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DEPARTMENT OF NATIONAL HERITAGE
Horse Guards Road, London SW1P 3AL
Telephone: 071-270 5925

Facsimile: 071-270 6026

From the Private Secretary

C92/6833

Field Marshal Sir John Chapple GCB CBE

President

The Zoological Society of London

Regent’s Park

LONDON

NW1l 4RY 30 October 1992

Deg L Jton,

LONDON Z0O0

You and Mr David Blackburn came to see the Secretary of State on
29 October. Mr Wheeldon, Mr Sargent and I were also present.

You explained that, on 15 October, the Society’s Council had
completed its evaluation of proposals for the Zoo and that it had
chosen to redevelop the Zoo with the assistance of Mr Blackburn.
The plan would require some £17 million over 10 years. The
donation from the Emir of Kuwait, extra revenue, reductions in
expenditure of 30% and a restructuring of management, together
with other funds would contribute to a position of break-even
this year. The Zoo then required two years’ breathing space to
develop new sources of income.

You said that the Council planned to meet on 2 November to
formalise Mr Blackburn’s involvement. It would then be necessary
to work out the plan in detail both for officials in the
Department and for the public. Mr Blackburn would help with the
Zoo’s operating costs over the next two years and for a period
of three years thereafter. But he wanted to know whether the
Government supported the aims and objectives of the Zoo; whether
it would express a wish that the Zoo should continue; and whether
the Secretary of State would welcome private patronage.
Mr Mellor had done so.




Mr Blackburn said that he saw the matter as a five year project
but he had an arrangement for confidentiality so that there would
be no publicity concerning his involvement without agreement in
writing. And there were certain issues still to be settled. You
added that Mr Blackburn’s assistance should be announced in order
to generate other offers of help. You would be grateful if the
Secretary of State could make supporting statements both when Mr
Blackburn’s gift was announced and once the Government was
satisfied that the plan was viable.

The Secretary of State said that he was most grateful for what
had been achieved so far. He was delighted to welcome the plan
in principle and looked forward to seeing the detailed plans in
due course. He congratulated Mr Blackburn on his exceptional
generosity. He was pleased to authorise the issue of a
Departmental press notice to complement that which would be
issued by the Society shortly. However, as was well recognised,
no financial assistance was available from the Department. You
said that you believed that the Government should assist the Zoo
on account of its Darwin initiatives. You said you would be
taking this up again with the Department of the Environment.
Officials would look at the details of these statements.

Mr Blackburn asked whether the Secretary of State could inform
the Prime Minister of his offer. I replied that, if it was
helpful, I would write to you with a note of the main points of
the meeting and copy my letter to the Prime Minister’s office.
You agreed. You went on to explain that the draft agreement
between the Society and Mr Blackburn had now to be turned into
a legal document. There would then be further discussions with
the Department’s officials. You said that the issue of a
separate press notice by the Department would be better than the
incorporation of the Secretary of State’s views in a notice
issued by the Society. The Secretary of State said that the
issue of the two press notices should clearly be coordinated.
He added that the Society had been extremely fortunate to benefit
from your Presidency.

I am copying this to Mark Adams, Private Secretary to the
Prime Minister.

furt 5

N I HOLGATE
Private Secretary




10 DOWNING STREET
LONDON SWIA 2AA

From the Private Secretary

2 July 1992

GIFT FROM AMIR OF KUWAIT TO LONDON ZOO

Thank you for your letter of 26 June.

I enclose a revised message to the Amir of Kuwait from the
Prime Minister. I should be grateful if you would arrange for it
to be delivered swiftly. A fax might be best.

C. N. R. Prentice, Esgqg.,
Foreign and Commonwealth Office.




10 DOWNING STREET
LONDON SWIA 2AA

THE PRIME MINISTER 2 July 1992

I have learned of Your Highness' generous donation of f1
million to London Zoo, a gift from the children of Kuwait to the
children of the United Kingdom. I know that the Zoo authorities
are delighted by Your Highness' generosity and the interest you

have taken in the Zoo.

Your gift is another example of the special relationship
between our two countries which has grown stronger since the
liberation of your country. I am poignantly reminded that many
children in your country are still denied the joys of normal
childhood because of the continued detention of their relatives
and friends in Irag. We shall continue to raise the plight of
the detainees at every opportunity until they are all safely

home.

His Highness Shaikh Jabir Al Ahmad Al Jabir Al Sabah, G.C.M.G.
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Draft Letter from the Prime Minister

Mol His Highness Shaikh Jabir al Ahmed al
Jabir al Sabah

Kuwait o\ |1 |
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DEPARTMENT OF NATIONAL HERITAGE
Horse Guards Road, London SW1P 3AL
Telephone 071-270 5791
Pacsimile 071-270 6026

From the Under Secretary of State
ROBERT KEY MP

David Maclean Esq MP

Minister for the Environment

Department of the Environment

2 Marsham Street

SW1P 2ER June 1992
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Thank you for your letter of 15 June to David Mellor about
London Zoo.

Events have moved fast and we have kept your officials closely
in touch with what we are doing including our statements to
the press. We agree that one voice is better than two, and I
have been that voice. If asked I am saying that DNH is acting
as the focal point for enquiries to Government on London Zoo,
as we lease the Regent's Park site to the Zoological Society
of London. Listed buildings and tourism also have some
relevance, but are not significant reasons for my Department's
interest in London Zoo.

The Government's position has been clear for the last year,
and that line is being maintained. The Government provided
£10 million in 1988 on the understanding that this ended
financial commitment. No further action can be taken. It is
also worth mentioning that the decision to close this autumn
is hardly new as it was announced in July last year. There
was a temporary change of course when the Society
optimistically stated in March that they would stay open after
all, but they have had to go back on that.

v I am copying this letter to the recipients of yours.

O'WM
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Department of the Environment
2 Marsham Street
London SW1P 3EB

Minister for the Environment Telephone 071-276 3440
and Countryside

DAVID MACLEAN MP

15 June 1992

e V)1,

LONDON ZOO

I understand from our officials that there are further financial
problems at London Zoo, and that new economy measures may be
announced following a meeting of its Council tomorrow, Tuesday,
16 June. We need to be in a position to respond urgently on
behalf of Government.

Both our Departments have an interest. The only specific
responsibility for the London Zoo - based on the role of
Government as landlord of Regents Park and as guardian of the
listed buildings - was passed to you on the creation of your
Department. There is also a tourism angle which is primarily for
your Department. DOE retains a general responsibility for the
welfare of animals and safety of the public at all British zoos.
But the Government's general approach continues to be that zoos
should be self-financing. Other Departments also have an
interest; the Department of Education and Science and the
Department of Employment amongst them.

In the past this subject has attracted considerable public and
media interest, especially when closure or retrenchment at
Regents Park have been mentioned. This seems likely to be the
case again. I am concerned not to allow the new boundary between
our Departments to give any opportunity for ZSL to re-open the
question of further Government funding for the zoo. There is
also a risk that the Government's robust but fair stance on the
Zoo could be misrepresented as two Departments "passing the
buck" .

By far the best safeguard against this is that there should be
a single Government voice. I hope we can agree that your
Department, in view of the historical relationship with London
Zoo which you have inherited, should act as the Government
spokesman on all issues related to the future of London Zoo. My
Department stands ready to provide detailed briefing, and I am
sure my colleagues will be ready to assist likewise.

Your officials have already prepared a draft general statement
summarising the government's views towards ZSL. I enclose a
slightly expanded version of this, together with a more detailed
statement of DOE's interests in zoos as a whole. My officials
would be pleased to discuss the drafting further with yours if
required.




I am copying this letter to John Wakeham, John Patten, Gillian
Shephard, to No.1l0 and to Sir Robin Butler.

YT
/

\(1 ‘

The Rt Hon David Mellor QC MP




RESPONSIBILITY FOR LONDON ZOO

MAIN STATEMENT

"The Department of National Heritage is acting as the
Government's spokesman on London Zoo. DNH leases the site in
Regents Park to the ZSL and therefore has a landlord's interest,
which includes an interest in the listed buildings there. DNH
also has responsibility for Government policy towards tourism,
to which zoos contribute. The Department of the Environment has
responsibilities for overall policy towards British =zoos,
including the welfare of animals kept there and the safety of the
visiting public. These welfare and safety objectives are
achieved through a licensing system operated by local authorities
- which in the case of Regents Park Zoo is the City of
Westminster. Scientific work undertaken at the Institute of
Zoology based at London Zoo is already supported by an annual
Government grant via the Universities Funding council".

DOE POSITION

"Most zoos in this country - including London Zoo - are run
successfully on a commercial basis by private individuals,
companies and trusts. The Government's broad policy is that zoos
should be self-financing. DOE's main role is to ensure that good
standards of care and safety are exercised at all British zoos
in accordance with the Zoo Licensing Act 1981.

DOE also has an interest in the contribution which British zoos
can make towards the education of the public about wildlife and
the ex-situ conservation of endangered species, particularly in
the light of the Biodiversity Convention which the United Kingdom
signed at the Earth Summit earlier in June. It is clear that
zoos can enhance their public appeal through the work they do
towards achieving these objectives and there is no need for
substantial Government subsidies.

rnwdwwe




10 DOWNING STREET
LONDON SWIA 2AA

From the Private Secretary

11 July 1991

LONDON 700

The Prime Minister was grateful for your Secretary of
State's minute of 8 July, reporting on developments.

The Prime Minsiter was pleased to note the progress being
made and is sure that the line which your Secretary of State and
the Minister of State have becen so consistently pursuing is
proving its effectiveness.

We have not yet received a request for a meeting from
Lord Peyton, and perhaps now that he has resigned no such request
will be forthcoming.

WILLIAM CHAPMAN

Richard Shaw, Esqg.,
Department of the Environment.
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I met John Peyton last week at his request to discuss the

Zoological Society of London’s (2ZSL) difficult financial
position. I maintained the line of not offering any Government
money and suggested that they run down their operations in
Regent’s Park as quickly and efficiently as possible in much
the same way as an administrative receiver would. He said he
would seek an early opportunity to explain the situation to
you, and he has repeated that in the attached letter.

L Mo o Lod Fegtoe et
He has already met me, has had a number of meetings with David
Trippier, and has been to see Sir Robin Butler, all with the
sole aim of obtaining more Government money. In a couple of
month’s time John will no longer be Treasurer of ZSL. His
successor has already been chosen, Peter Holwell, Principal of
London University, and I am trying to ensure that he is
involved in all future discussions. The only case for you to
see John is out of Party loyalty or in deference to his status
as a Privy Councillor. John is now at the end of his journey.
He has made a dramatic contribution to the Zoo but he is

increasingly divided from the mainstream management.

The current position is set out in the letter, also attached,
which David Trippier has written to John. The Council of the
Society are to meet on 9 July. We cannot absolutely rule out
the possibility that they will decide on closure at the end of
the current xeason - though our judgement is that they will
not. They will, in September, still have some £4.8m of the
endowment we gave them, and with their other funds and assets,
we believe that is sufficient to fund an orderly withdrawal
from Regent’s Park without precipitate closure and still allow
Whipsnade a good future. It is also sufficient to provide them
with a breathing space while they consider their future, and
perhaps throw in their lot with one of various private sector
interests whom they have referred to with me and in the media.
I believe that with John’s departure from the scene a new

sense of realism will encourage the remaining management to




square up to the realistic options. They won’t do this while
they keep coming back to us for support. Our approach may be
different once a new management and a new approach have
emerged. But that is not yet.

g July 1991
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Thank you for coming to the meeting yesterday with Peter Holwell
and David Jones. I thought we had a helpful exchange of views.
I promised to write to you summarising the points I made.
Michael has also asked me to respond to your letter to him of
26 June.

In my letter of 24 June I said that I could not accept that zSL
would be unable to manage a withdrawal from Regent's Park from
within its own resources. I therefore asked my officials to
clarify the financial position with yours and this they have now
done. They identified a number of assets held by ZSL which could
assist in one way or another with paying the bills zSL is likely
to have to meet in the course of withdrawal over the next 2 to
3 years, and in convincing your advisers that precipitate closure
is not required. These include the appeal fund, the scientific
fund, the Library, the freehold at Whipsnade and various smaller
assets such as pictures, vehicles and the animals themselves.
Together with £4.8 m==3ion estimated bank balance on 30 September
this year, this totalied something in the order of £10 million.
I appreciate that some parts of this sum are only available for
certain purposes and others would be difficult or undesirable to
realise, but they can all help with the withdrawal from Regent's
Park in some way.

For that meeting David Jones kindly supplied a paper showing what
costs ZSL/zOL expect to bear over the next three years. These
costs totalled nearly £11 million. However some of those items
do not need to be borne by the Society in that period. I can
confirm that the Department will assume responsibility for the
£1.4 million attributed to repairing the listed buildings at
Regent's Park and mothballing the site if the Society has to
withdraw. As for the rest, I suggest that it may be possible to
phase the capital expenditure at Whipsnade, and repairs to the
Main Building and the Institute Building. These costs total £3.6
million. A further point is that repairs to the Institute could
come from either the Department of Education and Science, or the
Society's Scientific Fund. I have to suggest also that several
other costs in the calculations are still uncertain, such as the
London Zoo projected operating deficit of £1 million in 1993/4
and some of the items in the figure of £1.25m for closure costs.
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This analysis supports my view that it would be hd:d to justify
closure this autumn. This is for the Society to decide, of
course, on the advice of its auditors and lawyers.

I recognise that some hard decisions will be needed along the way
but that is an inevitable consequence of the financial position
ZSL is now in. I may add that as the learned Society has had the
benefit of the interest on the 1988 endowment which was intended
to help the 2zoos, I would expect the Society to draw on its
general reserves to assist the Zoos in their present crisis.

I summarise the Government's position as follows:

A we expect 2SL to realise as many of its assets as are
necessary to finance withdrawal from Regent's Park in
a structured and orderly manner. As I indicated at
our meeting, I welcomed the steps you were taking

already.

I am pleased to say that we will not enforce repairing
covenants in the lease, in respect of all those
buildings from which 2zSL withdraws, including the
listed buildings; (This is worth about £1.4m).

wWe are prepared to consider granting a new rent-free
lease to ZSL for a new venture in Regent's Park (and/
or for 2zSL's office and research purposes) provided
satisfactory evidence is produced that the pProject is
viable both in terms of capital funding commitments
and of operating at a profit.

we will wish {o be satisfied 1in respect of any
buildings for which 2ZSL would like a new lease that
ZSL have the wherewithal to meet normal repairing
obligations;

we assume that if the Zoo closes down completely the
cost of demolition or mothballing or converting Zoo
buildings will fall to the Department.

I would be grateful if you would advise the Council meeting on
9 July of these points.

(//// Copies of this letter go to Peter Holwell and David Jones.




THE ZOOLOGICAL
SOCIETY OF LONDON

26th June 1991

Regent’s Park
London NW1 4RY

/é7[t~ /%[ et Telephone: 071-722 3333
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Telex: 265247 Lonzoo G
Fax Number: 071-483 4436
I would like first to thank you for seeing David Jones and
myself this morning. I appreciated greatly the care and attention with
which you listened to what I had to say. It might, I think, be helpful if
I were to recapitulate very briefly the points which I then sought to

maxKe.

I reminded you of the change of strategy which at the end of
1989, when you were, yourself, involved here and the Government grant was
still intact, the Board and the Council had adopted. We have for some
time now accepted that we have no alternative but to move out of Regent's
Park and rehouse as many of the animals as possible at Whipsnade. That
would cost money: our diminishea resources are, however, already
earmarked to safeguard the interests of our staff, to avoid, if we can,
Whipsnade being sucked down as well and to preserve the Society's
activities in the field of conservation both at home and overseas. Ef
the Government cannot or will not help us to move out, then it will be
difficult, if not impossible, for outsiders to move into Regent's Park,
even if they bring money with them. The Society would in effect be
locked into Regent's Park and would sooner or later drift into bankruptcy.
The knowledge and skills needed to handle the collection of 8,000
creatures and 10,000 insects would no longer be available. Recent talks
have produced thoughts, ideas and plans, but there seems no end to the

process; = the winning post seems always to be moving away from us.
As I told you, the legal advice which I have is to the effect
that with our available resources committed, the only proper and safe

course for us now is to cease trading at the end of September.

Having reflected since upon what passed between us at the

meeting and, particularly, upon some of the things which you, yourself,

said, I have the following additional points to make.

President: Prof. Avrion Mitchison FRS, Secretary: Sir Barry Cross FRS
Treasurer: The R.. Hon. Lord Peyton of Yeovil

The Zoological Society of London is a registered charity. No: 208728
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I take note of your admission that "the logic of the Government's
position is that the appointment of a Receiver must be on the
Society's agenda". Our earlier advice has been to the effect that
the appointment of a Receiver is merely a preparatory stage to
liquidation and not something separate from it, as you appeared to

suggest.

While it is difficult to argue against the need for precise and
costed options, the cost of obtaining them would be great and their

value, in what would be an unprecendented operation, questionable.

To deny the Society assistance, on the grounds that it 1is in
the Private Sector, seems odd. It is a Charity, which is intended

not to make profits but to serve very different ends.

You gave it as your opinion that the Society in its present form
could not handle the situation: it is in your view a legacy from the
nineteenth century and lacks the taut commercial management which 1is
now required. There are, in my view many organisations, in our
country whose managements are open to criticism; few which are not.
You take, as I said, little account of the notable improvements which

have been brought about here over the last three years.

There remain two questions: first, who, in the event of the
Society being obliged to cease trading, would handle the large and diverse
collections both at London and Whipsnade? Secondly, what difference, if

any, have the views of the Select Committee made to your thinking?

It has been my aim during my seven years as the Society's
Treasurer to play some part in preserving an important and valuable
British institution; you were kind enough to acknowledge this morning the
contribution which I have been able to make to that end. I think that in
the position we have now reached, I should seek an early opportunity to
explain the present situation to the Prime Minister and the consequences,

as I see them.

I am, of course, copying this letter to David Trippier.

The Rt. Hon. Michael Heseltine,







recycled paper

2 MARSHAM STREET
LONDON SWIP 3EB

071-276 3000

My ref

The Rt Hon John Wakeham MP Your ref
Department of Energy

1 Palace Street

LONDON

SW1E SHE 3 May 1991
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I wrote to you on 30 January to let you and other colleagues
know about events affecting the Zoological Society of London.
I have kept others informed subsequently, and David Trippier
wrote to all MPs, including Ministerial colleagues, on 12
April, to put the Government position on record. I believe
that David has been getting our story across very
satisfactorily, and I personally welcome the debate that has
followed.

When I wrote on 30 January, I let you and other colleagues
most concerned know that because of my former involvement with
the Zoo I was asking David Trippier to handle any requests
that they make to us for further assistance. He will continue
to do that. However, I have taken further advice about my
personal position and am now satisfied, in terms of law and
propriety, that I need not (if it seems desirable) formally
rule out my becoming personally involved.

I am sending copies of this letter to those who had my letter
of 30 January.

L~
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~MICHAEL HESELTINE
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MR TURNBULL 10 April 1991

LONDON ZOO

There are arguments for and against sustaining a Zoo in London.
However, there is concern about the close confinement of large
animals. Modern practice is increasingly to the 'safari' type of

environment.

Zo My concern is with the S&T base associated with the London
Zoo. Some good work is done there, through the Institute of

Zoology and is funded, in part, by the research councils.

31 I remain to be convinced, however, that its basic science
work is a sufficient reason why the London Zoo should be

sustained. It may be that some of the scientific work could be

carried out within a university department. University College

London, with which the Zoo has close contacts, is one

possibility.

PROFESSOR WILLIAM D P STEWART
@g Chief Scientific Adviser
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PRIME MINISTER

CLOSURE OF LONDON ZOO

on warning about the financial difficulties in which the Zoological
Society of London have again found themselves, and the adverse
publicity they may attract when they become public - as is now the

case.

I copied those letters to you, and my private secretary has provided
yours with some background. I am now writing to warn you that John
Peyton, the Treasurer of ZSL may seek a meeting with you about this.
ZSL have decided in principle to close, and he is trying to extract
a contribution from us to the costs of this, and is saying that
animals will need to be killed if no more money from Government is

on offer.

John may genuinely believe that he can wring further Government
money from you in a way he has not been able from us. We have been
holding firm to the line, the right one in my view, that the
endowment of £10 million in 1988 ended the Government’s financial
commitment to the Zoos. We think it is now for ZSL to deal with the
consequences of failure.

You may remember that you made clear to John in 1988 that the
payment you were authorising was a once for all package. I am
enclosing a copy of the letter you sent as Chief Secretary to Nick
Ridley at that time. We are sticking firmly to that line.

ZSL still have over £5 million of their endowment. They should be
making proper plans for an orderly withdrawal, perhaps appealing for
private and corporate help with shipping and rehousing their
collection. Instead they are lobbying us for more money, and using
the threat of publicity to force our hand.

On the other hand, John may realise that the game is up. He
indicated to David Trippier that he felt obliged to take it as high




COMMERCIAL IN CONFIDENCE

as he could before resigning. The crucial thing for us is that he
should not get the opportunity to steal a march on us by parading
ZSL's failure as the Government'’s fault. If he does see you I would
be grateful if you would discourage him from acting hastily. We have
agreed with him to hold further meetings to discuss the implications
of closure of the Regent’s Park Zoo (at which we will try to press a

more constructive attitude on ZSL).

I myself will not be surprised if later we are presented with other
options*not presently before us. Naturally I will report such

developments to you should they arise. } o
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In the light of the weekend’s publicity we are continuing to affirm
Government policy, and David Trippier wrote to John Peyton this
morning. It is interesting to see how the debate is now beginning to
widen. I shall of course keep colleagues informed of developments as

necessary.

I am copying this to John Wakeham, John MacGregor, Chris Patten,
Kenneth Clarke, Michael Howard, David Mellor and John Gummer.

//./M B
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2 MARSHAM STREET
LONDON SWIP 3EB

071-276 3000

My ref
Your ref

William Chapman Esq

Private Secretary to

The Prime Minister

10 Downing Street

LONDON

SW1A 2AA /(4 March 1991
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You asked me to write setting out more fully what lay behind my
Secretary of State’s letter of 12 March to the Secretary of State
for Energy. The Zoological Society of London (ZSL) did not take any
decision on Tuesday to close, or to make any public announcement, so
the situation is less pressing, but I hope the following background
will be helpful.

In 1988, the then Secretary of State for the Environment and Chief
Secretary agreed a £10 million endowment for the Zoo. It was part of
that agreement that a once for all payment would end the dependency
on revenue support from Government which had grown since 1983. The
Government made it quite clear to Parliament that its financial
commitment to the Zoo was at an end. At the same time an annual
grant for the Institute of Zoology was set up through the UGC.

At first the prospects were good. ZSL set up an operating subsidiary
(ZOL) and prepared a development strategy, and a development trust
to raise private donations. ZOL have made many improvements in
brightening up the site, presenting the collection to the public,
and the conditions in which the animals are kept. However, despite
this paying admissions and associated sales are well below what is
needed to break even, operating costs have grown substantially,
major developments proposed for the site had to be abandored in the
face of local opposition, and the development trust has raised very
little.

Losses in 1989-90 were over £2 million, after drawing on the
endowment. Rather less than £6 million of the endowment is left. The
backlog of repairs due on the site to keep it functional is
estimated by our surveyors at over £9 million. 2ZSL are aware they
cannot carry on in this way. They have set up a core group under the
Chairmanship of Sir Alfred Shepperd to develop a new strategy.

Lord Peyton, the ZOL Treasurer, has also sought a waiver of ZSL's
repairing obligations under its lease and further financial
assistance. In our assessment, there is no future for the Zoo in
its present form. On the advice of Counsel we are avoiding any
action which could draw us into the affairs of ZSL and create
consequent liabilities for Government if the Zoo closes. The future
of the Zoos is a matter for zZSL.

