete of the take-over and
interviews of staff, Provision would al=o have to be made Tor

additional travelling and subsistence expenses,

o4, Annex B to this report shows= the proportion of time spent
in other parts of the FCO on Passport Office and related issues,
The FCO have said that most of this work will remain with them;

that the total staff involved in other parts of the FCO on work

=1
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which would be ftransferred amounts to about two man years:
but that there will be no scope Ior transferring any posts

to the Home Office to carry out these transferred duties,

55. The Home Office considers there would be a reguirement
for a certain number of additional staff, ineluding senior
management, partly because of the likelihood of structural
change in IND, and partly to meet the expectations which &
transfer would arcuse. It is not possible to estimate this
preclisely. Moreover, there would also be some additional

work for Ministers,

58, As repards accommodation, provision Tfor repayment to the
PEA for property services at present rests with the FCO,

The FCO would transfer to the Home Office its allocation

under PRS for the buildings which the Passport Office occuples.

This amounts to some £2,000,000. The guestion of the adeguacy
of this provision will arise whichever department is responsible
for the Passport Office, and both departments agree that it

will be necessary to consider with the Treasury whether

additional resources will be reguired.

57. In the event of & transfer of responsibility, the Home
Office would expect the costs of running the Passport Office to
be'a First charge upon the receipts from fees for passporis

whether 1ssued at home or abroad. It would be for consideration

whether the FCO would act as an agent of the Home Office in
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. issuing passports abroad. The present arrangement by which

Passport Office fees are set to cover not only the costs of
the Passport OIfice but also the costs of the consular
services provided by the FCO, would need to be examined

carefully,

68. In the view ¢f the Home Office unless full financial

and manpower provision for the Passport Cffice were made

from resources other thapn present Home Office resources,

the Home Office Accounting Offlcer would feel unable to

advise the Home Secretary 1o sccept responsiblity for it.

A transfer of responsibility would be bound to raise the
expectations of some of the Passport Office staff and of those
Members of Parlisment who have taken an interest in the

future of the Passport Office. These expectations will be
doomed to disappointment unless there is proper resource

provision.

ASSESEMENT

59. The Committee was given strictly defined terms of reference

and has conceived its duty to repori withio them. The Committee
has not, therefore, examined the alternative recommendation

of the Rayner scrutiny (No 68) to the effeet that, if a move

to the Home Office was adjudged impracticable, consideraticon

should be given to linking the Passport Office to a large department
for personnel management purposes, Nor has the Committee examined

proposals which go beyond Rayner, such as the privatisation
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.’ 2% the production line element of the Passport Office's work.

0. The Committee found no evidence which led them to suppose
that 8 transier of responsibility would have an immediate

effect on, or advantages for, the management of the Passport
Office, The constraints are the nature of the work, the
particular regional lccation of the Passport Office, the
non-mobility of a large proportion of Passport Office staff,

and the availability of financial and other resources. However,
in time, & transier could be expected to have certain implications
for passport policy, given the slightly different perceptions

of the passport by the two Departments, and for the perscnnel

of the oilice. DBut the changes would be unlikely to be major
and pelicy on passport matters would be determined, as now,

by disc¢ussion between the two Departments (and any other

Department concerned) in the normal way.

61, The Committee were of course much aware that the Select
Committee felt that a transfer could have advantages, that

the Rayner scrutiny had made & transfer one of its alternative
recommendations for improving management in the Passport Office
and that the Passport Office Trade Union Side favoured a transfer.
They alsc noted (paragreph 10) that the majority of the sample

of other countries placed their Passport Office under the

responsibility of their Home Office or equivalent ministry,

G2, The Committee were concerned that ways should be found
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. to tackle the Passport OUffice’s resource problems (finance and

staff) as perceived by the Beleet Committee (see parapgraph
3 above}, and to secure better access to management and
computer expertise, But the Commitiee has noet been able to
reach an agreed assessment on the particular course put tao
it in its terms of reference as the representatives of the

two Departments take p different wview.