{
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We have told them we are ready to discuss any proposals they have
for withdrawing from part or the whole of the site, but that any new
lease would have to include the usual repairing obligations.

Obviously we are making every effort to ensure that if ZSL decide to
withdraw from the site there are constructive plans agreed for an
orderly withdrawal before anyone makes a public statement. My
Secretary of State’s letter was intended to cover the contingency
that ZSL might decide instead to make a pitch direct to the media.

KATE BUSH
Private Secretary
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I wrote to you on 30 January to warn you and other colleagues that
the Zoological Society of London (ZSL) were in financial
difficulties.

I understand that the Council of ZSL may decide today to close the
zoo in Regent’s Park, and could break the news straight away.

Enclosed is a note on the line which we shall take if that happens.

I am copying this letter to No.l1l0, and to John MacGregor, David
Mellor, Kenneth Clarke, John Gummer and Michael Howard.
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FUTURE OF LONDON ZOO - GOVERNMENT’S PUBLIC STANCE IF ZSL ANNOUNCE
CLOSURE

In November 1988 we paid £10 million to give the Zoo a new future

based on a strategy developed by ZOL and approved by us.

We made it clear the Government’s financial commitment to the Zoo
was ended: it was up to the new management to harness the

public’s enthusiasm and secure a successful future.

Despite many improvements, the development strategy has not
worked out. The number of visitors is far too few to break even

and the Zoos are losing a lot of money.
Sadly it appears inevitable the Regent’s Park site must close.
We welcome the responsible attitude ZSL have adopted in the face

of their financial difficulties [wish them well at Whipsnade].

There can be no question of a further subsidy from Government.

The future of London Zoo and Whipsnade is for ZSL to decide.

Points for use if ZSL try to blame Government

Major building works and a ’son et lumiere’ were dropped in the

face of the opposition of local residents - not DOE’s fault

The ten acres remain on the table, but they cannot now

realistically finance this expansion.

The sums just don’t add up: operating costs are high and growing,

and growth in admissions has been poor.

Public attitudes towards zoos have changed and 2zoos are
responding to this. One result is there are now a number of

successful zoos and safari parks outside our cities.

The grant (about- £1.3 million pa) paid by the UGC to the
Institute of Zoology is not affected by this decision.




The Rt Hon John Wakeham MP
Department of Energy

1 Palace Street

LONDON
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I am writing to keep you and other
up to date with the way events are

L

Zoological Society of London (ZSL).
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colleagues who may be concerned
moving in relation to the
No collective decisions are

needed, or even possible, here and

now. But the prospects are murky,
and we may have to take a position

at short notice.

John Peyton, as Treasurer of ZSL, has written formally to the Privy
Council Office to put them on warning that the Society may face
insolvency. Some aspects of the present position at the Zoo have
already reached the papers. The Times has published both gloomy and
upbeat stories since Christmas. As a pressure on the Government,
there may be more of that. John Peyton has approached me privately
seeking our help, and in particular asking whether we would waive
the requirements on the Society to maintain their premises at
Regent’s Park under their lease.

I have told them I did not believe the Government would wish to
provide any further support for the London Zoos. When Nicholas
Ridley and John Major agreed a £10 million endowment for the Zoo in
1988, the Government made clear that its financial commitment to the
Zoos was at an end. I have authorised officials to make it clear to
John and his colleagues that the Government has given no assurances
about waiving the repairing obligation under their lease.

However, ZSL have established a new "core group" under the
chairmanship of Sir Alfred Shepperd who are to take forward the work
on a new strategy while the issues about their short-term trading
position are under discussion

I should also mention that I was myself closely involved with ZSL
when I joined the Council of the Society, following my leaving
Government in 1986, and then as a Director of ZOL. I have therefore
asked David Trippier to handle any requests they make to us for
further assistance.

I am sending copies of this letter to John Major,

John MacGregor,
David Mellor, Kenneth Clarke,

John Gummer and Michael Howard.

T

MICHAEL HESELTINE







007/109
2 MANAGEMENT IN CONFIDENCE

l\’ng

Treasury Chambers, Parliament Street, SWIP 3AG

Hon William Waldegrave MP
Parliamentary Under Secretary of State
Department of the Environment
2 Marsham Street
London SW1P 3EB
O December 1984

Do Ol

Thank you for your letter of 28 /MNovember about the finances
of the zoological Society of London!

My officials have shown me the Zoo's business plan and
I must say that I cannot enthuse about it. The measures the
ZSL propose to take are a step forward and are certainly to
pe commended, Dbut there will still be a substantial deficit
by 1990. A sustained effort is needed to cut costs and to
maximise income. As the NO. 10 Policy Unit have suggested,
that must be accompanied by a strategy for increasing the number
of visitors and the amount of revenue.

Any business plan, however sensibly thought out, will
be of 1little wvalue if it is not pursued vigorously by a
management determined to make it work and to better the tight
financial targets which the plan should contain. The signs
so far are not encouraging, and I hope that you will press
the Zoo hard to introduce, urgently, fresh blood on to its
management committee. I note that you have reservations about
the quality of the marketing expertise available to the committee
and I think you should insist that one or two dynamic marketing
experts be appointed.

Although , 1like you, I have reservations about the Zoo's
plan, I accept that you have 1little option but to announce
the three year package of support set out in your letter,
provided the expenditure will bhe found from your agreed PES
baseline as you suggest. This should give the management
sufficient time to turn the 2ZSL into an efficient and cost-
conscious organisation. While recognising John Peyton's
anxieties, the question of funding beyond 1987 must depend




MANAGEMENT IN CONFIDENCE

entirely on the evidence of improvements achieved by the Zoo
by that date against an improved business plan and strategy.
It would be helpful to have a report on progress, which you
will no doubt be monitoring closely, before the 1985 PES round
is completed.

We have a number of detailed comments on the Zoo's latest
business plan, and I have asked my officials to discuss these
with yours.

I am copying this to the Prime Minister, the Lord
President, the Secretary of State for Education and Science,the
Secretary of State for Scotland, the Secretary of State for
Wales, the Lord Privy Seal, the Secretary of State for Trade
and Industry and the Chief Whip and Sir Robet Armstrong.

e Scorct

(-(PETER REES

MANAGEMENT IN CONFIDENCE
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10 DOWNING STREET

Mrs Barbara Jones 4 December 1984
Private Secretary to
William Waldegrave Esg MP
Parliamentary Under Secretary
of State
Department of Environment
2 Marsham Street
London SW1P 3EB

Dews Busem,

LONDON Z0O

Following our recent telephone conversation, I had a meeting
today with various DoE officials and also the Chief
Executive and Finance Officer of the London Zoo; I was
accompanied by Mr Hobson, a colleague from the Policy Unit,
who is a former senior partner of Coopers Lybrand. We

discussed the Business Plan produced by the Zoo.

We were somewhat disappointed by the Plan. The 'financial
package' which forms its core, contains some surprising
manoeuvres: for example, the Society intends to accumulate
some £500,000 in cash in the year ending March 1985 as a
provision towards capital spending in Whipsnade Zoo and
classes this as part of the operating deficit which
necessitates state revenue support. (The fact that this
£500,000 is matched by a one-off consultancy fee is
irrelevant: the point is that the Government's revenue
support would not have to be so great if this sum were not

being laid aside in cash for capital spending).

We are sceptical about several other aspects of the

'financial package'. But it would be otiose to deal with




these in detail. The important consideration is that the
strategy revealed by the Plan is - in our opinion - deeply
flawed. The Zoo claims that the £10 million which they
intend to spend on capital projects over the next few years
is needed to attract more visitors at higher prices. But
there is no sign either that this strategy will succeed or
even that the Zoo expects it to succeed. The Plan predicts
that the number of visitors will remain constant until 1987
and will increase by only one sixth between then and 1990.
Meanwhile, costs will rise only slightly less than the
expected rate of inflation. And the operating deficit will
decrease by only 25% between 1985 and 1989, rising slightly
in 1990. It should be stressed that these rather dismal
figures constitute the Plan of the business. Given the
Zoo's record in the past and our impression of the Chief
Executive, we have no confidence that they will in the event

fulfil even these modest expectations.

We were also disappointed to note that, although nearly 10%
of the Zoo's direct income will be spent on 'marketing',
there is no sign that serious attention is being given
either to the problem of transport and the provision of
adequate car parking or to the installation of new

attractions which might draw larger crowds. Indeed, we had

the impression that the management were resigned to seeing

the Zoo continuing to make losses while it accumulated its
£10 million of new assets. The Chief Executive stated that,
in his opinion, the problem was that the Zoo had not

received state funding many years ago!

We accept, of course, that the Government cannot now avoid a
rescue operation. But, in the light of the considerations
listed above, we think it likely that the situation will not
get better over the next three years; and one cannot by any
means discount the possibility that it may get worse. We

conclude that, if the Zoo proceeds on its present plans with




its present personnel, Ministers will at best be in the same

position in 1987 as they are now.

We therefore strongly suggest that two further conditions

should be laid down before any cheques are signed:

The Zoo should appoint dynamic financial and
marketing experts to serve on its management
committee; these experts should be appointed within
the next three months and should be approved by

Ministers.

Within one year, the Zoo should produce a new -
truly workmanlike - strategy for increasing the
number of visitors and the revenue derived from
them; this strategy should be subject to DoE
approval, and should be updated each year.

In addition, we suggest that it should be made quite clear
that the 1987 review will make further funding conditional
on the production of an effective annual strategic plan from
1985, and on signs that real progress has been made towards

fulfilling the agreed strategy.

One further point has struck us throughout our discussions:
may it not be necessary to induce those responsible for the
Royal Parks and for planning permission in Whipsnade to

allow slightly more adventurous use of the sites?

I am copying this letter to Richard Broadbent in the Chief

Secretary's office.

/A

G o

OLIVER LETWIN
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Patrick Jenkin announced in July our agreement in principle to the
provision of both short and long term support to the Zoological
Society of London. 1In his absence, I am writing to tell you of the
latest developments.

We had originally hoped to be able to make more detailed announcements
about the level and form of support in September. It took the

Society much longer than either we or they expected to draw up their
business plan. John Peyton eventually handed it to me on 29 October,
and your officials have had copies. I consider that the business

plan is a solid piece of work which demonstrates that the Society's
new management is at last getting a proper grip on financial
management and that this provides a sound basis for decision-taking.

The term "business plan" is slightly misleading because the ZSL is
not a business in the conventional sense. It is a learned society
of international repute which makes a major contribution to conserva-
tion and animal research. A commercial zoo which found itself in
financial difficulties would simply have to make economies or close.
But commercial zoos do not spend significant proportions of their
revenue on research at the Institute of Zoology. And they do not
have collections whose primary purpose is scientific. The danger
now is that if we insist that ZSL cuts back too far, we erode the
very activities that justify public investment and merely retain a
menagerie.

That said, there are a number of things that 2ZSL can and should do
and I was particularly pleased to see the following, very positive
proposals in their business plan:

they undertake to make significant cost reductions in the
operational costs of Whipsnade and Regents Park by reductions
in staff, biomass and rationalised exhibits

there 1s a sensible step-by-step programme of replacing
unattractive and high-maintenance-cost enclosures with modern
presentations

there is already some evidence of the society's awareness of
better marketing with a sensible pricing structure, discussions
with tour operatiors and the launch of Friends of the Zoo.




they have already increased the subscription rate for Fellows by
the maximum amount permitted under their by-laws and scrapped the
loss-making members' restaurant.

they have prepared a proper balance sheet, reviewed their
existing assets and will sell freehold property in Yorkshire no
longer required

they propose to develop, on profitable lines, their consultancy
services for overseas zoos

the minor cost centres (publishing, library, education and
learned society activities) will all be rationalised and put on a
proper accounting footing so that loss-making activities can he
identified and ceased. Already they have negotiated markedly
better terms with a new publisher.

We cannot yet finally assess the importance of the contribution the
Institute makes in the context of British science generally. That will
have to await the outcome of the review I have put in hand under the
auspices of the Advisory Board for the Research Councils next year. I
am grateful to them for their assistance. I have proposed, and the
Society agree, that the Institute's core funding should be frozen
until that study is available. This will not inhibit them from
competing for research grants in the usual way. The plan therefore
focusses, rightly, on the scope for change at Regent's Park and
Whipsnade. The need here is to be as commercial as possible,
commensurate with the Society's overall objectives. The Society
forecast a 25% real increase in income over 5 years and a 5% real
reduction in expenditure excluding backlog maintenance. This is over
and above the reductions they have already achieved. These are
challenging targets. I am confident that they will achieve their
expenditure figures, though I shall ask them to test the
competitiveness of their direct labour organisation by competitive
tendering. Revenue is more difficult. The key to the Society's view is
a sustained capital programme designed to attract new visitors. We
shall need to monitor carefully how far they can raise capital from
the private sector and the effect of new exhibits on visitor numbers.,
And I have reservations about the quality of marketing expertise
available to them. I shall press for a strengthening of the Management
Committee to cover this.

' I propose therefore a package of support made up as follows. I
envisage an annual revenue grant of £2m for 1984/85 and the 2
following years, subject to adjustment following the Institute

review. In addition this year a special grant of £lm will be made to
help pay off their overdraft, clearing the burden of debt charges and
enabling them to start with a clean sheet. The Society has undertaken
to pay off the rest. I shall make an initial pump-priming grant of £1m
in 1985/86 towards their capital works programme to encourage private
sector sponsors. In future years I shall match the capital they raise
from the private sector £ for £ up to a ceiling of £3/4m a year. These
figures are in cost terms and will not be adjusted for inflation. I
shall review the level of grant after 3 years in the light of




developments, but recognising that longer-term support will be
required. The grants will be subject to controls on staffing, pay,
borrowing and capital expenditure to be incorporated in a financial
memorandum to be agreed with Treasury. I shall also require to approve
the Society's auditors and will insist that the present firm is
changed. We shall find these amounts from withinour public expenditure
provision. I am not however proposing to give ZSL everything John
Peyton demanded. His wish is for a 5 year settlement. I shall
emphasise to him the need to take account of public expenditure

planning horizons and the unrealism of relying on long-term revenue
projections.

I should be grateful for your agreement to my proceeding on this
basis.

I am sending copies of this letter to the Prime Minister, the Lord
President, the Secretary of State for Education and Science, the
Secretary of State for Scotland, the Secretary of State for Wales, the
Lord Privy Seal, the Secretary of State for Trade and Industry and the
Chief Whip, and to Sir Robert Armstrong.

P

e -
- .

WILLIAM WALDEGRAVE

The Rt Hon Peter Rees QC MP







A
I

LO

ml
I'n

o o

Z ot
< 0O O

5
ok

(e ite] '(D (D rvll

MDON Z00

ank vyo
only

Fh
(0]
=

(o]
® O O

0
200 ©

(o TR V]

<0

13

2l
O H O MBD3I MDA
@1 (@I =Ny (o) =8

=)
Q0w o0 oo

NONGT

3
T

(ARl R ’

=2
£ ''m
Q,— Fh S =5 D O
U

3

omos e R
0 o O

—

»

Q
£ o

(@2

Fhoy T
0O kh

L -
D 0

£ M

= £ O
(i M = (= e

<
(3]
n -
-
L]
®
Q-

® DO U W

S

,4
0, 1O = A0
H-he =0 O O Y

(@]

T

=)

ir Keith Joseph Bt MP

a

<

=)
DL
QD 0
~ 0
M

= ©

@D O 0
(€7}

jov}

SwWQ »m O @ O I\
o D

)4‘.< = (N
@

oo

o

(D (M (D
(o))
J— H K

2fH0)]
= it
Fh3 0 D

(e}

L
Q@ QL e o
o7}

n

(¢)]
ot

ini
and t

K O
B3}

(@)

M

H

(@)

2 MARSHAM STREET

LONDON SW1P SEB

d and

L O Fho O O th

[nd

3 O

b

SHRNEN G
= =

(")
—

U~

i

Un >
=

vl







TARY_OF 55>
'///—w,; e SCOTTISH OFFICE

\ WHITEHALL, LONDON SWIA 2AU

The Rt Hon Viscount Whitelaw CH MC

Lord President of the Council

Privy Council Office

68 Whtehall

LONDON :
SW1 ) July 1984

Por bt (Foer

ZOOLOGICAL SOCIETY OF LONDON

This is merely to record that 1l agreed in the margins of the Cabinet meeting
on 26 July that the Secretary of State for the Environment should proceed with
a statement about London Zoo, about which he has written to you also on

26 July.

/

While 1 am content that a statement should be made 1 remain concerned that in
our haste to react to what 1l know was a pressing problem, we have not clearly
established that London Zoo is in a uniquely bad financial state nor set out
clear criteria against which requests for help from other zoos will be judged.
This means we must recognise that the statement is bound to lead to increased
pressures for central government assistance from other zoos. 1 was, therefore,
grateful for the Chief Secretary's assurance that if representations were
received from Edinburgh Zoo as a result of our decision to provide long term
grant to London Zoo, they would be given sympathetic consideration, provided,
of course, that any other Zoo could show that it was in a similar parlous
state.

1 am sending copies of this letter to the Prime Minister, members of the H Committee,
the Secretary of State for Trade and Industry and to Sir Robert Armstrong.

(0¥ ]

by the Secretary of State
d in his absence
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30 July 1984

lealbd, ™

ZOOLOGICAL SOCIETY OF LONDON

7

Thank you for your letter of 26 July proposing an announcement
in principle about financial help for the Zoo. I understand
that following your discussion with them and with John Peyton,
Peter Rees and George Younger have accepted the need for

an announcement of this kind. Nicholas Ridley objects in
principle, however, and Arthur Cockfield felt there should
have been more supporting information. Nevertheless, given
the constraints of time and the unique stature of London

Zoo, I agree that the announcement should go ahead.

You will of course recall that Keith Joseph was anxious that
nothing should be said now about the possibility of DES funding
the Institute of Zoology's activities. More generally, George
Younger pointed to the case which other zoos might well advance
for financial help. I realise that Peter Rees can give no
commitment about them, but I think that for defensive purposes
alone it would be helpful if the three of you could consider
whether there are any general principles which could usefully
be linked to this decision. You also mentioned that legislation
would be necessary. I am not sure what you have in mind

as a suitable legislative vehicle - there is nothing obvious

in next Session's programme - but assume that this can wait
longer if necessary. I should be grateful if you could come

to QL Committee with firm proposals as and when you are ready.

I am sending copies of this letter to the Prime Minister,
the members of H Committee, the Secretary of State for Trade

and Industry, First Parliamentary Counsel, and to Sir Robert
Armstrong.

The Rt Hon Patrick Jenk;Q_ME,/~”'
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Lord President of the Council

Privy Council Office

68 Whitehall
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ZOOLOGICAL SOCIETY OF LONDON

I have been following the correspondence on this subject
with interest and have today seen Patrick Jenkin's letter to

you of 26 July.

I have to say that I share George Younger's reservations
and I am afraid that Patrick's latest letter has not
convinced me that other zoos will regard the position of
London Zoo as "virtually unique". Permanent arrangements
for support to London Zoo will, in my view, open the door
to demands for support from many others.

Where I differ from George is that rather than seeking
to establish criteria, however tough, for assistance to
zoos generally, I would question whether Government ought
to be supporting zoos with taxpayers' money at all, We are
trying to discourage the idea that the Government can provide
financial rescues without limit and I cannot see that zoos -
even London Zoo - are a sufficiently compelling case to depart
from this general principle. Also, we are trying to save
money.,




I am copying this letter to the Prime Minister, to

members of H Committee, the Secretary of State for Trade

and Industry, and to Sir Robert Armstrong.
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Treasury Chambers, Parliament Street, SWIP 3AG

Rt Hon Patrick Jenkin MP Vers
Secretary of State for the Environment wie(t -
Department of the Environment 1(r
2 Marsham Street

LONDON

SW1P 3EB 24 July 1984

P %{/Mk

ZOOLOGICAL SOCIETY OF LONDON

Thank you for copying to me your letter of 13- July to Leon
Brittan about the Government's future financial support for
the London Zoo.

As I said in my letter of 6 July, I am disappointed that there
appears to be no prospect of the Zoo becoming financially
viable in the foreseeable future.

Provided colleagues are content, I would not, in principle,
oppose extending financial support beyond 1985-86, and, perhaps,
altering the present revenue grant arrangements within the
government accounting proprieties but at this stage it is
far from clear what is required. We must have a proper Business
Plan from the Zoo management to give us a sound basis on which
to make judgements about the need for, and nature of, Government
support. In my view it would be premature to make an
announcement before the Z2oo have produced a plan on these
lines.

I am copying this to the Prime Minister, to members of H
Committee, the Secretary of State for Trade and Industry,
and to Sir Robert Armstrong.

M wew,







23 July 1984

e
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ZOOLOGICAL SOCIETY OF LONDON
I have seen Patrick Jenkin's letter of 13 July on this to Leon Brittan.

It seems to me to be a little odd that we are asked to take a decision
on this without any supporting evidence. But possibly it was circulated
some time ago before I joined H Committee.

I am sending copies of this letter to the Prime Minister, the Secretary
of State for Trade and Industry, the members of H Committee and
Sir Robert Armstrong.

COCKFIELD

The Rt Hon Viscount Whitelaw CH MC
Lord President of the Council
Privy Council Office

Whitehall

London SW1







AR OF
> “\U\“K
e 2. Ve

&t £ SCOTTISH OFFICE
.%* = WHITEHALL, LONDON SWI1A 2AU

B0

K.'»Fqn’:. . A
DIy g
o PEE
or xu;rL'»‘“O

The Rt Hon Patrick Jenkin MP

Secretary of State for the Environment

2 Marsham Street

LONDON SWI1P 3EB 19 July 1984

Nees Pitile,

ZOOLOGICAL SOCIETY OF LONDON
Thank you for sending me a copy of your letter to Leon Brittan of 13 July.

I understand the pressures on you to increase and make permanent the
assistance which the Government has given to the Zoological Society of London
over the last few years. I do not believe however that you should take this step
unless we can first agree on the need to establish general criteria governing the
payment of financial assistance to zoos. I am already under persistent pressure
to provide financial assistance to zoos in Scotland. For example, the Royal
Zoological Society of Scotland operate a well-managed zoo in Edinburgh with a
sound international reputation and a high content of scientific work. Like most
other zoos it finds it very difficult to raise sufficient revenue to cover its
considerable costs but so far I have successfully held the line that support for
zoos is a matter for local rather than central government and that the recent
central government assistance to London Zoo is temporary and for special
reasons. But if you put your support for London Zoo on a permanent basis it
will be impossible to hold this line. Scottish and English provincial zoos can
legitimately claim that a new principle has been established.

That is why we need to establish clear and tough criteria as a basis for the
payment of assistance to any zoo, including London. I dare say these may take
some time to work out - we would want to ensure that any assistance went only
to deserving cases which were also centres of excellence. Failure to establish a
coherent policy of this kind leaves us open to persistent pressure for support
from every zoo in the country.

I agree that consideration needs to be given at some stage to whether all the
proposed assistance should come direct from your Department (or mine if a zoo
in Scotland were to benefit) or whether some of it might come from a national
intermediary source such as one of the research councils. But I also agree with
Keith Joseph that it would be premature to mention this point at this stage.




.I note also what you say about the need for legislation. I may be able to cover
Scotland's needs by including a suitable clause in the National Heritage
(Scotland) Bill.

I am sending copies of this letter to the Prime Minister, to the Chairman and
members of H Committee, to the Secretary of State for Trade and Industry and

o e

to Sir Robert Armstrong.







DEPARTMENT OF EDUCATION AND SCIENCE
ELIZABETH HOUSE, YORK ROAD, LONDON SEI 7PH
TELEPHONE 01-928 9222
FROM THE SECRETARY OF STATE

Rt Hon Patrick Jenkin MP

Secretary of State for the Environment

2 Marsham Street

LONDON SWIP 3EB [§& July 1984
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)OLOGICAL SOCIETY OF LONDC

Thank you for copying to me your lett
Brittan.

Your letter mentions the possibility of DES's funding
Institute of Zoology's core activities as an alternative
your Department's deing so. Our officials have agreed that
{ 1bility need not, and should not, be addressed until
any peer group review of the Institute's scientific

'k has been CCW[]IT ed. Hence I agree with your comment that
this stage this is a secondary issue. I would hope therefore
you can agree that any public announce you make 2
month should be silent about this pos dility. It would
premature to bring it into public debate yet

Subject to *hat POndlLLO“, I am content that you should finalise

measures for the Society' future, on the lines your letter
indicates, Jnd announce

Lo
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We have then to consider whether it is worthwhile trying to
save something less than the present structure. Clearly the
Society as a learned socilety can and must be self-supporting.
The work it does through its collections at Regent's Park and
Whipsnade and through the Institute of Zoology is a different
matter. Its importance nationally and internationally is not
in guestion. It is not just the keeping of animals, though
that is an important part; it involves basic research (well-
supported by the Research Councils) and the conservation of
endangered species. These tasks belong together; the animal
collections provide the basis for the scientific work carried
out at the Institute and in turn depend on it. Indeed, & modern
zoo 1s bound to have to justify itself more and more in terms
of conservation, as a sanctuary for endangered species and
a research base. It would be paradoxical to propose saving
only the old-fashioned concept of a collection of animal exhibits,
a menagerie. There is no case for HMG supporting a menagerie
in Regents Park while allowing the scientific and conservation
aspects of the Society's work to close. We would then simply
have set ourselves a precedent of subsidising zoos, with no
Justification 1n science.
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the collections and the Institute under
the Society, we need to consider the extent of our support.
The minimum option would be to continue with deficit financing
beyond the present deadline. This could be the worst of all
worlds. The Zoo's facilities would continue to decline, with
& continuing effect on attendances. Private money would
easily be secured if there was continuing uncertainty.

not

We would
incur the political penalties without the benefits. If we are

to keep the zoo and the Institute in business we need to fund
its activities properly, in exchange for modern marketineg and
management. Effectively we went to 'relaunch' the zoo, aﬁd

weuld get considerable credit for so doing. The Society has
alreacy begun the necessary internal measures. They are reducing




the size of the collection and the manpower it reguires to

look after it. There are plans to reorganise Whipsnade to reduce
outgoings. Marketing is being improved and this should help
revenue. But there i1s a heavy and increasing burden of maintenance
that has not been carried out and there is a need for a sustained
programme of capital investment. The intention would be to

have a phased series of new developments to halt the present
decline in facilities, cut running costs and provide a series

of new attractions designed to draw visitors.

William Waldegrave has discussed the options in detail with
John Peyton, Gregor Henderson and their people. He thinks,

and I agree, that a package on the following lines would secure
the future of the Society and its work:

1. a grant or interest free loan to the Socie

to pay off their overdraft. This is currently
would clear the remainder by realising the securi
held by their general fund;

1i. an annual negotiated revenue grant subject to review
in the light of developments but implying a commitment

to continued support. The grant for 1984/85 and 1985/86
would be fixed at E£2m; this wi be cash-limited but ZSL
would be free to retain any uses to transfer to their
capital account;

an initial
followed by g
for pound basis

rivate sector.

would be subject to our acr
i inter alia cost reducti
accounting (3
gement accounting system
and & peer group 1ew scientific
for 1 whether the

Legislation will be necessary if are to continue funding

the Society on a semi-permanent basis. The Environment Select

Committee in their report on the main 1984/85 Estimates criticised
continuing temporary support on the authority of the

riation Act alone. A single clause should b
and could be included in a suitable

Treasurer, has advised the Zoo Council that
ontinue trading on the basis of the present
uer support. It is therefore I believe of some
try and reach an agreement with the Society
month. Subject to the views of colleagues
finalise and publicly announce agreed measures




for the Society's future. I already have PES resources for
the amounts proposed for 1984/85 and 1985/86. The resources
needed for later years will fall to be considered in the usual
way in the PES process. Can I take it therefore that unless
I hear to the contrary by 18 July, I may proceed as I suggest?

.~ am copylng this letter to the Prime Minister, to members
S of H Committee, the Secretary of State for Trade and Industry,
and to Sir Robert Armstrong.
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PATRICK JENKIN







Treasury Chambers, Parliament Street, SWIP 3AC

Rt Hon Patrick Jenkin MP

Secretary of State for the Environment

Department of the Environment

2 Marsham Street

LONDON

SW1P 3EB 4 guly 1984
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LONDON ZOO

Thank you for your letter of 27 June about the London Zoo.

It is disappointing to learn that the new Zoo management have
concluded that there is no prospect of returning to viability
by March 1986, as envisaged in last December's agreement.
I very much hope that William Waldegrave will have probed
this closely at his meeting last Tuesday, and, equally
important, their plans for making the Zoo a tauter and more
efficient organisation. As you say, at the very least there
has to be a soundly based Business Plan covering all the Zoo's
operations, and particularly the running of the collections
at Regent's Park and Whipsnade.

When we have William Waldegrave's report on the outcome of
his discussions, we can then consider how best to take this
forward, with the aim of reaching a decision on the question
of future Government support for the Zoo before the end of
July.

I am copying this Jletter to the Prime Minister, Willie
Whitelaw, Keith Joseph, John Wakeham and Robert Armstrong.
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DEPARTMENT OF EDUCATION AND SCIENCE

ELIZABETH HOUSE, YORK ROAD, LONDON SE1 7PH
FTELEPHONE 01-928 9222

FROM THE SECRETARY OF STATI

2

3 July 1984

ﬂﬁ),\—( ‘ﬁM
LONDON ZO00O
Thank you for copying to me your letter of 27 June to Peter
that William Waldegrave is due to meet Sir William
son, John Peyton and Mr Boyer on 3 July for a preliminary

discussion of the main issues. With that meeting in mind,
right just to sound a note of warning.

HWQ

etter correctly reports my officials as having indicated
1ey would be prepared to put to the Advisory Board for the

rch Councils proposition that the Board itself, or
altarndv1VDl/ the Research Councils most directly involved in
supporting the Institute of Zoology, might mount a peer review of
the Institute to advise on the quality and value for money to its
work, in scientific terms.

I cannot of course predict how the Board would react to such a
proposition. The Institute's work would appear to lie largely
outside the field covered by the Research Councils, each of whom
1s constrained by its Charter. In so far as its work lies within
their fields, it already receives grant support from the Councils
concerned (the Agricultural and Food and the Medical Research
Councils), as your letter recognises. I would not therefore wish
William Waldegrave to give Sir William Henderson and his
colleagues any impression that, if they themselves are willing
for such a review to happen, it is a foregone conclusion that
ABRC, or one or more Research Councils, will sponsor it.

/I do not

Rt Hon Patrick Jenkin MP

Secretary of State for the Environment
2 Marsham Street

LONDON SW1P 3EB




But I think it would be a
to seek the ABRC's assistance
you, William Waldegrave, other
officials as being synonymous

I do not wish to make too much of this.
pity if my official's willingness
in this matter were to be read by
recipients of this letter or your
with the Board's accepting the remit.

hearing further
he dis
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PRIME MINISTER
v

London Zoo

There is no need to read the attached
very long letter from the Environment
Secretary to the Chief Secretary about
London Zoo. In sum, the deal reached with

the previous Zoo management has broken down,

and the new board are looking for more

substantial Exchequer support.

The new Honorary Treasurer is
Lord Peyton. He is said to be seeking a

meeting with you to discuss the Zoo's

finances, although we have had no such

request as yet.

-

Dug

DAVID BARCLAY
28 June, 1984
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LONDON ZOO

The fragile agreement reached with the Zoologic
of London last December to give them temporary
is coming unstueck.

1986, on
endeavours
that time. As part of the agreement
new Management Committee and a new
more commercial approach. And subsequently
stood down from the Presidency to I replaced
by Sir William Henderson.

The v team - Henderson,

and Mr Boyer, (the new
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the previous management in producing information on this,

and my officials and yours have now been able to obtain detailed

costings on the 6 main component parts of the Zoo, in a way
should make detailed discussion much easier. The six

parts are:

The Regent's Park Collection
ii. The Whipsnade Collection

ed at Regent's Park,

1ii. The Institute of Zoology - based
iding veterinary services

doing scientific research and prowv
fox ithe ceolliection

Society.
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I The losses here are much larger
proportiona .6m on expenditure of £1.3m), and
the attenda much lower. Closure and disposal
is therefore obvi ity. But 1t would not
realise more f £2n that; d the Zoo will argue
that Whipsnade of their operation
and provides essenti support their scientific,
conservation and breeding work. shall need to explor
the options carefully here. A forced disposal of Whips
would undoubtedly improve the commercial position of
the Zoo, but the loss in political and conservation terms
might be considerable.
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by Research Council grants. The remaining £0.8m of core
financing is meant to be provided by profits from the
collection, but is effectively being provided by Government
subsidy at present. Within DOE we have no way of assessing
at present whether the scientific work of the Institute

is of a calibre deserving of Government core financing.

Our proposal therefore would be that we should seek a
thorough peer-group review within the next 6 months by

a small group of scientists eminent in the field who

could advise us on the scientific merits and value for
money of the Institute's work. DES officials have helpfully
indicated that they would be willing to seek assistance

ria the Advisory Board for the Research Councils in setting
up such a review, and subject to Keith Joseph's wview,

to whom I am copying, that would seem to me the right

way to proceed.
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The second option therefore is to accept that the Zoo has
effectively the status of a national institute, with werld-wide
standing in the biological and conservation field, which makes
it a legitimate object of Government support. The problem

11 be how to drive a good bargain in this negotiation. It
is clear from John Peyton's letter and contacts that the Zoo




will start with a high bid, and will stoutly resist Government
encroachment on their managerial freedom. But for our part

we must clearly insist on a ceiling of any Exchequer support,
and on a proper degree of control over the disbursement of
public money. We shall have to work towards a satisfactory
package with suitable safeguards and conditions on our side.

I see the primary conditions we should insist on as being
the following:

i. The Zoo must produce a soundly-based Business Plan
covering all the main parts of their operation and
particularly the running of the two collections. We shall
need to be satisfied that they are taking all reasonable
steps to control costs (though I would probably not I
think at this stage want to push for significant reductions
in the numbers of animals) and to generate revenue by
better marketing. It has been put to me by an expert
who has advised major zoos in America
philosophy surrounding the public pr
London and Whipsnade collections is
Experience overseas has shown that w

and attractive presentation of animals

to attract huge crowds. So , I am
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management 1s very resistent to advice
I believe we must press the Zoo very
shouid also want realistic estimates of
their maintenance backlog which con
assessed by our own professionals.
proper appraisal and control of
of new capital development.
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On she scientific work at the Institute we should
agree the peer-group review suggested above,
the future scale of the work of the Institute
of the review.

iii. The ancillary education, publication, library and
learned society functions should be managed so that they
at least pay their way, taking account of membership
subscriptions.

Apart from the financial terms we shall need to consider

constitutional questions. The Zoo is a non-profit-making body
stablished by Royal Charter, wholly owned by its members.

We shall need to consider whether it is a proper recipient

of Government money on a permanent basis.

e sibility would be for us to legislate to displace the
res Zoological Society as managers of the collections

e Recent'c Park and Whipsnade and to replace them with an
ppointed grant-in-aid body more directly accountable to us




and to Parliament. I am not however attracted by this option.

It would be highly controversial with the Zoo and their
supporters, and I have no confidence that we should be able

to find a management team more capable of running the collections
efficiently than the present operators. Moreover to bring

them completely under the Government aegis would restrict

their chances of securing private support for the capital

works they much need at present.

I think therefore we must reckon to leave the present Society
in charge, but to seek a deal with them that will ensure that
they pursue efficiency and plan on a basis we can accept,
and that the Government support is directed to objectives
we endorse. (Government grants to the universities through
the UGC may be one possible model in this context). The essential
obtain a realistic business plan from the
the prospects and needs of each part of the
basis of which we can agree annually an
of Government funding. We shall also need
any Government support is not seen in any way
ising the members of the Zoological Society.
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I will write to you again after the discussion on 3 July when

deteils are becoming clearer. Meanwhile I should be grateful

for any comments from you and from colleagues to whom I am
copying. Possibly it would be useful to book a slot for an

H Committee discussion sometime in the first half of July

if there are issues here which colleagues think need collective
consideration. It is clearly essential that we reach a decision
in principle on the question of continuing Government support
for the 2Zoo before the end of July in view of their current
concern about their solvency. And if possible it would be
desirable to have our lines straight for us to announce in

the Commons in the week beginning 16 July when the Environment
COmmittee report on our Estimates is to be debated, though




this will of course depend on the progress of our negotiations.

I am copyling this letter to the Prime Minister, William Whitelaw,
Reith Joseph, John Biffen, John Wakeham and Robert Armstrong.

Rt Hon Peter Re
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Thank you for your letter of 15 June reporting the Councils
conclusion that the Zoological Society of London would be obliged
to cease trading, and plan for closure if no prospect of continued
Government support emerges at the meeting on 3 July.
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hope the meeting can go on
We shall need to know

the Government were unable
Would the whele Society
any way of operating on

Secondly, we should need to consider what 1 be achieved
with different levels of any Government Si EC. Whaleh parts
of the operation would benefit from any su ‘ could
this best be provided and controlled?

Thirdly, we should need to consider con
If we were to contemplate any long-term Go
the Zoo legislation would be needed to give
purpose, and to ensure that the public money
1 di to the objects which Government had
of the Society itself might also nee
this context.

Clearly it is important to reach an early conclusion on
matters. I would hope we can work towards an agreement
on what should be done before the end of July.
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PATRICK JENKIN

The Lord Peyton




LONDON Z0O

SOME QUESTIONS ABOUT THE COSTS OF THE DIFFERENT OPERATIONS

Lo Regent's Park Collection

1. How much could the costs be reduced eg. by reducing
the number of animals or by other measures? How much
have they already been reduced over the past 5 years?

ii. What proposals does the Zoo ha
revenue by improved marketing?

is the minimum programme for cpaital work

What

the next 5 years:
existing buildings;

worn-out buildings and provide modest
that could draw on a 5% rate of return

d
new gate revenue?

i. How much could costs be rediced by reducing number
hey already

of animals or by other means? How much have

been reduced?

1i. What proposals does the Zoo have for increasing
revenue by improved marketing? Could
eg on breeding?

it do more on exploring

commercial opportunities,

1ii. What is the minimum programme for capital
over the next 5 years




by generating a new gate revenue?
iv. Alternatively, what could the Zoo realise by closing
Whipsnade and disposing of it? What closure costs would

there be? What damage to the Regent's Park collection

would result? How far could Regent's Park buy in whatever

Whipsnade provides from other sources?

Institute of Zoology

he sicentific objectives of the Institute?

obtain more grants from other

money, in

future core financing
iv. To what extent does the scientific work of
depend upon access to the collections?
Education

1. Can it be agreed that this activity should as a minimum

pay 1ts way (including a full contribution to overheads?)
ii. Could it reasonably generate any profit to the Zoo?

Publications and Library

1. How much could costs be reduced by reducing numbers

or frequency of publications, trimming production costs,

reducing library purchases, and numbers of librarians?




How far could prices for publications be increased?

there any reason why Government should support
the Society's activities? Why should it

so as to pay its way?

£

the Zoo have for

the Government
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President: Sir William Henderson, F.R.S.

The Zoological Society of London

Treasurer
The Rt. Hon. Lord Peyton of Yeovil

Regent's Park

CONFIDENTTIAL London NW14RY
Tel: 01-722 3333

15th June 1984
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At their meetings on Wednesday, 13th June, the Management

Committee and the Council gave careful consideration to the position of
the Zoological Society of London in the light of your letter to
Sir William Henderson of the 29th May.

They concluded that in the absence of continued Government
the Society would be insolvent and would be obliged to cease
forthwith. They also concluded that it would be wrong to

continue to eke out an existence on a hand to mouth basis of deficit
financing; the Society's position could not improve and would continue

to deteriorate.

I thought it right that I should tell you of these conclusions
TIOW. It is clear to me that if neither a settlement nor a clear prospect
of one emerges at the meeting on the 3rd July, we would have no option but
to plan for closure. We feel in such circumstarices that it would be
right that we should give due warning to your colleagues of the serious

position which had been reached.

%m o
i

P.S. In fact I saw Willie Whitelaw today and thought it right to mention

the matter to him.

The Rt. Hon. Patrick Jenkin, M.P.
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Hon Patrick Jenkin MP
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LONDON Z0O

Thank you for your letter of 15 December.

I have considerable misgivings - there is a real risk that the
Zoo will become a permanent pensioner. However, I accept that
we are not likely to be able to get a better undertaking from
them and, given all the background, I am content for you to make
an appesntment in the terms proposed.

aANovnemenl
It will be vital to ensure that we hang on to the eclear objective
of the Zoo's operating without further Government support from
April 1986. I am sure that you should leave them in no doubt
about our views on that. I have asked my officials to keep in
touch with yours on developments.

Copies of this go to recipients of yours.

\Q“, Lnu}qb

T G

d.r PETER REES
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10 DOWNING STREET

From the Private Secretary
16 December, 1983.

London Zoo

The Prime Minister has seen a copy of
your Secretary of State's letter of 15 December
to the Chief Secretary about the London Zoo.

The Prime Minister is content for your
Secretary of State to proceed with his announcement
in the terms proposed.

David Barclay

John Ballard, Esq.,
Department of the Environment.
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I am glad to be able to tell you that we have now reached
agreement with the Zoo about the basis on which future funding
can be given, and on the form of a joint announcement. A copy of
Solly Zuckerman's letter is attached.

The announcement, which has already been agreed by our of fieials,
recognises the aim of freeing the Zoo of Exchequer support

by March 1986 and places an obligation on the President and
Council to use their best endeavours to secure this objective.

I believe this offers us a way forward with the prospect of
placing the Zoo on a sound financial footing, and during the
period of continuing grant my officials will be examining

the Zoo's progress closely.

I should say that negotiations with the Zoo have not been

easy. Initially, they felt that they could not give an undertaking
to strive towards an objective they did not believe was
attainable. It has only been with some reluctance, and on
refileection, that they have acceded to the terms offered to

them. Having done so, I am sure they will press forward to

achieve the target Government has set them, though they have

felt it necessary to emphasise to me that they cannot guarantee
that they will be able to return to full viability by March

1986.

I should mention two other moves that I believe will benefit
the Zoo. The first is the appointment of Mr J L Boyer as the
first Chief Executive: he will take up his post on 1 January
and we will be seeking an early meeting with him. The second
is my intention to take up the places which are available

to Government nominees on the Zoo's Council, which have hitherto
remained vacant. These nominees will sit on the Board of
Management and they will be assisted by one of my officials
who will attend meetings as an observer. In addition to these
steps, my officials will be in discussion with yours on the
drafting of a Financial Memorandum which will be in force

for the duration of the grant period.

I would be glad if you would signify your agreement to the




terms of the announcement by Monday so that a statement to
Parliament can be made in advance of the recess. I am also
copying this letter to the Prime Minister with a similar request
for agreement. Additional copies go to Norman Tebbit, to Keith
Joseph and to Sir Robert Armstrong.

Yo oA
TRAA

PATRICK JENKIN

oot by S Seedsy Jx\\zt

Py @ .ns'»d ~ L alSeence

The Rt Hon Peter Rees QC MP
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PARLTAMENTARY QUILST TON

To-ask the Seeretary of Stale for the Environment if he sy L
make a statemant about financial support for the Zoological
Society of London.

DRAFT ANSWER

I have considered the Operational Plan prepared by the Society
earlier this year. It S elleai (What Rk WA e a e e time
before the Socicly can dispense with Government support . The
Government has accordingly agreed to provide further financial
support for up to three years, ending on 31 March 1986. The
President andg Council of the Society have given an assurance

of their best endeavours to develop their plans during this
period with the objective of reducing their operating deficit
and operating without further Government revenue support beyond
31 March 1986.

For the current financial yieair, Parliamontary approval for
dRgranitSeoft NupitoMeol om to cover the prospective deficit

this year's operation will be sought in a Supplementary Estimate
on the Central Environmental Services etc Vote (Class VIII 
Vote 2). Pending that approval, the expenditure will be met

45 necessary by repayable advances from the Contingencies

Fund.

The Cash Limit for Class VAT, Wieiee 20 wal Ll accordingly be
increased by £2m from £861,/71012,10100) o £118,702,000. This increase

is being met from within my Department's existing public expenditure
survey provision and will not therefore add to the planned

total of public expenditure.

For 1984/85 Provision will be sought in the Main Supply Estimates.







10 DOWNING STREET

From the Private Secretary 4 November, 1983

D T,

Thank you for your letter of 3 November
to Andrew Turnbull about London Zoo.

The Prime Minister is content with your
Secretary of State's draft announcement,
subject to the views of colleagues.

I am sending copies of this to the
recipients of yours.

\/M e,\;w'

N

DAVID BARCLAY

J. Ballard, Esq.,
Department of the Environment
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The Prime Minister asked to see the terms of an announcement
about future funding for the London Zoo. The attached draft
has been agreed with officials at Treasury and substantially
follows the terms of a statement sent to us by the Chief
Secretary.

I should be glad to know if the Prime Minister is content
with what my Secretary of State proposes to say. We would

be aiming to make this announcement on 9 November to coincide
with the next meeting of the Zoo's Council.

I am copying this letter to the Private Secretaries of the
Chief Secretary and the Secretary of STate for Education
and Science and for Trade and Industry and to Sir Robert
Armstrong.

Yo s
M

JOHN BALLARD
Private Secretary

Andrew Turnbull Esqg




DRAFT PARLIAMENTARY QUESTION

To ask the Secretary of State for the Environment if he will
make a statement about financial support for the Zoological

Society of London.
DRAFT ANSWER

"I have considered the Operational Plan prepared by the Society
earlier this year. It is clear that it will be a little time
before the Society can dispense with Government support.

The Government has accordingly agreed to provide further

financial support for up to three years, ending on 31 March
——

1986. During this period the Society will be expected to
develop its plans and to demonstrate how it will operate

without further government revenue support beyond that date.

For the current financial year, Parliamentary approval for

a grant of up to £2.0m to cover the prospective deficit in

this year's operation will be sought in a Supplementary Estimate
for the Central Environmental Services etc Vote (Class VIII,
Vote 2). Pending that approval, the expenditure will be met

as necessary by repayable advances from the Contingencies

Fund.

—

the cash limit for Class VIII, Vote 2, Central Environmental
Services will accordingly be increased by £2m from £116,702,000
to £118,702,000. This increase is being met from within my
Department's existing public expenditure survey provision

and will not therefore add to the planned total of public

expenditure.

For 1984/85 provision will be sought in the Main Supply

Estimates.
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LONDON Z0O

Thank you for your letter of 19-August, in which you sought further
financial support for the Zoo.

As you are aware, I want to minimise the call on public funds.
However, I recognise that to withdraw all assistance to the

Zoo would be politically and presentationally unacceptable. I
therefore agree, somewhat reluctantly, that financial support to the
Zoo should be extended as suggested to cover the next three years,
subject to the conditions which you mention. I note that if the money
is required in advance of Parliamentary approval to a Winter
Supplementary Estimate, you will be putting forward the case for a
repayable advance from the Contingencies Fund as in earlier years.

As regards the basis for this support, I agree with you that,
although a new service for the purpose of supply, we should continue
to rely upon the Appropriation Act, since legislation could give
completely the wrong signal about our long term intentions.
Nevertheless I believe that it is right to inform Parliament and

I understand that your officials have drafted and are clearing with
mine a PQ for this purpose. I believe that that should make as
clear as possible that our obligations to the Zoo will be very
strictly limited in both quantum and duration.