63. The FCO consider that the Passport Office, which is
staffed by Home Civil Servants, ané whose work is based

on the requirements of natiomality legislation, would sit

more logically with the Home Office than with any other
department. They would see a break with the FCO as beneficial
to the management of the Passport Office and te the prospects
of its staff, since the difference between the terms of
service of members of the Passport Office and other members
of the FPCO rules cut the possibility of staff interchange

with the present parent department,

64. About 10% of all standard British passports are issued
by consular officers. It does not follow from this service
provided to British nationals abreoad that the Passport Office
need be controlled by the FCO. Consuls register births,
marriages and deaths on behalf of the General Registry Office,
they make payments on behalf of the DHSS, they handle pension
payments for the Paymaster General's Office and they issue

visas on behalf of the Home Office. They could issue passports
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on a similar basis 1f the Passport Office were transferred

Irom the FOU,

66. The FCO are not persuaded that in the event of a transfer
they would be handing on a large work load to the new parent
department in terms of management responsibilities, Under
present arrangements the Passport Ofifice is larpely self-
administering. A table of the time spent on passport work

by members of the FCD ocutside the Passport Office is given

at Annex B. In the view of the FCO this does not represent

a significant commitment of their resources.

66, The Home Office takes the view that the amount of time
and effort spent by the wider FCO hitherto would be likely to
increase in the near future even if the Passport Office were
to remain with the FCO. The workleoad would be heavier for the

Home Uffice because it would also have to manage the transfer

as well as having to cope with the conseguentials on the wider

work of the Home Office and en IND, Without the necessary
injection of money and manpower a mere change of control will
not help, and to the extent that expectations may have been

aroused only to be disappointed could be counter=productive.

§7. In terms of the Committee's criteria (paragraph B) the
Home Olfice representatives considered that transferring the

Passport Office to the Home Office would be unlikely to help

o2
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. the achievement of wider policy objectives; that it was

doubtful whether a better service to the public would result

or that the move would necessarily be benelicial to FPassport
Office staff; and that such a transfer would undoubtedly have
gsignificant detrimental effect on the sensitive and important
work of the Immipraticn and MNaticnaelity Department. They
consider that this is s subject on which the Home Affairs
Select Commlittee might be expecied to have views, They
discerned no policy reasons for adding the Pazssport Office 1o
the Home Secretarv's heavy responsibilities and some risk

of creating - a "Big Brother' imege. They are strongly oif

the view that the Impmigration and Nationmality Department,

whose rescurces are already fully stretched;, could not possibly
take on another 1,000 staff and the Home Office eould not
provide the additional manpower resources {(including skilled
computer personnel)] necessary to manage the Passport Office
effectively, HNor could the Home Office make any contribution
to the £3.5 million needed for Passport Office computerisation:
it is already short of the necessary rescurces both of manpower

gnd money for the IND computerisation project.

March 1983
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*
' EXTRACT FROM RAYNER SCRUTINY REPORT

Improvement 11.6 The improvement of monapement skills
of cannot be easily achieved in an organisation
Management g8 small as the Passport Office, with & permanent
Ekill= staff of 965 (as at 1 August 18982) of whom
only 164 are of Executive Officer grade or
above., There can in practice be no staff
interchange with its parent department the FCO,
manned largely by Diplomatiec Service officers.
Passport Office staff have no scope in the
course of their careers for broadening experience
and gaining new skills and wider insights. This
AcCts as & brake on the development of future
managerial staff, restricts the field of choice
in filling particular positions and affects

working efficiency.

11.7 A solution to these problems must he
found if the general efficlency of the passport
aperation is to be improved in the future as

the volume of work increases and production

becomes more tachnical. The need, as we see it

iz to provide some variety of work experience
for staff at EO level and above without
necessarlily losing for good their expertise in
passport work, and at the same time to introduce

some executive grade staff into the Passport

Office from outside, The normal system of




inter-department trawls provides no solution
since staif who move in this way rarely return

to their original department.