I am copying this letter to recipients of yours.
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DRAFT PO
To ask the Secretary of State for the Environment if he will make a

statement about financial support for the Zoological Societly of London.
DRAFT ANSWER
I have considered the Operational Plan prepared by the Sociely earlier

this year. It is clear that it will be a little time before the Society

can return to financial viability. The Government has accordingly

agreed to provide further financial support for up to three years

during which period the Society will be expected to develop its plans
and to demonstrate how it will achieve viability without further

government support.

For the current financial year, Parliamentary approval for a grant of
up to £2.0M will be sought in a Supplement ary Estimate for the Central
Environmental Services etc Vote (Class VIII, Vote 2). Pending that
approval, the expenditure will be met as necessary by repayable

advances from the ébntingencies F;nd.

The cash limit for Class VIII, Vote 2, Central Enviroumental Services
will accordingly be increased by £2,000,000 from £116,702,000 to
£118,702,000. This increase is being met from within my department!'s
existing public expenditure survey provision and will not therefore

add to the planned total of public expenditure.
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I am satisfied that they will be committed to introducing
more positive and business-like management, with the day
to day conduct of affairs delegated to the Board and the
Chief Executive 1in the proper way. I believe that under
this regime the defects in the Finance Department will be
overcome, and that we will also see an end to the problems
which have arisen through the animal collections, the
Research Institute and the Learned Society being run as a
single entity rather than as 3 distinct cost centres. Once
the change in the Presidency is assured Patrick Jenkin Proposes
to exercise his right to nominate 3 members of the Management
Board: that he will want to consult you about .

The prospect of these changes makes me able to recommend
that we should provide financial support to keep the Zoo
afloat while the management and business operations are improved.
If you agree, I would 1like to inform the Treasurer of the
Zoo in confidence that suriject to our being satisfied that
the changes will be impl=mented, this Department will be
willing to extend financial stpport to the Zoo over the next
years. This support would be on condition that:

a. The Chief Executive p=z a business plan to be
submitted for Patrick Jenii proval, specifying the
steps to be taken by the S i y to acnieve financial
viability within a definec 1

b. Financial assistan
ig

ce curing the current year will be
estricted to revenue suppczt and will not exceed £2.5M.
c. The Society will take txrgent steps to appoint a new
Finance Officer.

d. The level of financial assistance for the years 1984/85
and 1985/86 will be based Ldon detailed annual budgets
prepared by the Society anc consistent with the approved
business plan.

e. Assistance towards capital investment to improve the
presentation of the collections will be considered in the
light of the business plan, but we will expect such assistance
to be on the basis of matching, pound for pound, contribu-
tions from non Government sources.

ccept that the resources -o provide thi assistance will

to be found from the cgreed DOE provisions. We

allowed £2i for this rcurpose in 1983/84, but pending

lamentary approval to &z Winter Supplementary Estimate,

shall probably need access to the Contingency Funa. i

also be necessary ‘ increase cash limit VIII 2
appropriately.




If this course 1is agreeable to you, our officials could meet
to agree precise figures for PESC purposes, and also to agree
the terms of a further Financial Memorandum for the Zoo.

In his letter of 29 April, Leon Brittan mentioned the guestion
of putting grant in aid to the Zoo on a sound legislative
footing, and the Select Committee on the Environment also
drew attention to this. We have relied hiterto on Appropriation
ACt powers, but we are now in the third year of this support
and envisage another 2 years as a minimum, and I agree with
the Select Committee that this is not satisfactory. On the
other hand, I would not wish to imply, by taking legislative
powers, an open ended commitment to support the Zoo. On
balance I prefer to continue to rely on the Approrei ation
Act while the new management settles in and the realism of
the business plan 1is tested. Should we then be convinced
that support will be required on & more continuing basis
we would need to legislate.

I am copying this letter <:to the Prime MilnisEer,
Ceecil Parkinson, to Keith Joseph and
Sir Robert Armstrong.

IAN GOW







Treasury Chambers, Parliament Street, SWIP 3AG

Rt Hon Tom King MP

Secretary of State

Department of the Environment

2 Marsham Street

London SW1P 3EB 29 April 1983

LONDON Z0O

Thank you for your 16°*er of 13 April about further financial
support for the London Zoo.

I was greatly disturbed to learn that Lord Gibson's study team
had been unable to comment on the Operational Plan. I had
believed that one of the study team's remits was to guide the
work of preparation of the plan by the ZSL. Unfortunately the
ODeratlonal Plan appears to have been mainly the work of the
itself, and that, I fear, is neflected din its quality.

In essence the Plan comprises a statement by the 5

of money it considers it needs to maintain the status quo (Plan

or to replace and to update its facilities (Plan . The Plan
fails to get to grips with the problem of how The Zoo's finances
might be improved. Apart from revealing the state of these
and (though clearly not intended) the poor c d' 2 its existing
management the Plan has achieved nothing; ; e has no progre
in resolving the Zoo's problems. Thus we h i ffeet lost
another year.

What is more, I have serious doubts about the financial analyses
contained in the report. I find it difficult to believe that
under Plan 1 revenue would improve as suggested. There is
evidence to support the projected increase in custom. It

me that under this "do nothing'" option the deficit would ren

at around §2 million a year. Plan 2 is equally worrying;

the increased number of customers is not adequately supporte

I find it disturbing that greater capital expenditure, which
expected to lead to an increase in visitors of 1 million a year,
should also result in a greater revenue deficit than Plan 1;

can only conclude that capital expenditure would be best avoided.

However, the document does at least Ein us a better idea of co
and we can now better discuss the difficult decision we face.




offer of further interim support while business plan is

|
worked out would I agree be unacceptable. If we are to assist
the Zoo it is far better that we face up to the problem now and
establish a proper plan rather than find ourselves presented with
rerun of the last year. I believe we have a choice of (i) committing
the exchequer to revenue support on the lines you propose; or
(ii) abandoning the Zoo with probable early bankruptcy and closure.

I am very reluctant to offer any further support. The influence
of the Zoo as a source of entertainment and education is much
diminished. To offer support now would remove the Zoo entirely
from the pressures of the market place. At a time when we are
striving to reduce public expenditure, to take on this new commit-
ment would be a step in the wrong direction.

However I recognise the difficulties of withholding assistance.

I am therefore prepared to agree to a package on the lines that you
have proposed on three conditions: that it is funded entirely

from within your existing PES provision, that adequate measures
are taken to minimise the burden on the exchequer and that the ZSL
agrees to a new management structure and team and to take all
possible steps to reduce its costs and increase its revenue.

I place great importance on the changes to the governance and the
structure of management recommended by Lord Gibson's team. The
council must not be allowed to stand in the way of any of these;
the change at the top th ve he discussed must take place.
matters will certainly nee are handling but they cannot be
avoided and all concerned mus 1 rstand that a price has to be
paid for securing the future of L] Zoo. The Zoo's new n
will have to produce a budget and action plan which take nothing
for granted; it will not be satisfactory for them to te the
" Operational Plan as a starting point. I am not satisf 5 lene
example, that has been for retaining Whipsnade. It
may be the Society's nly sl yle freehold asset, but neverthe-
less, it is aW:o onsi > liability; dits direct operating
losses exceedi th Re s Park by a factor of three.
Moreover, I snall >gul my officials to examine all the figures,
rigorously.

I have noted that you will be seeking formal agreement once you have
been able to establish the level of support you consider to be
desirable. In the meantime you should enter into no commitments

and I should be grateful if you would clear any announcements to
Parliament with me beforehand.

If you are content to proceed on this basis, I suggest that our
officials should get together to work out the details of the
conditions that should be imposed and the ground and issues to be
covered in the business plan. They will also need to consider

the question of how, in the interests of propriety and regularity,
it will be possible to provide for aid by specific legislation
rather than relying on the Appropriation Act.

I am copying this letter to the Prime Minister, to Arthur Cockfield,
to Keith Joseph and to Sir Robert Armstrong.

LEON BRITTAN
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the beginning of August, we agreed that the report of the study
team which had been looking at the Zoological Society of London
provided a sufficient basis for us to advance to a second stage
of work. This was to comprise the drafting by the Zoo of an
Operational Plan designed to cover the next few years and its
scrutiny by the study team. The study team were also independently
to make recommendations on the organisation and management structure
of the Society, andto report to me in the New Year.

LONDON Z00O

have now had a letter from Lord Gibson, explaining what he and
his colleagues have concluded; a copy is attached. His chief recom-
mendations are that the management of the two collections at
Regent's Park and Whipsnade should be put under the control of a
new Eoard of Management; and that a Chief Executive should be
appolnted to take charge of the %SL's affairs, supported by a new
Finance Oitficer. The team made To comment on the Operational Plan
(a”copy or which is also attached together with a summary). There
were three reasons for this. One was the late receipt of important
sections of the document and Lord Gibson's wish to keep to his time
schedule. Another was his view that he and his group lacked the

e to comment in depth. But the overriding reason was his

conviction that any Plan would need to be reviewed and endorsed by

new Chief Lve and his Board, and that the key to the future

in the effectiveness of what they would do rather than the e

produced C existing system.

felt that whilst these changes were being implemented some

continuing )uupn't should be given to the ZSL since it is
unlikely that it could otherwise av01d bankruptecy when the present
grant runs out at the end of the month. Having studied their report
and spoken to Lord Gibson I am sure that what the study team say is
right: in particular r'think I should endorse their remarks about
the rOtuntldn of Whips which remains the Society's only sizeable
freehold




What the study team did not say but what they have expressed privately
is that no change of any significant kind would be possible until
Lord Zuckerman steps down as President of the ZSL. It is clear that
he 1s the major inhibiting factor to any change in the Society and
from my discussions with him it seems that he considers the zoo
should henceforward be a permanent recipient of government grant.
I am convinced that if the Zoo is to attract candidates of the right
calibre for its senior posts - both as honorary officers and salaried
officials - a way must be found for Lord Zuckerman to stand down and
eave the direction of the management to others. But, with his
long and in many ways, entirely admirable record of service to the
Zoo this must all be achieved with tact and sensitivity.

I think that, with the above proviso, the study team's proposals
provide a way forward. We cannot as yet be sure that the zZSL will
achieve viability, but if we are to run a middle course between the
options of outright nationalisation and the privatisation of the
collections (with doubtless government support in some form
continuing for the Institute of Zoology and perhaps even the learned
society as well) then the study team's package of measures present
the best course. For their part the ZSL have made it clear in a
recent letter that they accept the study team's contention that

the commercial management of the collections at Regent's Park and
Whipsnade is a matter which should be delegated to a small
specialist sub-committee of Council (they consider that the exact
formula in Lord Gibson's letter is incompatible with their Charter
but they will certe ly fellow the spirit of this proposal). Their
committee will consist of a number of Fellows with proven experience
in business, as well as representatives of government and certain
senior management officials; and I would certainly endorse the

study team's recommendation that so long as any exchequer grant
existed the membership of this committee should be approved by
government. The idea would be that while the-committee must formally
be answerable to the Council it should in fact have substantial
delegated powers, Lord Zuckerman has told me that he is already
putting in hand the foundation of such a committee, and that he is
also beginning the search for a Chief Executive.

This brings me to the question of finance. In their Operational
Plan the Zoo analysed two possible approaches for the next 3 Yi€EQE S,
Plan 1 is a minimal plan under which the Zoo would just tick ovet
more or less on present lines, though with a very marginal

increase in marketing and advertising. Plan 2 is a more ambitious
plan under which the Zoo wculd undertake a certain amount of capital
investment to replace or refurbish some of the shabbier buildings
and to develop a few new attractions. The Zoo believe that this Plan
would begin to attract back some of the lost visitors and might
begin to pave the way for longer term viability although it would

be more expensive in the short run.




matters with the Council members and some of the senior staff that
it would not be sensible to try to screw the Zoo down to Plan 1.
This would be a recipe for continued decay and demoralisation.
Some of the buildings are in a pcor way at the moment, and are
unattractive to the publiec. Most importantly the Zoo would have
little prospect of attracting the kind of dynamic Chief Executive
and Executive Committ members that it needs if it was clear that
the Government was determined to hold them on the tighest possible
shoestring and starve them of any capital investment.

I am myself convinced, having visited the Zoo, and discussed

Without necessarily going all the way to Plan 2 I believe we must
therefore contemplate accepting scme of the investment elements of
that Plan, so as to give the new mangement scope to develop new
attractions, ard project a dynamic image for the Zoo. Once
confidence is restored the Zoo may of course be able to attract
some capital donations from the private sector as it has in the
pest. But I think it would be unrealistic in the Zoo's present
circumstances to look to private donations for 100% of the necessary
funds. I would think E for £ Exchequer contributions towards
approved schemes might be a more realistic target, and would give
the new management a real incentive to go out and win some funds
for their plans.

Coming then to figures, the Zoo projects the external financing

requirements for Plans 1 and 2 as follows:

1983/84 1984/85 1985/86

£1.9m S 1 £1.5m

Revenue £2.7m E2. 51 £1.8m
Capital £1.0m E6 . Im £7.0m

Total £3.7m . £8.8m

e

If we assume that not all the capital projects suggested in

Plan 2 will turn out to be viable or acceptable and that they will
be 50% private financed, I think we might envisage a likely

scale of exchequer contributions of £2m or _so pex—annum for
revenue support over the next 3 years, and several millions
matching contributions for capital projects. Any such aid

would be cash limited. The figures I quote are only orders
magnitude at this stage since we have rot yet embarked on

detailed negotiations with the Zoo. I am not therefore seeking
your formal agreement to them at present.




If you are content with the general approach mapped out here T
envisage matters developing as follows:

i. the Zoo agree to make the necessary organisational changes,
establishing a Board of Management with Departmental represen-
tatives sitting on it, and appointing in consultation with
ourselves a Chief Executive and a new Finance Officer;

ii. Cthe Zoo agree to the new management producing a budget

and action plan based on an analysis of the operational plan.
The new document should state clearly whether the %SL can
realistically aim to cover its costs (excluding Research Council
funding); and if so on what timescale and with what precise
grant implications for the next 3 years;

At in return I offer them the assurance of a reasonable
degree of revenue support and some backing for capital projects
to run over the next 3 years;

1V, these arrangements are announced to Parliament;

v. detailed negotiations are held on a firm ceiling figure for
financial support in 1983/84, and planning figures for 1984/85
and 1985/86.

We ought to aim to complete these 5 steps in the next 2 months,
though 1t will take a little longer for the Zoo actually to find the
Chief Executive and Board of Management members. It will also be
important to ensure that the policy direction of the Zoo,
particularly at the levels of President and of chairman of the new
Board of Management, is in the hands of people in whom we would have
full confidence. Such necessary changes will, however, call for
very sensitive handling.

Finally, I think we must face the risk that the Zoo could run into
financial difficulties in the next month or so (its income should
now be increasing but it is very sensitive to the effects of bad
weather) . If T do not hear from you to the contrary, I shall
assume that you would be content to see further limited financial
assistance being provided in April/May to the minimum extent necgs-
sary to enable the Zoo to meet immediate needs whilst we finalise
our consideration of the longer term.

I am copying this letter to the Prime Minister, to Arthur Cockfield,
to Keith Joseph, and to Sir Robert Armstrong.

v’lhmr/’hms
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TOM KING

The Rt Hon Leon Brittan QC,MP
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Professor Lord Zuckerman

The Zoological Society of London, Yondon NWl
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As you know, The Secretary o
to chair the study team which has been

the Zoological Society of London. The team was asked to examine
the operational plan prepared by the Society, To Teport to you on
its contents and to make suggestions for any organisation and
management changes which might in our judgement be necessary to
implement such a plan. We were asked to report by the end of
January.

As I to the Secretary of State when he
invited me to ov e study team's deliberations, I did not
think I should make a contribution to the study of
the plan itself, undertook to comment on the changes in
the structure of gement that might seem advisable the
plan were to be adopted. In the event the study team
been able to prepare an analysis of the material from
which, as late as our last meeting on January 18th, wa
It has now arrived, but a detailed study of the proposz
their implicatiors would take considerable time and I
better to report now on the management changes that seem
desirable if public funds are to be made available to the Zoo,
whatever operational plan may be adopted. We are clear that
a proper budget and business plan will be essential, both as a
guide to the manegement of the Zoo eand in order to secure funds,
but I doubt whether our task:should im any case be to evazluate
such a plan at this stage.
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If the ZSL accepts the recommendationr (which we make
later in this report) to appeint a chief executive, the
operational plan must be subject to his scrutimy and endorsement
and it is at that stage that comment might be more use=ful. I
seems to me, and I make this suggestion in a purely personal
capacity, since it would be wrong to associate Lord Chorley
with this observation, that it is at that stage that the help
of business consultants in assessing the plan as a whole would
be most helpful. It is worth recalling here that the original
intention to ask Coopers and Lybrand to help the ZSL with
various aspects of the operational plan, especially marketing
was later changed, and their involvement has been limited to
reviewing ZSLs finance department, examining the allocation of
common costs between cost centres, reviewing the Ritblat report
on Whipsnade, and commenting on the presentation of the Society's
annual accounts.

]




Accordingly, the study team has devoted itself
exclusively to the question of governance and the structure
of management. It seems clear to us that if the Government
is to continue revenue support for the Society, even if it
were to be on a temporary basis only, it must hawve complete
confidence in the management it is sustaining. I should say
at this point that Professor Phillips, being not only a member
of the study team, but also Secretary:'of the 2ZSL, has felt
himself to be in a delicate position in discussing questions
of governance. While he has commented constructively on our
suggestions, he may therefore not be regarded as a formal party
to them.

We begin from the view set out in the study team's
preliminary report that the ZSL is a unique orgamnisation in
Britain if not the world, and that it is curious that such a
national collection should be supported by a private society
while many comparable institutions in other fields receive
State funds. We also wish to underline again the inter-—
dependence of the ZSL's three constituent parts — the learned
society, the Institute of Zoology and the collections.

Our recommendations on governance stem from two
premises. The first is that the present structure of the

ZSL is not appropriate for the introduction and implementation
of the business procedures that we regard as essential if its

eSS BL

the documents which we have seen from the Society, the Council
itself seems to share this view. Our second premise concerns
the post of Secretary, as it is at present conscituted. We

financiel performance is to be improved significantly. From

do not believe that it i
Secretary to be a part-t
1s a substantial busines

s sensible in today's world for the
ime, unpaid Chief Executive. Ehe ZSL
s, and it must be organised as ome.

These two considerations lead us to conclude that
the Society should appoint a Chief Executive to take charge
of dts affairs: We regard this as the most important of
steps we now recommend. We recognise that it may be di
to find a person of the right calibre who would have the
necessary experience and expertise on both the commercizal and
animal management sides and the sympathy for science that ic
clearly also desirable. However, we do not comsider this
problem to be insuperable. We believe that the appointment
of a Chief Executive should be treated as a matter of urgency
by the Society, since it may well take some time to get a
suitable candidate in post. The Chief Executiwve should be
instructed as a priority to develop the current draft plan into
a2 practical business strategy, backed by budget projections
based on a set of reasoned assumptions.

We do not consider it necessary to make recommendations
on the organisation of the Society at senior menagement level
below the Chief Executive - partly because this must depend on




the kind of person appointed to the latter post. We believe
the present arrangements will need to be changed. but, whatever
change is made, we believe that a mnew, professiomally qualified,
Finance Officer must be appointed, since it is essential that
the Finance Department employs modern business methods and
produces figures in which the Council and the Government can
have confidence. We recommend that steps to make this new
appointment be taken in conjunction with the Chief Executive

2s soon as he is appointed. This is an appointment which
cannot wait, however, and if the Chief Executive is not quickiy
found the post of Finance Officer must be filled firsct.

While we believe the selection of a Chief Executive
and new Finance Officer are of highest priority., we think it
essential that these appointments are followed by changes in
the govermance of the Society to provide the right support and
guidance for senior mamagement. We believe the present arrange-
ments, whereby the Ccuncil, supported only by advisory committees,
takes responsibility for all three sides of the Society's activities,
should be changed. The management, presentatiom and marketing
of the Society's collections at Regents Park and Whipsmade have
attained the scale of a medium sized business enterprise and they
should be managed as such.

Our recommendation is that the Council should retain
control of the professional and technical side of the learmned
society and the Institute, but that budgetary control of all
cides of the ZSL, together with general management control oI
the exhibitions,  should be delegated by the Council to a board
of management. The new Chief Executive should be responsible
to the Council through this board. This board would be con-—
stituted as a committee of the Council, but would possess a Tange
of powers and responsibilities passed to it by the Council. We
see these as covering the further development of the collectioms
2c z public exhibition, their marketing and their fimancing-

We would expect that the Chief Executive would submit his amnual
budget and working proposals to the board and that they would
monitor the performance of the exhibitions against the agreed
operational plam. The board would meet monthly and report once,
or at the most twice, a year to the Council.

—

et —————

We suggest that the board should not have more than
eight or nine members, excluding the three Government representa-
tives who could be nominated by the Council under the Charter, or
up to twelve in all if the Govermment wished toc exercise their
rights of nomination. We think it might comprise the Treasurer
and Secretary and the new Chief Executive, and two or three other
fellows nominated by the Council, together with the Government's
representatives if required. We believe it is important that
two or three other senior officials of the Society should also be
board members, but that the choice should be made by the Council
on the advice of the Chief Executive. The choice must depend on
the precise organisational sturcture adopted and the character of




the officers concerned. Probably the whole membership of the
board should be agreed between the Council and the Government,
long as the Society is receiving Exchequer grant. Either the
Treasurer or the Secretary of the ZSL should chair the board's
meetings .

We have gone on to consider two important but
subsidiary matters. We are aware that difficulties in
establishing priorities may sometimes arise between the
roles of the ZSL as a public exhibition and a scientific
society and research imstitutionm. We think it likely t
such difficulties will be infrequent, especially if the
of the board, Chief Executive and other senior officials
clearly defined, and that common sense and good personal
relationships will prevent or resolve most of them. If
however, disputes do occur, we recommend that the President,
as representing the Council, should be called upon to arbitrate.

The study team have also comnsidered the question of
ing costs between the ZSL as a learned society, the
Zoology and the two collectioms. We think the
for the Institute and the learned society to be
independent of the gate revenue a related earmings
from the collections. We recognise that the is a potential
problem with the '"core funding' of the Institute (i.e. the
overheads) because such funding is not normally provided by
Research Councils as an element in ir g We consider
that Government may well find the Institute's work of sufficient
value to provide such funding as direct aid.. In our opiniomn,
2 grent of this kind, because it would depend on gquite different
criteria, should be separate from the financial support reguired
for the collections as a public attraction. We acknowledge,
however, that there will be costs, or elements of costs,.
incurred by either the Institute or the collectiomns, which do
not stem directly from their main activities as research bedy
or public exhibition. For example, the Institute provides
considerable scientific and veterinary services and advice for
the collections, and the latter provide important material
for research. Accordingly, the arrangements Zfor transfer
pricing are important and we think that this aspect of ZSL's
finances should be given particular attention. As we have
already stated, we believe that for the purposes of financial
management the Director of Science (who is responsible for the
Institute) snould account to the Chief Executive for the funds
he disburses, but that in all proressional and technical macters
touching the Institute he should be completely independent and
answerable only to the Council (through such Imstitute of
Zoology Committee as the Council may appoint).

In conclusion, we recommend that the ZSL should now
give priority to the establishment of a board of management, as
set out above, and that the new body's first task should be the
appointment of the Chief Executive and new Finance Officer.




The search for the right candidates could begin even in advance
of the board getting under way and we would be willing EO assist
in drawing up job specifications if required. 4As we have
indicated, the Chief Executive's first responsibility om his
appointment will be the completion of the opera:ional plan.
This should include a statement of whether the ZSL can
cealistically aim €o cover its cOSTS (excluding Research
Council funding TO the Imstitute) and over what period of time
this might be achieved, with the conseguent grant reguirements
year om year. We repeat that Research Council grants and any
Covermment coTe funding to the Tnstitute should be clearly
ceparated from financial support for the collections-

1f the collections are to continue in being while
managerial changes are made, 1t can only be through continued
external financial suppoTt, and we see 7NO practical alternative
to this being provided by Governmment &s an extension of the
present arrangements, since the overdraft limits have been
reached and cash £1ow could become critical early im the 1983/8¢
financial yeart. We recommend that such support be committed
now for a further twelve months, but there will certainly be &
need for further support for some years ahead. and EfastetT
progress could be made if chere were injections of capital as
well. It is difficulc to believe that the Society could
rescue itself by @ national appeal in a period of recessiom

We do mot consider the enforced s Whipsnade as
a solutiom, since it could not take effect T i . would cause
ma jor disrTuption tO the collections 1l j£ficult
ethical issues OVeT the disposal of endangered species)k would
impair valuable scientific and conservation work znd would
remove Lpe sole asset against which the Society can secure its
borrowing. Mucn oL the proceeds of such a sale would therefore
be likely to go° towards clearing the overdraZtT, leaving the
trading positiom at Regents Park little bettetr. Moreover, We
regard Whipsnade as & possible major public attaction with
positive contribution CtO make to the future 2nd we think it
would be a chort-sighted policy to forfeit this potential

We have considered the consequence of refusing any
further assistence to the ZSL. In our view, if ~he Government
simply 2bandoned the 2Z5L, it would be forced into bankruptcy
within 2 short time. Such a development would bring even
worse problems than the enforced sale of Whipsnade. Setting
aside the public outcry and political pressures. Government
would be left with the management of the land and buildings
in Regents Park, which would revert to it and mostly could not
be used for any other purpose. The animals would need to be
fed and cared for pending their disposal, and this would impose
unavoidable costs. The market for many species 1is limited:
some are Tare, endangered creatures requiring special conditions,
while their destruction would bring international condemmnatiocn.
We believe the prospects do not bear further elaboration.




Accordingly, our proposal is for a one year, cash-limited
grant extemnsion without prejudice to the remainder of the
plan and negotiation between Government and Coumcil of such
continuing support as may appear necessary in the 1iol

the business plan which is finally endorsed after
appointment of the Chief Executive.

discuss these conclusions with you and your offi
you wish to do so.

Lord Gibson
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Regent's Park. Priority will be given here to the modernisation

of visitor facilities, including & new Main Entrance and

Orientation Centre (containing an introduction  to <+the Zoo and

its work), the upgrading of catering facilities and the provision

of new and improved retail outlets. Later development proposals

become necessary
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would improve under Plan 1 to the point wnere our deficit
operational costs a2t March 1986 would have been reduced
£400,000 compared with that for 1983/84. The reduction

2 would be some £800,000 with the new developments
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When the President of the Zoological Society in London, Lord Zuckerman,
O
was in here on other business recently, he reminded me of the London Zoo's

need for a fertile female Giant Panda.

2 The Chinese presented a pair of Pandas to the British people about

8 years ago ( at the time of Mr. Heath's visit to China). As it turns out the
e
female of that pair is highly unlikely ever to breed. The male has, on the
other hand, proved his fertility. The London Zoo would clearly like to have
a fertile female and, in due course, a baby Panda.

555 I think that Lord Zuckerman hopes that, if the Prime Minister were to
be offered a female Giant Panda for the British people she might feel able to

accept it.

gt
Robert Armstrong

ad \,;_1_.‘_‘ ~ Lo Neeaa

14th September 1982
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Department of the Environment

2 Marsham Street
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Do gw(—mj 4 Shite

LONDON Z0O0
Thank you for your letter of 21 July.

The question we have to ask ourselves is not whether we wish to
help the Zoo to survive, but whether we wish to do so at any
price. In this regard I am still extremely concerned at the
financial implications of the arrangement you are proposing.

You say that the Zoo should receive a transitional grant,
conditional on their acceptance of an Operational Plan, designed
specifically to take them to financial viabdility. But however
the Plan is drawn up, judgements as to the path to financial
viability must involve great uncertainty. Indeed, viability
might never be attained.

As to capital expenditure, I note that the authors of the Report
consider that in the medium term only small low-cost improvements
are necessary; but it must be on the cards that any Plan will
specify some radical steps involving considerable sums of capital,
of a kind well beyond the scope of private donations to finance.

In view of the major uncertainties I could not possibly agree to a
proposal under which the size and duration of Government support
were predicated entirely on the outcome of a set of recommenda-
tions contained in a plan, the nature of which is as yet unknown.
At the same time I recognise the difficulties, to which the Prime
Minister has drawn attention, of withholding all assistance while
such a plan is being prepared.

In the circumstances I am prepared to agree to such further
assistance to the Zoo as will enable them to prepare the Operational
Plan. I suggest that our officials should consider urgently how
best this might be done at minimum cost to the Government. I

would expect any additional sums to be limited to the current
financial year and to be found from your Department's existing
provision.




We must remain absolutely free to consider the Plan on its merits
with no commitment as to further financial assistance. To this
end I regard it as essential that one of the major objectives of
the Plan should be to draw up detailed financial forecasts on

a range of realistic assumptions about the determinants of the
Zoo's cash flow and requirements for external finance over, say,
the next five years. One of the options to be considered should
be the disposal of Whipsnade.

I agree with your proposals for improving the management of the
Zoo and note that the question of the relationship between the
President and Treasurer of the Society and the paid officials will
be one of the matters to be considered by the study team in the
next phase of their work.

I suggest that the team be asked to report by the end of the year.
We can then consider any next steps in the light of the Plan that
emerges.

Perhaps you could let me know whether you are prepared to proceed
on this basis.

I am copying this letter to the Prime Minister, to Arthur Cockfield
and Keith Joseph and to Sir Robert Armstrong.

Youw. St az'eg

T qm

%ﬂ* LEON BRITTAN

[Approved by the Chief Secretary
and signed in his absence]
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Thank you for your letter of ﬁ/July about the future of the
zoological Society of London. I have also seen the letter of
12 July setting out the Prime Minister's views.

It is common ground between all of us that we wish to see the Zoo
on a sound financial footing as soon as possible. However, I am
afraid I do not think the course of action you outline is the best
way of achieving this. My feeling is that we have to grasp the
nettle and ask our-selves whether we wish the London Zoo in any-
thing approaching its present form to survive. I believe we do.

If this is so, we must be ready to accept the expert advice of

the study team; namely, that the ZSL should receive a transitional
grant, but that this should be made conditional on their acceptance
of an Operational Plan designed specifically to take them to
financial viability. This would not be a blank cheque to support
the Zoo whatever the outcome of the plan. Nor should it involve
finding further suostantial sums for capital investment - the study
team make the point (para 31 of the Report) that in the medium term
only small low-cost improvements together with some landscaping
works, are necessary for the two Collections; and there have been
indications that some sizeable private donations might be forth-
coming for capital works once the Zoo's future is assured. It
would however be disingenuous of me to be any firmer than the

study team in stating the total grant which the ZSL will require.
The amount of support will be dependent on the gate receipts of

the 2 zoos, and these in turn will be determined by such variables
as the weather, the exchange rate and the general state of the
economy, none of which are susceptible to accurate forecasting.

The study team looked very carefullly at the question of cost-
cutting, and their advice iS that the scope here is very limited.

I agree with them that it would not be right to sell off Whipsnade.
Quite apart from the very valuable conservation and scientific work
done there, Whipsnade is a potentially profitable asset; indeed,

its revenue receipts for the year to date have grown much faster

than those from Regent's Park. There is also the point that Drummonds,
the ZSL's bankers, hold Whipsnade as a security against their over-
draft, and would no doubt wish to reclaim their share of the proceeds
from an enforced sale. This would not leave much to help the ZSL
through the next Z or 3 years.




I do agree with you about the quality of past management at the ‘
Zoo. The Council of the ZSL has already acceded readily to the
need for changes here, but in my view continued Government involve-
ment will be essential to ensure that the proper changes are made.
The first priority is an able Chief Executive to head up the
organisation, and then a properly qualified Finance Director. I
would want to be directly involved in the appointment of both.
Fortunately, Lord Zuckerman has already accepted that so long as
the Government is involved in the Zoo's affairs the appointment

of a new President and Treasurer of the Society should be agreed
with me. These two honorary appointments will be made next Spring
and I think it is most important not only that we get the right
people in them, but also that they are given clear and efficient
reporting lines between them and the paid officials; and this
gquestion, touching on the governance of the ZSL, will be one of
the matters considered by the study team in the next stage of

their work.

For all these reasons, I hope that you will feel able to reconsider
the arguments and accept the advice of the study team. I can then
get Pat Gibson and his team to work on the Operational Plan with
the intention that its implementation can be started before the
winter season - and before the deficit at the Zoo begins to mount
again. I would welcome an early work and am asking my office to
fix with yours.

I am copying this letter to the Prime Minister, to Arthur Cockfield
and Keith Joseph and to Sir Robert Armstrong.

-
T

MICHAEL HESELTINE




10 DOWNING STREET

From the Private Secretary 12 July 1982

LONDON Z00

The Prime Minister has seen the Chief Secretary's
letter of 7 July and that of the Secretary of State for the
Environment of 22 June. She very much supports the Chief
Secretary's aim of placing the Zoo on a sound financial footing
as soon as possible. Given the position of the Zoo in British
national life, however, she considers that there may well have
to be a further interim grant for the period until the

Operational Plan can be brought into effect.

I am sending a copy of this letter to Imogen Wilde
(Department of Education and Science), David Edmonds (Department
of the Environment), Jonathan Rees (Department of Trade) and
David Wright (Cabinet Office).

TIMOTHY FLESHER

T.F. Mathews, Esq.,
H.M. Treasury.
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Thank you for your letter of 22 June, with the Report of the
three-man team who have been looking inta the affairs of the
Zoological Society of London. e W, AAN o - S /’ZJ:
Uele VAU 6(

I read this report with growing alarm. It does of course confirm _
our worst fears of an institution whose management has been quite
unequal to the task of running their business in the face of

= s —
modern economilc and soclal realities. 5 i_- , d;"

(3=

In my letter to you of U February I said that ‘we need to know, P
quickly, whether the Zoo can be made into a financially viable
organisation. With due respect to the authors of an interesting

and informative report, this question has not yet been answered.

As the report says, viability could only be achieved by a much
improved marketing and promotional effort, whose effectiveness
could only be demonstrated over a reasonable period during which
continuing Exchequer subsidy would be necessary. The Report,
with commendable honesty, says that a precise estimate of the
subsidy necessary cannot be made without further work, but that
it will "obviously be of the order of £3-4 million, excluding
any major capital expenditure". (This last qualification is not
carried through into the summary of recommendations. It seems
clear from the report, however, that major capital expenditure
would be essential to restore the attraction of the Regents Park
Zoo to the public).

“We are therefore faced with the prospect of finding finance of
an amount at present unknown but likely to amount to several
fmillion pounds to absorb the Zoo's cumulative deficit, together
with a further substantial sum for capital investment. Even
after support on this scale there must be a very serious question
as to the Zoo's ability to regain its financial feet without
continued revenue support.




You are now proposing that further work should be done to develop
a detailed Operational Plan for the Zoo. At the same time you
say that, once we commit ourselves to this second stage, it would
be impossible for the Government to refuse the further assistance
necessary to keep the Zoo going. Obviously I could not agree in
such circumstances to any further support whatsoever. It would
be tantamount to signing a blank cheque, now, to support the Zoo
whatever the outcome of the Plan and whatever its implications
might be in terms of the need for bridging finance, capital grant
and continuing revenue support thereafter. No Government could
be expected to sign up on such a deal.

I believe the time has come to tell the Zoo quite firmly that they
cannot expect any further financial support from the Government
beyond that already agreed. I would have been, exceptionally,
.prepared to waive the requirement that the Zoo should repay the
£400,000 balance of the grant as you requested. But I now under-
stand that the latest (unaudited) returns from the Zoo indicate that
their overdraft at 18 June was such that the full amount of grant
was needed to keep it within the 1limit set by their bankers. If
it would help the Zoo I should be content for your department to
assist in the preparation of the Operational Plan, on the clear
understanding that no further financial support would be forth-
coming.

If this forced the Zoo to contemplate radical solutions to secure
their future, so much the better. I note, for example, that
consideration was given in the Report to the disposal of Whipsnade
Park, whose current market value was assessed at &2 million. I
think it would be guite wrong, in view of the Zoo's self-inflicted

financial plight, that such promising options should be discounted.

In short, I believe you are right that if we postpohe decisions on
financial assistance until after the Operational Plan is completed,
the pressure of events will make it difficult, if not impossible,
for us to avoid a continuing and costly commitment. If, however,
we state now, unequivocally, that no further government assistance
is available we can avoid any subsequent commitment of a kind we
might deeply regret.

I should be glad to know if you are content to proceed on this basis.

I am copying this letter to the Prime Minister, to Arthur Cockfield
and Keith Joseph and to Sir Robert Armstrong.

b B

LEON BRITTAN
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LONDON Z0O

At the beginning of February, we agreed that the financial position
of the Zoological Society of London was serious enough to warrant

an urgent investigation. A three-men team, jointly sponsored by my
Department and the Society, has been looking at the Society's affairs
since then and their Report is attached. A summary of thelr recomm-—
endations is also annexed for reference.

You may recall that the original intention of the study was to produce
proposals for a long-term strategy for the ZSL. I am not surprised
that in the 4 months available it has proved possible only to clear
the ground for working up a firm Operational Plan, and to identify
the main elements it should contain. My view is that the gudy tean
have done a very creditable job and have provided us with a clear
basis on which to move forward to the second stage which they have
recommended. This would be undertaken over the summer, when there would
“e no immediate need for further Exchequer subsidy. The aim would be
that this work should be completed and the Operational Plan submitted to
Ministers collectively in time for decisions to be taken before the
Zoo starts going again into deficit in November or December. However,
it does seem likely that under the existing grent rules £400,000 of

the grant already made to the ZSL will have to be repaid. I wonder
-V/,Whether you would feel able to waive this. Otherwise the time when
a fresh financial crisis arrives will simply be brought forward to
October or even September — before the 'Operational Plan' could be
completed. I think you may agree that it would be far preferable
for that document to be to hand before any demand for further Government
payment arose.

The study report has identified scope for some limited cost-cutting,
but this is clearly not going to be sufficient by itself to restore
the ZSL's viability. The study team are firm that this can only Dde
achieved by a much-improved marketing and promotion effort, and that
the effectiveness of this can only be demonstrated over a reasonable
period during which a continuing Exchequer subsidy will be necessary.
This time would also be necessary for the Society to effect the
organisational and managerial changes designed to safeguard its future.
Fipal decisions on the precise amount of grant necessary and the time
required to restore the ZSL's viability can be left until later this
year, but I think we should be in no doubt that once we commit our-
selves to the second stage of the study it would be gquite impossible
for the Government to refuse to provide the further assistance
necessary to keep the Zoo going. The real issue for us both will then
be how best to minimise the ultimate cost to the Exchequer.




I should however stress that any further aid to ZSL would be made .
conditional upon my being satisfied that the ZSL itself was unreservedly
committed to the implementation of the Operational Plan. Their Council,
who have been shown the Conclusions reached by the study team, have
already stated that they are ready to play their part in the preparation
of the Plan. I am sure their support will be encouraged by my proposal
to invite Pat Gibson to preside over the next stage of the work,
assisted by the 3 members of the present study team and by consultants
they would engage (and whose costs I would be prepared to share with the
ZSL as before). I need to get Pat Gibson and his group to work

urgently and I would be gateful if you would let me have your early
reactions to these proposals.

I am copyingthis letter to Arthur Cockfield at Trade, Keith Joseph
at Education, and in view of the Prime Minister's past interest, No 10.

¥]}——\ Lo —
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Rt Hon Leon Brittan QC MP




STUDY OF THE ZOOIOGICAL SOCIETY OF LONDON: SUNMMARY OF RECONMENDATIONS

1) The ZSL should be preserved as an entity, since its functions as
a learned society, & research and veterinary institute and a public
exhibition are all interdependent.

2) The four month period of the study has been insufficient to establis
definitively whether the ZSL can become financially self-supporting in
the long term. However, the study team feel there are grounds for
proceeding to the preparation of an Operational Plan and for & review
of the organisational and managerial structure of the ZSL. This worlk,
and the implementation of 1ts resulting recommendations, will teke at
least three years; and the study Team recommend that a continuing grant
be paid to the ZSL during this period, amounting in total to an
estimated £3m - £4m.

3) Areas of possible savings exist and should be looked at as a matter
or urgency but are most unlikely to eliminate more than a small partv

of the current deficit. The guestion of disposing of Vhipsnade, in
order to repay the ZSL's overdraftd, has been looked &t in particular,

but the study team believe that it offers surficient potential as a

(o)
net revenue earner to justify ivts retention.

1) No major capital works are needed in the short term, although there
is a need for some reorganisation of the sites at both Regent's FPark
nd Vhipsnade and new attractions will need to be developed later.

The main effort in the next few years must Dbe in promoting ana
sustaining a proper marketing strategy, which has been virtually
absent hitherto, end in improving the presentation of the collections
in many minor ways. MNuch of the Report is given over %o suggesting
ways in which this might be achieved. Additional forms of revenue
generation - through the promotion of Animal Adoption and Friends of

+he Zoo schemes — are also suggested.

5) The ZSL's finance and accounting methods are frankly inadeguate,
and @ redicael revision of procedures i1s proposed.




The excellent work of the Institute of Zoology is acknowledged:

proposals for change in this sphere should await the outcome of

study being carried out by a working party of the Advisory Board
the Research Councils.

7) The learnmed society should budget to cover its costs more fully.

8) The ZSL's relationship with the Department is a special one,
because of the position of Iondon Zoo in & royal park. There may be
ways in which the Department could help the ZSL in the provision of

adequate car parking and in the landscaping of the site.




Department of the Environment and
Department of Transport

2 Marsham Street London swip jen

01-212 7390
Chief Scientist and Deputy Secretary 2 June 1982
Dr M W Holdgate CB

The Permanent Secretary Department of the Environment

The President Zoological Society of Iondon

Last February, you jointly asked us to conduct a study of the
Zoological Society of Iondon and to look varticularly at the likelihood
of it becoming self-financing once again. A copy of our confidential
draft report is attached.

2. We must stress at the outset that the timescale on which we had

to operate was not sufficient for us to produce definitive conclusions.
What we have sought to do in the time available has been firstly to
look at those aspects of the ZSL's activities — chiefly in the fields
of finance and accounting and marketing and promotion - where the
problems have been most manifest and where the need for action is

most pressing; and secondly to suggest the next steps that shouyld be
taken.

3. Because of the shortage of time, we have not been able to take
evidence from the wide range of people and organisations that in our
view could reasonably expect to express an opinion. We have not even
met the Officers and Council of the ZSL in any formal sense. We thus
feel that this report should be treated as an interim document. Ve
believe, however, that it does vrovide a sufficient foundation for
two main recommendations:-—

a) it is our belief that there are prospects of financial
viability or near-viability for the ZSL. This will be
achieved largely by better marketings;although we believe
that there is some scope for economies. We believe these
prospects are good enough to justify the injection of
further public money in the form of a transitional grant
which we believe will need to extend for at lszst three
years and might total £3 - 4m.

that as a first and vital step on the path to viability,
an operational plan should now be drafted, defining in
more concrete form the measures reguired and the framework
of future management.

4. e should be hapoy to discuss these and our other recommendations
with you.




COIMMERCTAL IN CONFIDENCE

inadequacies and the commercial sensitivity
do not advise the publication

5. TFinally, because of its

of the subject-matter, we stress that we
of this report at this stage.

CHORLEY

M W HOLDGATE

J G PHILLIPS




THE ZOOILOGICAL SOCIETY OF LONDON
A REPORT ON A PRELIMINARY EXAMINATION OF ITS AFFAIRS

I. INTRODUCTION

101. 1In 1981, Lord Zuckerman, President of the Zoological Society
of London, approached the Government to seek financial assistance.
The need arose because of many years of falling attendances at
Regent's Park and Whipsnade Park and mounting deficits, the latter
amounting to £1.152m in 1981, and the inability of the Society's
Bankers to countenance overdraft facilities in excess of £1.8m —

a sum likely to be reached at the end of 1981 or early in 1982,

102. The patterns of attendance since 19671 are shown graphically
in Figure 1. 1In essence the position is:

Regents Park Zoo

(a) From 1960 to 1973 attendances at Regent's Park oscillated
between a peak of 2.1 million in 1965 and the lowest figure
of 1.6 million in 1962. Since 1973, attendances have declined
steadily each year, the sharpest fall being in 1981 when there
was a decline of over a quarter of a million compared with
1980. Over the period from 1973 to 1981, overall attendance
levels at Regent's Park have virtually halved (-48.5%).

Whipsnade Zoo

Attendances at Whipsnade peaked in 1961 at about 758,000 and
declined thereafter to 415,000 in 1973. Since 1977 visitor
numbers have levelled off at about 400,000. In 1981 the figure
was 392,353 which means that overall attendances at Whipsnade
since 1973 have declined by about 37%.

103. It was agreed that before any decision was taken the Department
of Industry's Accountancy Services Division should carry out a quick
factual study of the Society's finances. Their report, submitted on
24 December 1981, concluded that the Society was indeed suffering
from a serious lack of funds, and that there was little likelihood
that the position would improve within the next three years unless
there were changes in operations or in the financial arrangements.

If nothing were done, the overdraft at 31 December was predicted

to rise from £1.8 million in 1981 to £3.2m in 1982, £5.1m in 1983

and £7.4min 1984.

104, Recognising the importance of the Zoological Society as a
national institution, a major London amenity and an important tourist
attraction, the Government agreed to provide limited financial
assistance. On 18 February 1982 the Secretary of State for the
Environment, announcing this decision, made it clear that this

grant was to be 'of an amount sufficient to keep it' (ie the Society)
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'in funds, having regard to available bank overdraft facilities, for

a short period during which a study will be conducted with the utmost
urgency into whether the Society can be made viable in the longer term.'
The Secretary of State went on to emphasise that 'the possibility of
further Government assistance at the end of the period will be for
consideration in the light of the findings of this study.' A full text
of the Secretary of State's announcement is at Annex A.

105. This was not the first time that the Government had provided
financial assistance to the Society. In 1964 there was a grant of
£250,000 and a loan facility of a further £250,000 (taken up in 1966).
In 1969 an external loan of £375,000 was guaranteed on conditions
which included bringing in management consultants to examine the
financial structure and overall management of the Society. Following
that review, the Government waived the 1964 loan, made a grant of
£650,000 to allow the Society to repay its short-term debts, and
undertook to provide assistance of up to £700,000 over five years
towards the rebuilding programme.

106. Terms of Reference for the 1982 study, which was to be Jjointly
sponsored and financed by the Government and the Society, were agreed
between the Department of the Environment and the Council of the
Society as follows:

(i) To consider the future of the Zoological Society of
Iondon and its prospects of becoming self-supporting,
and in particular to consider, taking account of the
Society's present and prospective finances, organ-
isational and managerial issues including:

(2) The scope for increasing the revenues of the

Regent's Park and Whipsnade Park zoos as institutions
of public amenity and enjoyment within the limitations
imposed on the former by its location in a Royal Park,

(b) The commercial and wider implications and
desirability of disposing of Whipsnade.,

(c) The financial and other implications of separating
both or either zoos from the rest of the Society's
activities and of placing them under different management.

(d) The possibility of associating the Gardens and their
related activities as educational facilities with
corresponding national institutions.