Transfer to 11.8 O©Of the possibilities we have looked at,
the Home two deserve further consideration. Firstly,
Offiece whatever the drawbacks, we see some prospect

of fulfilling the need by transferring the
Passport Office to the Home Office. Such o
transfer has been considered on several
occassions in the past. Most recently, in 1878,
the FCO Inspectors concluded that, despite
ceritain theoretical advantages of bringing the
Passport Office under the Home Office, there was
little practical scope for the interchange of
staff between the two. We heve not concerned
ourselves over-much with the theoretical

benefits since these seem fairly evenly balanced,

although there is a logical case for bringing

the issuing of passports, increasingly important

as documents of national status, under the
department responsible for nationality policy

and immigration control. It is our understanding
that there would be no constitutional obstacle

10 the transfer to the Home Secretary of the
Royal Prerogative for the issue of passports, nor

would we see any undue difficulty in the continued




exercise of that function overseas by diplomatic
poste. The arrangement under which passport fees
are calculated to cover the cost of consular
gervices is essentially a paper transaction and
e see no reason why it sheuld not continue

under Home Office management .

11.9 In prineiple there i= considerable scope
for staff interchange between the Passport
Office and the Home Office. Of nop-specialist
staff, the Home Offlce have 258 officers of
Asgistant Secretary and Principal grade to the
Passport Office’'s 6,752 SEOs and HEOs to 23

and 1,080E0s to 125. All staff in these grades
are in theory geographically mobile; in practice
mobility is limited by wvarious personal factors.

The majority of Home Office stalff work in the

Greater London Area. while of those in Thé grades

in guestion in the Passport Office only B89 are
London based and this number could fall drastically
under our recommendations for dispersal. We are
nevertheless satisfied, from meeting a wide range
of Passport Office staff, that officers with any
ambition, particularly theose in the regions, are
prepared to move with promotion as the incentive.
We were also told by the Passport Office Trade

Union 2ide that a transfer to the Home Office would




Jinking the
assport Office
to a Large

lepartment

have their strong support. Providing the
principle of full interchangeability of

Home Office and Pasgport Office staff were
accepted, and our belief that Passport Office
staff are willing to move to Londeon is borme out
in practice, we see a strong advantage in terms
of efficient management in transferring the
Passport Office to the Home Office. A further
benefit of such a transfer is that the Chief
Passport Officer could, when necessary, look
for guidance in management matters to superiors

well verced in the Civil Service Estazblishments

Code. We therefore recommend that serious

consideration be given to the practicality of
transferring the Passport Office to the Home

Office.

11.10 An alternative solution, which might also
serve to improve managerial skills, would be

to link the Passport Office to a8 large Civil
Service Department for the purpoges of personnel
management. Under such a scheme the Passport
Office would remain responsible to the FCO in
respect of poliey, organisation and procedures,
but would rely on the linked Department to
recruit staff, arrange and carry out promotion
boards and develop & personnel management policy.

Such a scheme would need to provide sufficient




interchangeability of staff to enable those
from the Passport 0ffice to widen their
experience. A link with a Department having

a Tegional organisation would help to overcome
problems of staff having to transfer to another
location. We do not believe that differences
in work expertise would invalidate the benefits
of interchange, which lie more in operational

than in policy areas.

11.11 B8uch & sclution is not without precedent.
We understand that a similar arrangement exists
in Scotland where the Scottish Office have taken
over responsibility for personnel management

for the Registers of Scotland and the Gepneral

Registries Office. We recommend that a similar

1ink be given serious consideration if a merger
of the Pasgsport O0ffice and Home Office prdves

impractinable.




I-'-'Fﬁ""’i:ﬂ OF TIME SPENT WITHIN POO ON PASSPORT OFFICE AND FELATED ISSUES

GRADE FERCENTAGE OF TIME SFENT QosT *
8 PASSPCRT RELATED ISSUES

Parliamentary Under Secrotary 12 1/2 - 15%

Private Secretary 12 1/2 -

DA 12 1/2

Under Secretary 3

PA 3

IS4 Nationality B Treaty Dept

IES Nationality & Treaty Dept
DES Nationality & Treaty Dept
lllfDI‘I:I;ltiDIl Technology Dept

3 x ST Nationality & Treaty Dept
DE7 Training Department

DET Finance Department

9 x D39 Naticnality & Treaty Dept
D59 Information Technology Dept
58 Consular Department

88 Finance Dept
510 Consular Department

D510 Hationality & Treaty Dept

Assistant Legal Adviser

TOTAL 257,180 - 268420

* Ready reckoner figures