(e) The optimal arrangements for the future of the
Institute of Zoology, with particular reference to the
prospects of financial self-sufficiency and the
possibility of incorporation within one or more
research councils.,

(f) Subject 4o the answers to (2), (b), (c), (a) and (e)
the need for any consequential changes in the Society's
Royal Charter.

(g) The lessons which might be learned from the
experience, financing, and methods of management of
other national, as well as leading civic zoos.




To report by the end of May 1982, and in particular

to recommend what, if any,options hold out a prospect

of the Zoo becoming self-supporting in the long term,

and what,if any,measures would be needed in the short-
term to achieve this,.

107. Because of the urgency of the situation and the need for interim
decisions to be taken early in the summer of 1982, the study began in
March 1982 and has been conducted by a 3-man team:

Lord Chorley FCA, A Partner in Coopers and Lybrand

Dr M W Holdgate, CB Deputy Secretary, Department of
the Environment (and a Scientific
Fellow of the Zoological Society);

Professor J G Phillips FRS, Secretary of the
Zoological Society (since lMay 1982)

Mr M A L Ross of the Department of the Environment was appointed to
act as Secretary of the study, and Coopers and Lybrand were engaged
to support Lord Chorley and to conduct an analysis of the Society's
financial, managerial and marketing methods. The present Report
should be regarded as an initial assessment, designed to clarify the
present situation and define the issues that must be addressed if a
long-term solution is to be found.

108. The use of certain terms in the Report must be defined at the
outset. The 'Zoological Society of ILondon' (abbreviated 'ZSL') is
here used to describe the Charter body which, through its Council,
controls the wide range of activities described in later sections.
'The Society' means the learned Society of Fellows and Associates
whose functions are defined in the Royal Charter and Byelaws. 'The
Institute of Zoology' (abbreviated as 'The Institute') means the
research institution formed in 1977 by the merger of the Wellcome
Institute of Comparative Physiology, the Nuffield Institute of
Comparative lMedicine and the ZSL's Animal Hospital and Research Units.
'The Collections' means the two collections of animals, together with
the land and buildings housing them at Regent's Park and Whipsnade
Park, where these are discussed together rather than under their
separate names.

109. Part II of this Report is a brief description of the history,
membership and organisation of the ZSL. Part III examines the
marketing of the Collections as a public attraction and conseguent
generator of revenue. Part IV deals with finance and accounting
matters and Part V with other issues. The Report ends with a set
of conclusions and recommendations which we regard as providing a
basis for an essential second stage of the analysis, leading to the
preparation of a corporate plan for the ZSL and to decisionson the
future governance of its affairs.




II. THE ZOOIOGICAL SOCIETY OF IONDON AND ITS COMBONENT ACTIVITIES
A. THE CHARTER, COUNCIL AND FELIOWSHIP

207. The Zoological Society of ILondon was founded in 1826 and
received its first Royal Charter on 27 lMarch 1829. Its current

Royal Charter was granted on 15 January 1963. Under this Charter

the objects of the ZSL are stated to be 'the advancement of zoology
and animal physiology and the introduction of new and curious subjects
of the animal kingdom'.

202, It is important to recognise the strongly scientific thrust

of these objectives. The advancement of zoology and animal physiology
is brought about by scientific research, the dissemination of its
findings (including their promulgation in education and public
information) and their practical application in mediecine, agriculture
or animal husbandry. The entertainment of the public is not a specifie
Charter function of the ZSL, and is only justifiable under the Charter
as one means of 'advancement of zoology!'.

203. This stress on science has characterised the ZSL throughout its
history. As the 1981 Annual Report puts it: "The Society was formed
as a scientific society and this remains its prime purpose". Scientific
meetings to discuss zoological topics began in 1827. The collection
of living animals at Regent's Park (opened to the Fellows of the
Society in 1828) and the museum of dead specimens which the ZSL
maintained until 1855 when it was transferred to the Natural History
section of the British Museum, were designed as an adjunct to research.
A farm at Richmond, purchased in 1829, was intended for the breeding
of species which might become domesticated, thus expanding the range
of animals directly used by man from the handful taken from the wild
in prehistoric times. Whipsnade Park, opened in 1931, has from the
beginning been a place where the breeding of wild species has had

high priority, and the scientific work of the ZSL was further
strengthened with the foundation of the Wellcome Institute of
Comparative Physiology and the Nuffield Institute of Comparative
Medicine at Regent's Fark in 1964 and 1965.

204. The ZSL consists of the President, Treasurer, Secretary,

Ordinary lMembers of the Council, Fellows and Associates. The government
of its affairs rests with the Council. Under the Charter the

Secretary is the principal executive. None of the officers is paid,

and all serve in a part-time capacity. The byelaws are made by the
Council but are subject to confirmation by the Fellows and
certification by the Clerk of the Privy Council. The Council also

has the power to make Regulations controlling matters not expressly
reguired by Charter to be the subject of byelaws : present Regulations
cover the procedures for Fellowship and Associates,

205. The Council consists of the three Officers and 18 ordinary
members, and not more than three nominated members. The officers and
ordinary members must be Fellows and are elected by the Fellows (or
appointed by the Council to fill casual vacancies); the Officers serve




for specified terms and five ordinary members retire each year,
according to length of service. The 18 ordinary members must
include a minimum of 8 and a maximum of 10 Scientific Fellows

and a similar number of Ordinary Fellows. The three nominated
members do not need to be Fellows and may be nominated by the Privy
Council, Government Ministers, Local Authorities and Universities.
This provision had never been used. The composition of the Council
as from 12 May 1982, is given in Annex B.

206, The Council meets 11 times a year, usually once in each
calendar month except August. The meetings, held in the ZSL Offices
at Regent's Park, are attended by the Director of Zoos, the Director
of Science, the Assistant Director of Zoos and the Assistant
Director of Science (Publications and General), while other senior
members of staff are invited when appropriate. The Director of

Zoos acts as secretary to the Council, preparing and circulating

the papers and taking the minutes.

207. Council members' homes are scattered widely throughout Britain.
For this reason an informal ad hoc Executive Committee, composed of 6
Council members living in or near london meets occasionally to deal
with urgent matters. Although the guorum for a Council meeting is

5, this ad hoc Executive would not normally conclude action on a
major item without referring it to a formal meeting of the full
Council.

208. Under the provisions of ZSL's byelaws the Council may appoint
committees to assist it in the discharge of its duties. Appointment
to any such committees is not restricted to members of ZSL but may
involve any person(s) thought by Council to be able to assist or
advise a particular committee in its deliberations. However, no
resolution of any meeting of a committee to which the Council has
delegated any of its powers has any validity unless a majority of
the members present at the meeting and entitled to vote are Fellows
of the ZSL, or such a resolution is confirmed by Council, The
minutes of all committees must be submitted to Council for
consideration.

209. There are currently 10 official committees of Council:

Gardens and Park Committee

Finance Committee

The Institute of Zoology Committee

Animal Welfare and Husbandry Committee
Education Committee

Publications Committee

Zoological Record Editorial Advisory Board
International Zoo Yearbook Editorial Board
Awards Committee

Promotion Committee




210. The Gardens and Park Committee, Finance Committee and Animal
Welfare and Husbandry Committee each have a certain measure of
executive authority while the other 7 committees act in a wholly
advisory capacity. The membership of all the Committees is listed
in Annex C, which also includes notes on the role and purpose of
each and the principal business transacted in 1981/82. The
secretary of each committee is normally the appropriate senior
member of ZSL's management staff.

211. There are 5 categories of membership in the ZSL: Honorary
Fellows, Honorary Corresponding lMembers (overseas), Scientific
Fellows, Ordinary Fellows and Associates. All are elected by the
Council. Scientific Fellows must satisfy the Council that 'they
are making, or have made, a contribution to the advancement of
the science of zoology.' Ordinary Fellows are elected at the
Council's discretion, subject to due proposal and secondment
(waived for those who have been Associates for 7 years). Associates
are also elected by the Council, who have discretion to refuse to
elect, or to postpone election. The membership stood at 6803 in
March 1982, divided among the categories as follows:
Jumber Percentage
Honorary Fellows 35 55

Corresponding lMembers (Honorary) 61 0.9
Scientific Fellows il 170 172
Ordinary Fellows 1,222 18.0
Associates 4,314 63.4

Total Membership at March 1982 6,803 100.0%

212. The nature of each category of membership is summarised in

Annex D, together with details of the reguirements and costs of taking
up membership and the different privileges accruing to each category
of member.

213. MWovements in each category of membership since 1965 are
summarised in Table 1 and, as that table illustrates, are dominated
by the substantial increase in associate membership (+ 157%) that
has taken place since 1965. The table Tfurther illustrates the
comparative stability amongst the scientific fellowship (+9%) and
the notable decline in the ordinary Fellowship (-47%). The absence
of growth in the Scientific and Ordinary Fellowship is due largely,
it is thought, to the absence of any promotional efforts aimed at
boosting membership numbers. By contrast the significant growth in
Associate NMembership that took place mainly between HMarch 1975 and
March 1980, can be attributed to the significant promotional campaign
undertaken during 1975, the 150th anniversary of the ZSL.




Table 1 : lMovements in ZSL Membership Between 1965 and 1982

Category of March Maxrch March March March March
1965 1970 1975 1980 1981 1932

Membership
Number Index Number Index Number Index Number Index Number Index Number Index

Hororasy W) 157 136 &y 121 77 69 9 63 96

Scientific
Fellows ) 1,226 1,164

Ordinary
Fellows : a 1,816 15531

Associates 25354 2,928 4,339

AT Gatemories 2 5,508 5,750 6,959

~ Includes Coxresponding Members and ex officio Fororary Fellows;

Notes : 1
2 ~ The index for all categories has not been weighted.

Source : Zoological Society of London, Membership Office.




214. ZSL is like many other learned societies in its formal
membership structure. However it differs from many organisations
that run galleries, museums and zoos in that it has not had a
"friends" membership, providing either special annual subscriptions
or undertaking promotional and fund raising activities.

215. Although the category of associate membership has some features
of a 'Friends of ZSL' group(membership within this category is
available to most applicants over the age of 18 years, or 14 years
if a suitable reference is provided and does not demand academic
or other gualifications or nomination by existing members), the
Associate Members are not involved in campaigning for the zoos.
e note that a Members Committee is now beginning to launch
schemes that will enlist Fellows and Associates in the promotion
objectives, and we hope that a wider Friends
can be built upon this.
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217. Initially, the Fellows subscriptions (set at £3 in 1832) met
the full costs of rumning the ZSL's affairs. But by 1850 the
proportion of costs met from this source had fallen to 40%. The
trend continued (partly because the subscription remained unchanged
from 1832 to 1958!). The share met from subscriptions was about
25% in 1913, 16% in 1939, 6% in 1957 and under 2% in 1976. In 1981
the Fellows'and Associates' subscriptions and certain fees brought
in £397,342 out of a total income of £4,104,308. It seems likely
(although we have not been able to analyse this) that Fellowship
subscriptions today do not even cover the costs of the services
provided to Fellows through Journals, library services and free
access to the collections and we believe that this guestion should
be examined in depth.

218. The converse of this situation is the increasing dependence

of the ZSL on the payment of the public at the gate. In the beginning
the Collections were private, with non-Fellows only admitted to
Regent's Park as guests or with a signed order of admittance. In
1847, the public was allowed entry on two days a week for a fee of

1 shilling (which also remained unchanged until 1942). Even as

late as 1957 the public was excluded on Sunday mornings, thus
depriving the ZSL of a substantial potential revenue. The move by t
Council fo admit the putlic was unsuccessfully challenged legally,
219. The ZSL thus remains by its Charter and by the strong scientific
element in its Fellowship and Council, first and foremost a

scientific institution. Its defenders argue that its contribution

to the nation, and indeed to the world, stems especially from the
research it undertakes and the scientific activities it supports,

and that the two Collections should always be regarded as a part

of this greater enterprise. The critics of the ZSL argue that

this emphasis on science has contributed to the current financial
problems because it has led to a conflict of interest between the
promotion of scientific aims and the satisfaction of the wider public.




This is a central issue in our inguiry to which we return later in
this Report.

B. THE LEARNED SOCIETY

220. As paragraph 203 explains, from its inception, the ZSL has, through
its work as a learned Society, promoted the objectives of its Charter.
To this end it conducts scientific meetings, and publishes the

Journal of Zoology, the Transactions, the Symposia, the International
Zoo Yearbook and the Nomenclator Zoologicus. The Zoological Record,
until recently the responsibility of the Society, Is now published
Jointly with BioSciences Information Service, an American scientific
publishing corporation, but the editorial control remains with the
Society. This represents a considerable range and sczle of
publication: the Journal of Zoology alone accounts for about 2,000
pages every year and 1s issued in monthly parts each containing

some 8-10 papers. It is an international journal for original

pepers within the general field of experimental and descriptive
zoology and is not intended as a house Journal, so although, in

1981, ZSL staff published over 100 papers, the majority appeared

in other specialized scientific journals. We have not examined

the publishing activities of the Society — but we believe this needs
to be done.

221. The Scientific Meetings were established to discuss zoological

and physiological issues and research results and to receive reports

on matters connected with zoology. Eight meetings are held each year
and at every meeting a report is presented on recent additions to the
Collection. Papers are invited from national and international
speakers and also from ZSL staff. The Symposia are 2 day meetings,
each concerned with a different zoological topic which may occasionally
be an aspect of the Society's work such as veterinary care, research
or the management of captive animals. Speakers eminent in their fields
are invited to participate and the meetings provide an international
forum for the discussion of current work.

222. Although the International Zoo Yearbook was published at a loss,
other publications were shown in the published accounts as more than
covering their direct costs in 1981 (receipts from sales of Journal,
TIransactions and Symposia exceeded associated expenditure by £24,232).
The transfer of responsibility for the Record to BIOSIS will relieve
the ZSL of costs totalling &£328,770 incIuding the supvort of 30
staff (although considerable earnings from sales will naturally
disappear also: in 1981 the expenditure on the Record and Nomenclator
only exceeded revenue by £33,000). But these profit margins disappear
if the accounts are presented in other ways, as we point out in
section V.

223. The Society also maintains a zoological library of national and
international importance, used by Fellows and other scholars. Its
rumning costs were £64,189 in 1981. This figure included the
direct costs of library staff, but neither it nor the cost of running
the affairs of the Learned Society included a share of the maintenance




of the headquarters building or general overheads (something to which
we also return in Part IV). The published accounts state that taken
together, the expenditure on the Fellows and Associates, the
publications and the Library totalled £160,000 in 1980 whereas
income from subscriptions and sales amounted to £135,000 . But
these figures need careful interpretation and will merit further
examination.

224. The Committees of the Council have a valuable role in supplying
advice and help. They have access to & large amount of expertise
from the Fellows and from others willing to assist the Zoo, whose
specialist skills, spanning a wide range of backgrounds and disciplines,
can be brought to bear for the benefit of the ZSL. The learned

Society in particular benefits from the Awards Committee, which selects
distinguished zoologists to receive medals and prizes, the Publications
Committee, which serves especially as an Editorial Board for the
Journal, Transactions and Sggoosia, and the Zoological Record and
International Zoo Yearbook i1torial Boards.

225. The ZSL's educational activities link its work as a Learned
Society and its service to the wider public. The meetings, Library
and publications of the Society primarily provide a service for
professional zoologists, but since 1957 facilities have been developed
for school children visiting the Collections (discussed below).
Special Christmas lectures are now given, and since 1970 there have
been scientific Sixth Form Symposia on a wide range of themes.

These functions are guided, on behalf of the Council, by an
Education Committee. There are further links with the promotion

of the ZSL, especially through the Television and Film Unit which
makes films, provides educational material, and cares for the ZSL's
substantial photographic archive. Staff of the Institute of Zoology
are active in teaching at university level. We are aware of the
Bullough Report on ZSL's Education Department, which was published

in 1980. It appears to have been well researched, comprehensive,
imaginative and balanced. We are in broad agreement with many of

its recommendations, the implementation of which would have far-
reaching consequences. However, further consideration will clearly
need to be given to this important activity with particular reference
to:-

(a) the role of the Education Department in the interpretation
of the zoos for the general public as opposed to its formal
educational role with school parties;

(b) the scope for revenue generation and promotional potential.

C. THE INSTITUTE OF ZOOIOGY

226. The Institute was formed in 1977 by the merger of the Wellcome
Institute of Comparative Physiology (established by ZSL in 1964 with
donations from the Wellcome Foundation), the Nuffield Institute of
Comparative Medicine (established in 1965) and the Animal Hospital
and Research Units. The Animal Hospital serves two purposes;firstly,
the maintenance of a healthy collection; and secondly the care of
the animal houses which are an important research facility.




227. The research of the Institute is designed to make full use of
the unique scientific opportunities afforded by the vast range of
living animal material in the Collections. Its overall thrust is

in comparative medicine, and in biomedical applications:within these
broad fields, it embraces studies of genetics, embryology,
reproduction, nutrition, haematology, immunology, endocrinology,
animal diseases, behaviour and other aspects of animal physiology,
pathology and anatomy. The objectives of the Institute have been
summarised by the Director of the Institute under 5 main headings:

(1) Basic science To advance fundamental knowledge of
z0ology and animal physiology;

(ii) Conservation To improve the diagnosis and treatment
of disease and the breeding and management of animals
in captivity and in the wild;

(Gisial) Comparative medicine. To apply the findings from
research to medical and agricultural science;

(iv) Education To pursue an active teaching and
training programme at undergraduate, post—-graduate
and post—doctoral levels (in addition to the Society's
comprehensive programmes for school children);

&7) Collaboration To act as a resource centre working
with up to 200 other institutions in joint projects
or in the supply of research materials.

228. This is not the place to catalogue the details of the research,
veterinary and zoo service activities of the Institute. It is the
leading multidisciplinary research team in the world working to
understand and improve exotic animal breeding and management in
captivity and in the wild. In addition any possible applications

to agriculture and medical science are exploited. A few examples
include:

(a) The collection, freezing storing and transfer of
early embryos, to improve captive breeding.

(b) The collection and freezing of sperm from exotic
and domesticated animals. Sperm preservation is
currently possible only in the human, cockerel and
bull.

The study of 'chemical diapause' in marsupials that
can hold embryos in a state of dormancy. Biochemical
storage would be less damaging than freezing and might
lead to considerable commercial interes<:.

The veterinary care and improvement of welfare of all
animals in the Collections, with many projects to
improve veterinary treatment of zoo animals.




The genetic analysis and counselling for breeding
programmes of animals in the Collections, to prevent
inbreeding of irreplaceable rare animal stocks.

The sexing of rare birds and reptiles.

The search for and intense captive breeding of animals
of unique importance for agricultural and medical
science, for example the Owl monkey for malaria, Cotton
top tamarin for human viral cancer, and many others.

The development of proper diets for specialised animals
and especially for their young during weaning. Results
are important for improved survival and for management
of wild animals in poor or marginal lands.

Hormone measurements to provide pregnancy tests and
diagnose the reproductive state of animals, thereby
improving the captive breeding of rare animals.

(3) The immunological diagnosis of exotic animal diseases
and the development of vaccines against them.

229. The Institute, in February 1982, had a staff of 89, of whom 47
were permanent, 29 on contract and 14 in other categories (eg research
fellows, visitors). There were also 15 to 20 Research Students and
over 100 trainees suvported by the World Health Organisation, foreign
Governments and the British Council. t any one time there are likely

also to be 60 to 70 under-graduates of the University of London
undertaking projects.

230, The research has the strong support of the lMedical Research
Council and the Agricultural Research Council. In 1981 extermal
sources contributed £505,406, including £255,702 from specific research
grants and £155,000 via the Advisory Board for the Research Councils.
The ZSL's own contribution, made in resvect of the Institute's
important support to the care of the Collections and the advancement

of the Society's Charter functions, was said to be £327,642, making

the total cost £833,048. The ZSL contribution (ultimately paid from
gate receiptstis partly a recognition of the importance of the
Hospital and research for the work of the Society, and partly analogous
to the University Grants Committee's support for a "well found"”
laboratory. We are uncertain how far it would be feasible to look

to external sources to support a larger proportion of the Institute's
costs, although this is one issue that will demand further analysis.

231, The Advisory Board for the Research Councils has recently been
reviewing the scale and balance of Research Council support through
a Working Party chaired by Dr Ralph Riley, FRS, Secretary of the
Agricultural Research Council. BSir James Gowans FRS, Secretary of
the Medical Research Council is now taking the lead in considering
a future programme of research which the Research Councils might
support at the Institute. The conclusions of this analysis are
awaited.

s also a Scientific Fund whic
excilusiivelyt Forl Scienifiic




232. The Institute is Directed by Professor John Hearn, who also acts
as Director (Science) for the ZSL and in this capacity oversees all
the scientific work of the organisation. The Council exercises
oversight over the Institute through a specific Institute of Zoology
Committee chaired by Sir William Henderson, FRS.

233. There can be no doubting the gquality and importance of the
Institute's work,which was recently endorsed by an extremely strong
Visiting Group from the Advisory Board for the Research Councils.

It offers a major veterinary facility not only for the ZSL's own
collections but also for other UK and indeed overseas zoos. The

range and scale of this work are unmatched in this country and
internationally. Closely linked and of equal importance, is the
research we have outlined. The ZSL consider that these efforts

are already handicapped by a shortage of finance, to the extent that
in some areas a further reduction of research activities would make
their continuation no longer worthwhile. It is not, however, possible
for us to consider the long-term future of the Institute and its

work aside from the initiatives described in para 231 above, and

we shall await their outcome with interest. The financing of the
Institute remains an important issue to be resolved in the longer term.

D. THE COLLECTIONS

234. Despite the emphasis on the advancement of science in the Charter
and in the minds of many people closely associated with the ZSL, it is
the two collections of exotic animals at Regent's Park and Whipsnade
Park that constitute 'the zoo' for the community at large, and it is
upon the attractiveness of those collections to the paying public

that the viability of the entire enterprise depends. IMost of our
Report is, for this reason, concerned with the factors determining

that atbactiveness, the causes of its apparent decline over the past
decade, and the extent to which that trend could be reversed.

TABLE 2

THE COLLECTIONS AS AT 31 DECELIBER 1981

REGENT'S PARK WHIPSNADE PARK

SPECIES SPECIMENS SPECIES SPEC IIMEN

lMammals 162 1058 65 1110
Birds 358 1154 113 1009

Reptiles 92 301 3 7

21 109 = -
1498% -
4450%

Amphibians

Fishes ii7.77.
Invertebrates 135

*estimates




235. Table 2 summarises the composition and size of these Collections.
In the international league of z00s, the collection at Regent's Park

is among the largest. = Table 3
gives details of 14 major international collections in terms of staft,
nymbers of species, numbers of specimens, attendance, financial support
and status. For many reasons the figures are not strictly comparable,
particularly with regard to staff numbers and attendances. Some zoos
have the support of staff paid for by other organizations, such as
municipal authorities or research bodies and these may or may not be
included in the figures collected for Table 3, Attendance figures,

in the case of zoos with free entry on all or some days, are estimates
and, moreover, the basis on which zoos calculate attendance figures
varies considerably.

Table 4 gives details of most leading British Isles (including Dublin)
zoos for comparison with ILondon and Whipsnade.

236. Within the overall objectives of the ZSL's Charter, the purpose
of the two Collections could be stated to display to the nation the
broadest possible picture of the living animal kingdom.

237. The Collections serve the community in three main ways. First
the public may see, smell, and to a limited extent touch, live animals.
Despite the number and quality of wildlife films on television and the
increasing number of tourists who visit wild habitats, the great
majority of people can still only appreciate the real beauty and the
variety of wild animals in their local zoo. And even the well—
travelled tourist will find in his regional or national zoo a greater
cross—section of the animal world than either the great plains of
Africa or the forests of South East Asia will have offered him.
Visiting a good zoo is thus a unique experience which, while indirectly
educational, also satisfies the inherent curiosity of people towards
all natural things and particularly living creatures. The classical
zoo animals such as lions, tigers, elephants, giraffes, apes, monkeys
and snakes may well be those first sought out by visitors to zoos
but it is probably the unknown and the unusual which will make the
strongest impression. This includes not only the animals themselves,
but also the way they are presented. The Giant Panda is the best
xample of such unusual animals, but there are several others such
as the Okapi, Giant Tortoise, Dolphin, Killer Whale, Kiwi, Owls and
other Birds of Prey, whose distribution in zoos is limited. Exhibiting
animals against simulated natural backgrounds or in more natural
surroundings such as nocturnal exhibits, exhibits with under—-water
viewing facilities or with climbing structures, and walk-through
aviaries, also adds to the quality of the experience.

238. But the ZSL also seeks to provide a more formal educational
experience. This comes not so much through the labelling of the
collections or the provision of museumn—type exhibits and displays
(something which is not a conspicuous feature of either Regent's
Park or VWhipsnade) or even through the guide books, as through the
facilities for school parties provided through the Education
Department. This has a specially built Education Centre, opened in
1975, containing three small lecture theatres and staffed by a
resident group of trained secondary school teachers. These handle

+*However, it has 1t 1 policy of the Council of the ZSL over the

LS

numbers and improve display conditions.




2005 OF THE HORLD - COMPARATIVE DATA (Correct at 2580,

200 0. of NO. of Staff Attendance Status Approx ¥ Public Financial Notes
** Specles/Specimens (1980) Support for Operating Exp.
AMSTERDAM 633/3102 ; 1,100,621 7001 Soc with + Aquarium
Gov/Hun Grants
BARCELONA 360/1786 2 3,000,000 Municipal Aquarium
(Bstimate)
BERLIN (WEST) 1268/4998 2,455,650 Private non- Aquarium &
profit Co with Invertebrate
Covt ald
FRARKFURT 378/1826 2,569, 521 Municipal Aquarium
MUNICH Ii13/2087 1,228,248 Private non-
profit Co. With
Mun. control Int,
NEW YORK 533/ 3060+ 1,637,578 Zool Soc with
(3 free days) Clity, State &
Fed prants
PARTS 211/1039 187 1,023,457 National Another Zoo 1in
(Vincennes) Paris (Jardin
des Plantes)
PREMORIA “QY/HOGQ 241:0) 805, 35 National + Aquarium
(1978 1) (1978)
ROTTERDAM 591/2598 17 1,000,000 Zool Soc with + Aquarium
Mun prants
SAN DIECO 763/3223 360 3,100,000 Municipal - admin
(1978) by 700l Soc.,
TOKYO L€B/1906 174 7,217,350 Hunicipal + Aquarium
(Meno Park)
TORONTO 3011/2080 , 1,018,041 Municipal/
Private Soc.

1 ~ v ~ N - /. - 7 > ‘ J
JASHINGTON 373/2568 306 3,000,000 National ‘ {5
(Bst) o,

(4]

LOMDON Chli /2666 368 1,338,493 700LOGICAL + Aquarium & V!

RECEITS PARK Includes Grant- SOCIETY Invertebzr.s*
Supported Research : ;
Sitaifif ;

~

Species include only Birds, Mammals, flertiles and Amphibians, i ."‘
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200 HO. of NO. of Staff
Spccies/npccimens

BRITISH ISLES %003 (corawct atb

Attendance
(1980)

Approx %

Status

Public Financial
Support for Operating Exp.

Notes

368 (includes

LONDO!
grant-supported

REGENTS PARK

Bl /2666 1,338,293

ZOOLOGICAL
SOCIETY

IfIL + Aqﬁar;.um, !

‘Invertebrate

research staff)

156/6h4 36
201 /861 86 (1979)

170/U74 18(keepers
only)
383/1600 160

199/873 30

ELACKPOOL
BRISTOL
CHESSINGTON

Lh6,367
60U, 712
649,375

CHESTER

COT3{OLD
_Wildlife Park

DUBLIN
DULDLEY

880,763

293,876
(1978)

235/899 63 671,381

154/698 251, 57l
(1981)
1y 5)3' 19”.

222,657
256, 9K
305,320
160,000
199, 500
406,013

EDINBURGH
JERSEY
MARYELL
PAICGNTON
PENSCYNOR
SLIMBRIDGE

256/1202
103/1171
125/7u2
310/1574
119/427
184 /2463

TUYCROSS 136/503

{HIPSNADE 181/1963 397,477
AINDSOR
SAFARI PARK

133/852 630,897

Municipal

Zoological Society

Private

Zool Soc.

Private

700l Soc. with
Municipal Grants.
Private

7Zool Soc.
Zool Soc.
Zool Soc.
Zool Soc,
Private
Trust

Zool Soc.

Zool Soc.

Private

Specles include only Birds, Mammals, teptiles and Amphiblans.

100
Nil
Nil

Nil + Aquariun

Nil 1980 ‘attendance
not known.

5

. - + Aquarium.
HELL ”Udl&%1980 attndce nol

10 xnown.
small Govt Grant
Nil
Nil + Aquarium.
Nil
Nil
Nil

Nil

Nil




between 50,000 and 60,000 children a year, providing introductory
lectures and guided visits to see selected features of both collections.
The Inner Iondon Education Authority has, in parallel, established

its own Teacher's Centre for ILife Studies at Regent's Park. The ZSL
say that in 1980 formal education cost £67,000 but brought in revenue
of £53,000, although these figures may not include all the associated
overheads.

239. The third service provided by the Collections is their contribution
to conservation and science. Many of the species in the collections
are rare, and a number are endangered in the wild. The ZSIL has a
highly successful record of breeding such species. At present the
percentage of mammals and birds in the collections which were born

at Regent's Park or Whipsnade or elsewhere in captivity is:

Regent's Park Whipsnade

Mammals 83 85
Birds 60 77

Whereas much of the research in the Institute is specialised the
conservation activities of the ZSL are of considerable general
interest and Whipsnade's role as a rare animals survival centre
should be capable of securing substantial popular support. The
ZSL wish to develop Whipsnade in this way.

240, The two collections are the responsibility of Mr Colin Rawlins,
as Director (Zoos), supported by Mr David Jones as Assistant Di‘reetor

and the three Curators, Dr Brian Bertram, Mr Peter Olney and Mr Victor
Manton. Their reporting relationships are discussed together with
the general organisation structure of the ZSL in a later section.

241, Some of the Council's Committees are primarily concerned with
the Zoos. The Animal Welfare and Husbandry Committee provides advice
on the care of the Collections. The Gardens and Park Committee advise
on the aesthetics of proposed new buildings and the general
attractiveness of the sites. The Promotions Committee exists to
secure support for the ZSL through appropriate publicity which
inevitably has as its major aim the stimulation of visits to the Zoos,
while the Education Committee has a major interest in the work of the
Education Centre.

Ee LINKS BETWEEN THESE COMPONENTS

242, At first sight, the different aspects of the operations of the
ZSL appear readily separable and some of us, in approacninf this Study,
were tempted to consider a 'solution' which separated completely the
Zoological Society of London as a Learned Society sustained by its
Fellowship, the Institute of Zoology as a research establishment
potentially sustained by Research Council grants and by contributions
from the managers of the Collections, and the two Collections as a
separately managed enterprise, under a Board independent from the ZSL
Council, dedicated to public entertaimment, education and conservation.




These do need to be treated as separate entities for management and
accounting purposes. But as our scrutiny of the organisation proceeded
the inter-relationships between the components became the more
apparent.

243, In particular, it became clear that the Institute and the
Collections were indeed inter-dependent. Without the Collections,
the Institute would have little point. Without the special
scientific and veterinary services provided by the Institute, the
management of the collections would be considerably less efficient,
the health of the animals would deteriorate, and the potential
contribution of the total enterprise to conservation of the world's
genetic diversity and heritage of rare and beautiful species would
be impaired. Any solution to the problems confronting the Zoological
Society of London needs therefore to bear in mind this inter—
dependence, together with the fact that, through the Institute, the
Collections sustain a large and important contribution to medical,
agricultural and zoological science.

F. THE ORGANISATION AND MANAGEMENT OF THE ZOOIOGICAL SOCIETY'S STAFF

244. The ZSL had 448 full-time staff on 31 December 1981, This
included 24 research staff on project work funded by outside bodies.
Details are in Table 5. It is noteworthy that the direct care of
the animal collection accounts for only about 30% of the total, and
matched construction, maintenance and public services almost exactly
in the manpower concerned. The transfer in 1982 of catering
responsibilities at Regent's Park to Grandmet Catering Services Ltd
has removed 43 of the 56 employed in catering and retail services
from the ZSL's books.

245. ZSL salaries and wages are the subject of agreements with staff
which link them to various external public service employees. The
result is that the Council has lost a substantial measure of control
over its costs. Salaries and wages with pensions, in 1981 accounted
for £1.817 million out of the total £2.917 million cash expenditure

on Regent's Park and £0.691 million out of £1.066m on Whipsnade -

in relation to falling revenue. In 1980 a substantial public sector
pay award was one reason why the ZSL's deficit increased despite

a 17% increase in revenue at Whipsnade and a 12% increase at Regent 's
Park.

246, It should be noted that the majority of ZSL staff are unionized
and there are 3 main trade unions involved:-—

ASTMS - white collar staff;

GMWU = manal staff;

EEPTU - maintenance staff.
This fact will incluence any plans involving further reductions in

staff numbers, and would inevitably hamper renegotiation of the links
with public sector pay awards.




ZSL STAFF* ON 31 DECEMBER 1981

SUBJECT TONDON WHIPSNADE

Animal Management 92 45

Construction,
Maintenance, Gardening
General and Public
Services 91

Catering and retail 56

Institute of Zoology 45 (24 grant-supported
staff)
Other Scientific
Departments, in-
cluding Publication,
Iibrary and Education 20 0

Admini stration 22 6
326 (24 grant-supported 102
staff)

*Excluding temporary staff3 taken on for the high season

(mid - March to September) to help with retailing, gate-
keeping, cleaning and other general dutiese.

247. As the organisation chart (Figurel ) indicates, the responsibility
for the day to day management of ZSL rests jointly with the Director of
Zoos and the Director of Science, with all staff reporting through

their respective departmental heads to the two directors. The two
directors in turn report to the Council of ZSL through the Secretary.
This reporting structure is supplemented by additional reporting lines
between specific departmental heads and senior management and the
committees of Council. This process is, in turn, strengthened by the
involvement of many of the key departmental heads, acting as

secretaries to the committees of Council.

248. Although formal responsibility for the day to day management of
the ZSL rests jointly with the two Directors, in practice the
Director, Zoos, effectively acts as 'Chief Executive', reporting to
the Officers and Council, supported by his Assistant Director, Zoos
and by the Director, Science on veterinary and scientific matters.
The Director, Zoos, has responsibility for the central management
services including finance and personnel, and for promotion and
marketing. Most of these tasks were vreviously the responsibility
of a third senior officer, the Director, Administration, but when
this post became vacant in 1980 no replacement was appointed.
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249. To improve communication between departmental heads within ZSL
a management committee (the Regent's Park and Whipsnade Zoos Co-—
ordinating Committee) was established some years ago and meets
monthly. Attendance at those meetings usually includes:

Director of Zoos

Director of Science

Assistant Director of Zoos

Architect

Assistant Director of Science (Publications and
Commercial Manager General )
Curator of Birds
Curator of Mammals
Curator of Whipsnade
Education Officer
Establishment Officer
Finance Officer
Librarian and some of the senior Research staff

250. A typical agenda for those monthly meetings would include:

The Collection — Regent's Park
The Collection - Whipsnade
Signs and Notices
PR and Promotion
Development
Consultancy
Staff Matters
General
Next Meeting
Circulated with the minutes of previous meetings would normally be a

copy of the monthly report prepared and submitted by the Director of
Zoos to Council.

251. One aspect of the organisation of the ZSL which may be
questionable is the way in which the two co-equal Directors report
to an unpaid part-time Chief Executive (the Secretary). Another
potential complication arises because a substantial proportion of
the ZSL's senior staff can report to two Directors: even the Senior
Veterinary Officer is in this position since as Assistant Director,
Zoos, he stands over the three Curators and answers to the Director,




Zoos, for all matters concerning the management of the Collections
while on scientific matters he and the Curators report to the Director,
Science. In part this duality of reporting lines reflects the close
interlocking between the scientific work of the ZSL, focussed in the
Institute, and the management of the Collections. But it does pose
certain questions which we believe need examination.

252. The Commercial Department has a particularly crucial part to play
in the implementation of the proposals in this Report. This Department
is headed by a Commercial Manager who reports to the Director of Zoos.
The position of Commercial Manager was a new appointment in 1981.
Prior to this there was a Public Relations Officer,

although the position did not carry
the range of responsibilities of the present Commercial Manager wnich
encompass all activities related to increasing visitor numbers and
revenues; trading activities; visitor amenities; public relations and
promotion. The Commercial Manager is supported by a press officer,
retail manager, photographer and the catering manager at Whipsnade.

G. THE IMPLICATIONS OF THE LOCATION OF THE COLLECTIONS

253. The location of both the Regent's Park and WWhipsnade Park Zoos
impose some constraint upon the ZSL's freedom as a manager. The Regent's
Park site is Crown Land, the Department of the Environment being ground
landlord. The current lease to the ZSL of the 36 acres fcurrently
occupied was granted in 1977 and runs to 1995. Under the terms of the
lease restrictions are imposed on the Zoological Society in respect

of the consent required for the erection of new buildings. The site

is permitted to be used only in furtherance of the objectives of the
Charter. Advertising is prohibited, but the installation, maintenance
and use of vending machines and the commercial operation of Zoo
Restaurants Ltd., and Zoo Enterprises Ltd are permitted. Beyond this,
the general policy for Royal Parks is that they be maintained as

places for guiet recreation, for the benefit of the general public.
Vhile the area of land occupied by the ZSL is not subject to Royal Parks
Regulations, it will obviously be the policy of the Department as
landlord not to give its consent to developments that would disturb

the peace of Regent's Park as a whole, or permit unsightly buildings,
while the limitations of the lease on advertising and on 'non-Charter
activities' would preclude more extreme forms of commercial-
isation,

254. The Regent's Park buildings show signs of the constraints

inposed by thelr setting ard by the fact that seme of the older ones
are listed. A tew are old (like tne Girarre House, substantially
tne same as Decimus Burton designed in 1836). Some are massive modern
structures of architectural distinction (like Ssir Hugh Casson's
Elephant and Rhinoceros Pavilion of 1965). Any new building at
Regent's Park has to be approved not only from the standpoint of its
effectiveness as animal housing, but on aesthetic grounds, and this

is said to make for expensive and elaborate structures.

255. Despite its setting in one of Iondon's largest open spaces,
Regent's Park is a compact urban zoo designed for the pedestrian.
It consists of a series of houses separated by patches of greenery.

*Under the Crown Estate Act 1961, the Department has a power to 1
a further ten acres of the Park to the ZSL. This power has never
been exercised, although there have been discussieons over the ye
about the ways in which this land might be used.

a




Stocking density is high leading in winter to areas of bare, trampled
earth and mud. The high pedestrian pressure on the paths makes it
inevitable that asphalt predominates. While the newer houses are
sensitive in their display of animals in naturalistic settin s, there
are a number of old buildings the ZSL would like to replace (notably
on the eastern edge of the site). The landscaping of the Zoo and

Park has not been done in a fashion that takes advantage of the latter
as a setting for the Zoo.

256. Another important constraint at Regent's Park arises from the
lack of car parks under the control of the ZSL as operators, and the
poor service by public transport. The nearest underground station is
Camden Tovwm, almost a mile distant (and one of the more primitive

of IT's facilities). The bus service is inadequate. To-day, family
excursions tend in any event to be car-borne. It is true that there
is a car park at Gloucester Slips, but this is subject to Royal Parks
regulations, (which would preclude the ZSL charging for its use unless
it was formally leased to them), is partly under the control of the
Crown Estate Commission, and has been regarded as serving the totality
of users of Regent's Park rather than just the visitors to the Zoo.
The other possible car park sites are either objectionable to the
local Council (Primrose Hill) or unsuitable without considerable
expenditure (the running track near Macclesfield Bridge). This
represents a considerable impediment to the full development of the
Zoo as an attraction.

257. The Whipsnade Estate is the freehold property of the Zoological
Society. It consists of 574.1 acres (232.28 hectares), of which 189.6

acres are within the zoo area, 184.5 acres are steep downland, forming
part of the Chiltern escarmpment and 174.5 acres are farmland. There
are 21 residential properties together with animal housing and
administrative and workshop buildings (many of poor quality).
Generally speaking, the buildings are less elaborate than at Regent's
Park and the animal housing especially is simple in design. There is
an extensive network of internal roads and a small loop of railroad
leased to a concessionaire. The layout of the site is not ideal, the
divisions and roads cutting across the landscape and making the visual
character less '"matyral" than it could be, but there is still a good
opportunity to display animals in an open setting and the development
plan provides for the grouping of species from particular continents
or regions in proximity to each other, thus making the exhibition

more comprehensible., About half the Collection is already grouped in
this way.

258. Whipsnade Park is entirely within the Green Belt and the Chilterns
Area of Outstanding Natural Beauty. While this need not inhibit new
building of an essentially rural character, it might prevent

the selling off of part of the estate for residential development, or
the erection of any structures (or the development of any activities)
held incompatible with the status and location of the site.




3 COMMERCTIAL AND MARKETING

301 In the introduction we reported on the trend of falling
attendance at the two zoos. This is so crucial that we begin this
section with some more detailed analyses, comparing the ZSL with
other leisure attractions. We then consider the role of marketing
in the commercial development of ZSL. Third, we consider ZSL's
market research activities and the further research which will be
required as a basis for business planning. The fourth part of
this section deals with the elements of the marketing mix, especially
the presentation of the animal collection and the retail and
catering facilities, advertising and promotion, and pricing
policy. We then proceed to address possible new areas of revenue
generation.

302 In reviewing the commercial and marketing aspects of ZSL

and formulating recommendations it has been necessary to make a
number of broad assumptions in the absence of reliable quantitative
data on current zoo visitor profiles. For this reason it will

be necessary to review the recommendations made as market research
data becomes available, a process that should be continued as

ZSL's on-going programme of market research (paragraphs 310=317)
continues.

Trends in Public Attendance

303 Visitor trends between 1972 and 1981, together with details
of gate receipts, admission prices and advertising expenditure,
are set out in Tables 1 and 2 and illustrated in figures 1 and 2

The main points to note are that:-

(a) falling attendance has been accompanied by a decline in
gate revenue in real terms, amounting to 15% at Regent's Park
Zoo, in spite of the fact that admission prices have doubled,
and to 18% at Whipsnade Zoo, where admission charges increased
by 58 per cent;

(b) advertising expenditure at Regent's Park Zoo was

31 per cent lower in real terms in 1981 compared with 1972
while that at Whipsnade Zoo has shown an uneven pattern over
the period,although a significant increase in 1981 has
brought it back to approaching 1972 in real terms.

The Leisure Market and Trends

304  The central question is how far the ZSL's performance has
been affected by its marketing. We stress that, despite its strong
scientific objectives, ZSL is competing in the leisure market along
with other zoos and other leisure attractions such as, for example,
Madame Tussauds and the Tower of London, in that it:-

(a) provides facilities for the public to pay to see its
animal collections and to take advantage of the various other
on-site facilities such as gift shops and restaurants;

(b) seeks to attract more visitors and to generate more
income by promotional and other methods.

305 To put ZSL's attendances into the context of the wider national
leisure market, we set out in Table 3 trends in visitor numbers to
different types of leisure sites and zoos over the period 1975-80,
and include comparative figures for Regent's Park and Whipsnade Zoos.




Table 1

REGENT'S PARK Z00

VISITOR TRENDS

July Admis-

Attendance sion Priice Gate Receipts

Advertising

'000 , Index (£) Index (£'000) Index

(£'000)

As 7 of
Receipts




REGENTS PARK 1972-1980

Admission Price and Attendance

(in real terms)

With Aquarium

X Without Aquarium

July Admission Price

Receipts

* Attendance

T T
4

18972 3

Source

: ZSL

T T I T
5 9 1980 81




Table 2

WHIPSNADE Z00

VISITOR TRENDS

July Admis-

Attendance sion Price Gate Receipts Advertising

As 7 of
Receipts

'000 Index (£) Index (£'000) Index (£'000)

NBs 1 All “Index”
2

columns are stated in real terms.

Members and season ticket holders are included under attendance

figures but not gate receipts.

Source: ZSL




WHIPSNADE 1972-1380

Admission Price and Attendance

(in real terms)

July Admission Price

569,000

| I T T 1
1972 3 9 1880 81

Source : ZSL




visitor Trends (1975-1980)

1975/1980

7% Change

Regent's Park —41

Whipsnade -12

Traditional =113

Wildlife/safari parks

Aviaries, bird worlds etc

Historic Sites2
DAMHB (DoE) =12
National Trust

Private +9

The trend in National Trust visitors is based on attendance figures

which include members.

figures must be treated with caution since:-

many of the non-traditional zoos were founded in the early 1970's.
Thus, over the period 1975 - 1980 they are likely to start from
smaller visitor bases than the longer established traditional zoos
and, therefore, to exhibit larger percentage increases in attendance

figures.

they do not take into account comparative pricing policies;

ideally, a proper appreciation of the relative performances of
particular zoos would require consideration of a longer time scale
but, unfortunately, figures for some of the larger zoos are not

readily available beyond five years.

Sources: 1 ETB Report on British Zoos, March 1982
2 DAMHB Study, € & L Associates Ltd. 1981




Nevertheless, in spite of these qualifications, it is clear that
over the period from 1975 to 1980 Regent's Park Zoo performed
considerably worse in attracting visitors than other leisure
sites and other traditional zoos. Despite this Regent's Park

Zoo remains at the top of the league of British zoos in terms of
visitor numbers, above Chester which had 865,000 visitors in 1981.
In 1981 Regent's Park and Whipsnade Zoos, together accounted for
almost 10% of the total visitors to British zoos of 14.3m. Some
comparative attendance figures have already been presented in
Table 4 in the Introduction.

306  According to the recent (March 1982) ETB report "British
Zoos: Their Main Features and Achievements'", managers of
traditional zoos have cited various reasons for their decline,
including:-

(a) competition from new collections of wildlife in parks.
For instance, the opening of Woburn in 1966 had an adverse
effect on attendances at neighbouring Whipsnade. Windsor
Safari Park also provides competition for Whipsnade;

(b) sociological factors such as population dispersal
from urban areas, increasing car ownership and the decrease
in the child population.

307 ther factors which have probably contributed to the
declining attendances at traditional zoos include:-

(2) Wildlife and safari parks have placed increasing emphasis
on entertainment by the inclusion of non-animal attractions
which have been aggressively promoted; and this combination
seems to have made a significant contribution to their
success.

(b) Whilst there is no evidence to suggest that the recent
generation of television wildlife programmes such as, for
instance, 'Life on Earth!',have adversely affected zoo
attendances, such programmes have probably heightened people's
expectations and made them more enquiring and more demanding.
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Market Research . .

310 Ve emphasise at various points in this section the

crucial role of marketing in the successful commercial development
of ZSL's activities, in what is becoming an increasingly
competitive area. The term marketing is in our experience frequently
used loosely and in a rather narrow context. It is therefore
important to define its meaning in this report, namely:

"the management process responsible for identifying, anticipating
and satisfying customer requirements profitably". € is thus

a much broader process than simply selling the ZSL's services.

It demands the consideration of all market factors and their
inter-relationship. It embraces the design of the products, the
way they are presented, pricing,the manner in which they are sold,
and the inter-dependence of these factors one with another.

311 Central to the concept of marketing is the attitude of

"produce what you should sell" rather than "sell what you can produce',
and this attitude is characterised by sensitivity to demand, to
markets and to customers. In this context, therefore, it is

necessary for ZSL to have properly researched data to enable

correct decisions to be made. A key feature in marketing the

z00 product is the need to translate the physical and other facilities
available on a specific site into an experience which visitors

can enjoy. Existing resources at the site should be tailored and
others added to ensure the visitor experience is suited to the

market in a way compatible with the purpose, aims and objectives

of ZSL to be met. At the same time, the policy should be

sensitive to the need to achieve a balance between the scientific

work of the Society, proper animal management and the need to

achieve a balance between the scientific work of the Society,

proper animal management and the need to interest and entertain
VilSItOrSs!e

31112 We have reviewed various market research and other reports

on Regent's Park and Whipsnade Zoos which have been carried out
since 1969. The reports are of varying quality and most are

more than five years old and so their findings must be treated
with considerable caution since it is clear that patterns of

visits to leisure attractions have changed over the intervening
period. The Specialist Research Unit Survey (1981) is the most
recent and is a useful reference document about general public
attitudes towards Regent's Park Zoo, but even this does not provide
a sound basis for making commercial decisions, particularly because
it did not achieve its aim of discovering the attitude of people
who do not visit the zoo but who do go to other attractions.

313 In order to develop an effective market strategy for
Regent's Park and Whipsnade Zoos, it will be necessary to
consider how ZSL can:-—

(a) improve its products and their presentation by
introducing new features;

(b) improve its promotional effort by, for instances, more
accurate targetting of advertising campaigns;

(c) adapt its pricing policies by, for instance , reviewing
off-peak prices.




Table 4’

Information Requirements

Questions to be answered

Information Required

Information Obtained From

Research of
Other Zoos

Vistor
Survey

Non-Visitor
Survey

1. How can Regent's Park and
Whipsnade Zoos improve
their product?

.Public reaction to the Zoos.

.Public likes and dislikes.

.Analysis of visitor reaction to other
Zoos and Safari Parks.

.Comparison of Zoos to other attractions.
.Public reaction to potential development
proposals.

.Analysis of other Zoo products.

How can Regent's Park and
Whipsnade Zoos adapt their
pricing policies.

.Visitor reaction to prices.

.Did visitors know price before they
travelled?

.Do visitors know which days are
cheapest to visit on?

.What prices are charged at other
attractions?

.How do Zoos, Regent's Park and Vhipsnade
Zoo, and other attractions rank as value
for money?

.Analysis of other Zoo pricing policies.

3. How can Regent's Park and
Whipsnade Zoos improve their
promotional effort?

.Who visits the Zoos?

.Where do they come from?

.How do they hear about the

Zoo? :

.How and when to they arrive?
.What proportion of visitors are
forelgn tourists?




314 Good quantitative data are needed to answer these questlgns. .
They should provide detailed visitor profiles, information about
non-visitors, and coverage of the points made in Table 4.

Sil5) The ZSL's Commercial Manager is planning to carry out a
survey of about 1000 visitors to Regent's Park Zoo during the
1982 summer, using personal interviews. We have suggested some
improvements to the pilot questionnaire and these have been
incorporated into the most recent draft, which still requires
further refinement. It is essential that the sample used for
this survey is large enough to guarantee significant

results. Consideration is being given to the possibility of
undertaking a similar exercise at Whipsnade using a shortened
version of the Regent's Park questionnaire and on a self-completion
basis. Consultants should monitor the visitor profile studies
at Regent's Park and Whipsnade Zoos and advise as necessary.

316 A survey of non-visitors is also needed, to determine their
attitudes to zoos and to try and ascertain what improvements,

if any, at Regent's Park and Whipsnade - both in terms of the
product and its promotion - might persuade them to visit. The
English Tourist Board ("ETB") plans to undertake an attitude
survey during the 1982 summer for their Committee of Enquiry into
Zoos, and has agreed to co-operate with ZSL in this work.

317 These two proposed surveys should not be seen as one-off
exercises but as the start of a continuing programme of

market research to provide ZSL with essential data on visitor
and non-visitor profiles. The leisure industry in which both

of ZSL's zoos are competing is highly competitive and susceptible
to changing tastes. If market research is not carried out on a
continuing basis ZSL will not be able to anticipate or even
respond to the market, a situation which will not resolve the
current trend of declining attendances.

Product Development

318 Ve discuss the development of Regent's Park and
Whipsnade Zoos under the following sub-headings:-

(a) presentation;
(b) interpretation; and

(c) other related facilities.

(a) Presentation

319 We consider that there is a need to review the animal
collections and their presentation to the visiting public. In

the view of some, the presentation of exhibits to the public has
suffered badly from a lack of capital investment by ZSL during

the 1970s. We are not convinced that such criticism is wholly
Justified. As Table 5 shows, there have been seven major new
capital projects at Regent's Park over the past 19 years and there
were also significant projects at Whipsnade over the period 1969-1972.
We note that most of this work has been achieved as a result of
private fund-rdising. On balance and when compared with other
z00s, both™in the UK and overseas, we consider that ZSL has a

good record on major capital projects.




Table 5

Major Capital Projects Undertaken by .

the ZSL Since 1963

Regent'!s Park Whipsnade Park

Cotton Terraces
Snowdon Aviary
Elephant/Rhino Pavilion
Clore Pavilion
Chimpanzee House
- Development Plan Launch
Children's Playground White Rhino Exhibit

Sobell Pavilion Dolphinarium

Lion Terrace




320 We believe it is important that there is something new at the
zoos for the public to see every year and that major new features
should be introduced preferably every three or four years. Such
features should take into account the fact that methods of showing
animals are steadily changing at zoos throughout the world:

for example the trend is towards bigger but simpler and more natural-
istic enclosures. In the intervening years between the major
projects, less costly detailed product variations and improvements
should be introduced. It is our impression that over the past

19 years ZSL has tended to place particular emphasis on large
prestigious projects and possibly neglected smaller and more
detailed improvements.

%24 We are satisfied that in the long term major redevelopment
by the ZSL will be needed. Despite all that has been done,

there is a considerable amount of substandard animal housing both
at Regent'!s Park and Whipsnade. In the medium term, we believe
that much can - and should - be done through relatively small, low
cost improvements to existing animal displays, and to landscaping
and facilities for visitors

322  All proposed capital developments need to be assessed in

the light of market research to ensure that they are in line with
visitors'needs and expectations as well as meeting ZSL's objectives.
New or improved enclosures and exhibits would provide the basis

for promotional campaigns designed to stimulate visits and also
provide greater enjoyment and satisfaction for the visitor. We
cannot stress too strongly the importance of the development by

the zoos of an image of providing something new for visitors to

see each year. If there is something new, then this is likely to
be a significant influence in persuading people to make repeat visits,
particularly from within the immediate catchment areas of the

2005,

(b) Interpretation

323 There is a considerable scope for improving the quality of
information given to visitors and the associated interpretative
techniques used at both Regent's Park and Whipsnade Zoos.
Interpretation goes beyond the provision of mere factual
information for zoo visitors but rather is concerned with improving
their overall visitor experience by helping them to understand
more readily what they are looking at. It is an informal method
of educating the public about aspects of animals such as their
natural habitats, behaviour patterns, adaptations, problems and

so on. Interpretative technigues can also be usefully used to
communicate to visitors the scientific,research and breeding

work of ZSL. Interpre®ive techniques encompass information boards,
labelling, guide books and even the design of animal enclosures.

324 New exhibits can offer opportunities to show new perspectives
of animals. A good example of this approach is the recently
completed penguin pool at Chester Zoo (cost £81,000) which has a
glass wall and affords a view of the penguins swimming underwater;
a similar approach could be considered for sealions. On a more
spectacular - and expensive = scale, walk-through aguaria would
probably prove a major attraction. These examples are merely
illustrative and clearly any proposals will need to be considered
in the context of an overall development plan.




525 Theming of the zoos either on the basis of geographic or common
habitat groupings of animals is another approach towards improved
interpretation. The geographical approach is continuing to be
developed at Whipsnade. A good example of successful theming is

the impressive tropical house at Chester Zoo which is probably

unique in the UK.

326 Labelling is obviously an important element in ensuring good
standards of interpretation. ZSL should aim to achieve proper
labelling of all exhibits as soon as possible. The lMontagu Report
in 1966 on interpretation recommended that 200 new labels were
needed at Regent's Park Zoo but unfortunately progress in installing
these has been slow. The report defined the following three

levels of information in order of priority:-

(a) scientific - including details of family, species
name and map of general distribution;

(b) factual animal notices ("fans") - giving further
information about the animals;

(c) =zoo information panels ("zips") - designed to give more
general information and to contain illustrations.

We have been impressed by the variety and quality of labelling

we have seen at some other zoos and wildfowl parks, particularly
Edinburgh, Ches ter, Washington and San Diego Zoos and

Slimbridge wildfowl refuge. It would appear that there are
alternative, and improved, labelling methods which could be worth
investigation by ZSL. Chester Zoo has had the novel idea of

producing card labels which are also sold in the zoo shop to recover
production costs. In order to speed up labelling, ZSL

should consider the possibility of strengthening resources allocated
to this exercise and clarifying the lines of management responsibility
for undertaking this task.

327 Three talking posts have been installed at Regent's Park

Zoo at the lion, sealion and penguin enclosures. The charge for
use of these is 10p for a three minute commentary in greater depth
than provided by labels together with a background sound of the
animals, These have been installed on a trial basis and their
effectiveness will need to be reviewed in due course. However,
early indications are that listening posts are unlikely to prove to
be a useful technigue.

328 Other possible methods of interpretation are as follows:-

(a) audio-visual films of animals'natural habitats and related
topics. The possibility of installing audioc-visual displays
near to enclosures should be investigated - this could

provide a link between the exhibit and wildlife television
programmes. This idea could possibly be extendcd to showing
wildlife films such as, for example, "Life on Earth" in the
lecture theatre at Regent's Park either during visiting hours
or in the evenings;




(b) to allow greater interaction between visitors, especially
children, and the animals. This can be done by a properly
supervised animal handling session. Such a scheme has

proved popular at Edinburgh Zoo and provided it with free
publicity. We understand that ZSL's Education Officer is
developing a similar scheme for Regent's Park Zoo which
already has an area where the public is allowed to mix with
harmless animals. This is popular with children and such
facilities should be expanded.

329 The British Museum (Natural History) provides a good example
of what can be achieved by the use of a wide variety of interpredtive
techniques, applied with sensitivity and without detracting from
the serious aspect of the subject. Clearly, zoos, with live
exhibits, have much greater potential to exploit similar techniques
but so far this opportunity has not been grasped.

330 ZSL should consider the possibility of establishing a
permanent interpretative exhibition or orientation centre at the
entrance of Regent's Park Zoo, which could set the scene for
visitors on arrival. Such a facility could also form part of a
strategy aimed at providing the right sort of arrival experience
for the visitor. Just inside the main gate, one of the zoo's
most attractive or popular exhibits might be placed as a visual
welcome to visitors. We hope that the ZSL will also recognise
that the image of the zoos depends strongly on the staff. We
appreciate the dedication of many people working with the two
collections, but we believe more could be done %o convey a personal
welcome at the gate and to make the sale of tickets (and Friends
Membership) smooth and friendly.

DBl We have been impressed by the many good and imaginative

ideas of ZSL's staff, particularly in the areas of presentation
and interpretation. These need to be brought together and focussed
as they could undoubtedly make an invaluable contribution +o the
overall development plan for the zoos.

(c) Other Related Facilities

332 Other zoo facilities which need to be considered further are:-
(a) parking;
(b) children's playsround;
(c) egardens and landscaping;
(d) picnic sites.
Parking
A2 We are told that parking is a constraint on visitor numbers at
Regent'!s Park Zoo and, prima facie, this appears to be true. The
fact that the present car park is shared with visitors to
Regent's Park as a whole causes difficulties at peak periods.
Possible ways of increasing car park facilities close to the zoo

are being considered but there are administrative and technical
problems involved. There has been an increasing trend for visitors




to leisure attractions to travel by car and this is likely to
continue, thereby aggravating the parking constraint. We consider
that the construction of satellite parks on the car route within
Whipsnade would improve the chances of visitors seeing all the
animals and thus enhance the enjoyment of their visit. We have
included a question about car parking in the planned visitor
profile surveys to try and obtain a better understanding of the
scale of the problem and how car-borne visitors currently cOpE.

Children

334 Children make up about 30 per cent of all visitors at

both zoos. Particular attention should therefore be paid to their
needs. Other leading UK zoos are increasingly extending or
improving facilities for them. For instance, Edinburgh Zoo has
recently provided a monkey cage for children to play and climb

in while their parents sit on the grass outside and watch them.
This novel concept has proved popular and its success has
persuaded the Zoo Director of the need to extend the play facilities.
The Director of Chester Zoo also told us that he has recognised
the need to place more emphasis on children. The play area at
Drusillas Zoo in Sussex is a well-designed and popular feature

and includes a kiosk where parents can enjoy light refreshments
and keep an eye on their children. It was described to us by

the Zoo Director as his "secret weapon', The present play area

at Regent's Park is popular but there is scope for additional
features, to create more things for children to do and to increase
the overall area. Consideration should also be given to the
possibilities for improving other childrenk facilities such as

the children's zoo and farm.

Gardens

335  Attractive gardens and landscaping can enhance a zool!s
exhibits and provide additional enjoyment for visitors. The
gardens at Chester and Bristol Zoos are most impressive with
displays of annual and herbaceous borders and trees. The
respective directors are convinced that the expense is worthwhile
in terms of packaging the zoo for visitor enjoyment and thereby
helps significantly to increase their attendances. Regent's

Park Zoo is particularly lacking in this regard. Much needs to
be done to improve its attractiveness by planting more trees,
flowering shrubs, creepers and other plants and by designing better
vistas, perhaps by exploiting its location in Regent'!'s Park.

A similar approach could be adopted at Whipsnade.

Picnic and rest areas

336 There are few places in Regent's Park where people can sit and
rest in sneiter and watch animals. This defect needs to be remedied.
Plans for landscaping should also take into account the need to
reserve sites for picnic areas either within or in the park adjacent
to the zoo. At Whipsnade the great attraction of the Chiltern
escarpment is only partly exploited, and some of the most scenic
areas are currently closed to the public.




o
Pricing

337 ZSL's pricing policy has historically been based on the
price needed to cover budgeted operating expenditure for the
year. As a result prices have increased in real terms by more
than 50% over the past ten years, while attendances have fallen
dramatically. ZSL believes that this policy has resulted in its
prices at Regent's Park Zoo being significantly higher than those
of competing attractions and that there is some correlation
between high prices and the trend of falling attendances. Ve
have, however, already indicated that there is no firm evidence
to support the view that price is the main reason for the decline
in attendances at Regent's Park Zoo.

338 ZSL decided to propose reduced prices for 1982 with the

aim of bringing them back into line with those of competing
attractions and of maximising admission revenue. The DOE judged
that a downward adjustment in the admission charges at the
present stage would be a mistake and we agree with this view.
ZSL's prices for 1982 together with examples of other attractions
are as follows:—

1982 Summer Prices

Adult Child
(£) (£)

Regent's Park Zoo
Whipsnade Zoo
Windsor Safari Park
Madam Tussauds
Chessington Zoo 5 1.40
Tovm of London 1,20
Planetarium 15 510) 0.95
Woburn Wild Animal Kingdom 5.00 per car
339  Against this background it is clear that a key requirement
is to carry out a thorough review of ZSL's pricing policy and make
recommendations for the 1983 season and beyond. The recommendations

should be formulated in the light of:-

(a) the findings of the market surveys to be carried
out this summer;

(b) a review of competing attractions, including other
z00s, in which value for money comparisons should be
attempted; and

(¢) an overall marketing strategy for the zoos including
policies on promotion and development.




' Only once the basic long term pricing policy has been established

should consideration be given to off—pegk.pricing pqlicies and
discount promotions, except by way of limited experiments.

3.0 One important characteristic of ZSL's operations is that
its costs vary little with the level of admissions, or with
time of year. This might suggest that there is scope for
variations in prices around the basic level; for example:—

(a) Do substantial winter season discounts increase
revenue? The evidence of ZSL's experiment in the 1981/82
winter season suggests, tentatively that they do not.

(b) What should be the role of a 'Friends of the Zoo!
organisation in the pricing strategy? We discuss this
at paragraphs 372-375.

(c) Should the policy continue to be to change a single
admission price to cover all attractions or should there

be additional charges for particular attractions? Both
ZSL's experience and that of other zoos and similar leisure
attractions suggest that current policy is correct. In that
context we suggest that it may be sensible to make an

extra charge for entrance to film shows (paragraph 328).

(d) TIs there a role for discount promotions? In general
we doubt whether these increase revenue although we believe
that there may be benefits, and useful knowledge gained

of visitor behaviour, from limited experiments.

The proposed market research survey will throw some light on these
questions; nevertheless much will depend on commercial experience
and analysis of data,

Season Tickets

34 Season tickets are available at both Regent's Park and
Whipsnade Zoos although they are not interchangable between
the two zoos. The season ticket scheme was introduced in 1976
and we have been told that it was seen as a form of membership
for people living near the zoos.




342 At Regent's Park season tickets are not available from
the ticket kiosks at the main entrance but have to be purchased
from the administrative offices some distance and across the
road from the main entrance. We believe this to be a serious
weakness. At Whipsnade season tickets are sold at the main
office, again not at the zoo's entrance.

343 Season tickets for Regent's Park Zoo currently cost

£18 and for Whipsnade £13. They entitle two people accompanied
by up to two children to unlimited entry for 365 days from the
date of issue. The Whipsnade season ticket does not entitle
the holder to free car parking.

344 We understand that little promotional effort goes into
selling season tickets and this combined with the logistical
problems of buying season tickets in the case of Regent's Park
means that comparatively few season tickets are sold. There
are currently some 2,200 in issue for Regent's Park and 690
for Whipsnade. The Finance Department's records show that the
number of season ticket admissions in 1981 were 25,281 at
Regent's Park and 6,379 at Whipsnade.

345 For the reasons discussed below we believe that season
tickets should be phased out and replaced by a supporters club.

Advertising and Promotion

346  ZSL's advertising expenditure has declined in real terms
since 1972. The main points to note in the pattern of past
spends at both Regent's Park and Whipsnade Zoos which are set
out earlier in Tables 1 and 2 are that:-

(a) there have been considerable fluctuations in the sums
to spend on advertising both in real terms and as a percentage
of admission receipts;

(b) in addition to this lack of consistency in the level
of advertising spend there seems to be an anomalous
disparity between the amounts spent at the two zoos.

We believe that over the past 10 years ZSL's level of advertising
spend as a percentage of admission receipts has been too low,
particularly at Regent'!s Park Zoo, where it has ranged from only
1.3% to 5.3%. Ve are advised that major leisure attractions

such as the zoos should spend between 10% and 15% of their
admission revenue on advertising and promotion. This level of
spend is in line with leading zoos in the USA.

347 Wle have examined the ZSL's historical promotional spend
by media from 1975 to 1981l. The main findings are that:-

(a) television was abandoned in 1978, because it was felt
that the early evening spots it would need to use to attract
children were poor value for money;

(b) London Underground posters were first used in 1978.
The aecision to use underground posters was based on:-—




(1) research which showed a high proportion (40%)
of overseas visitors to Regent's Park Zoo. This was
a year with a particularly high influx of overseas
visitors. The current level of overseas visitors to
the zoo is considerably lower at around 30%.

(ii) information from London Transport that 80% of
tourists travelled by tube; and

(iii) Dbudgetary constraints which discouraged the
use of television;

(c) there has been a growing use of local radio. It is
planned to use the new Chiltern Radio in 1982, as
apparently this gives good coverage of the local Whipsnade
area.




348 Ve are told that the advertisment and promotion of the
Zoo has been hindered by:

(a) a lack of a positive attitude in ZSL towards advertising;

(b) Budgetary constraints which prevented the development
of a long term promotional strategy and forced the agency
to "adopt purely tactical measures';

(c) a lack of information about visitors to Regent's Park
and Whipsnade Zoos with which to target advertising
campaigns;

(d) minimal feedback on the impact and effectiveness of
campaigns, again because of a lack of resources to carry
out follow-up research.

349 e firmly believe that ZSL should increase its advertising
spend and also adopt a more positive attitude towards the use
of advertising as a means of increasing visitor numbers. This
is only likely to be effective if the action is:

(a) based on a sound understanding, from quantitative data,
of who are ZSL's actual visitors, with a view to assessing
the strengths and weaknesses of ZSL's market share and to
enable the advertising to be targetted more effectively;

(b) <framed, as part of an overall marketing strategy
including product plans and pricing policy.

Public Relations

350 Because of the intrinsic attraction of the Zoos they have

considerable potential for exploiting the media by obtaining free

coverage in the press and television. In 1981 Chester Zoo

achieved considerable success in this regard, managing to

'arrange! three half-hour television programmes, two of which were

shoyn nationally; this had a significant beneficial impact on

attendances. Z kzs b fitted in this way in the past and should
) build on thi inhereng : nake a conscious

rel ations o

351 Ve have also formed the impression that ZSL sees public relations,
including press coverage - which in the nature of things is free -

as a substitute for paid media advertising, [hile editorial

coverage is an excellent way of promoting general awareness it

should not be seen as a substitute for more pre:ise and targeted
advertising about the Zoos, but rather as a complementary

promotional tool,

Marketing Budget 1982

352 ZSL's 1982 marketing budget is £140,000 (4.8 of 1981
gate revenue) compared with £129,000 in 1981. The planned
allocation of this budget is as follows:—




Regent's Parlk Whipsnade Total

(£) (£) (£)

Radio 24,000 24,000 48,000
Underground posters 35,000 - 35,000
Exhibitions/displays 10,000 9,000 19,000

Sub-totals 69,000 33,000 102,000

General :
Leaflets 15,000
Production of promotional material 10,000
Market research 8,000

Reserve 5,000

£140,000

353 e recommend that this budget for the Summer of 1982 should
be increased to about £240,000 (10,7 of 1981 gate revenue),

Our reasoning is as follows. It has been decided to maintain
ZSL's 1982 admission prices at 1981 levels. It is therefore
necessary to try and counter the possible adverse affects of
high prices and to stem the trend of declining attendances until
such time as pricing policy has been thoroughly reviewed as part
of an overall development strategy. A second, yet significant,
reason for strengthening the promotional effort is that both
Regent's Park and Whipsnade Zoo have tended to be under-promoted
in the past and the 1982 marketing budget is about 33 less in
real terms than it was in 1972. As already stated we would have
expected ZSL not to be spending less than £300,000 on advertising.
Our proposals for what we have termed a first aid programme are
described in the following paragraphs.

354 e recommend that this first aid programme should comprise
two main thrusts:-

(a) first, we propose that a discount scheme for children
in the London area should be introduced at Regent's Park
during the Summer holiday period. The scheme should be on
the basis of one adult, one free child (over 5 and under
16), which is equivalent to a total discount for one adult
and one child together of 30%'. Our discussions with other
zoos, particularly Bristol and Edinburgh, have indicated
that a smaller discount and/or more complex offer would
probably reduce the impact of such a scheme;




(b) Secondly, to try to justify the high prices in the
eyes of the consumer, we propose that the planned on-site
promotions should be strengthened and added to and given
additional tactical support using local radio and press.
ZSL has suggested the following activities:—

(i) a baby elephant is due to arrive shortly from
Sri Lanka; activities such as, for example, weighing
the elephant and monitoring its development would be
undertaken;

(ii) strengthening of a proposed marmoset promotion
with improved labelling and graphics;

(iii) new graphics for the aquarium;

(iv) introduction of commentaries at animal feeding
times.

e should stress that these recommendations were formulated in

the absence of any reliable and up-to-date information about visitors
to the Zoos. Ve have drawn on our own general experience and
discussions with other zoos.

355 e considered the possibility of basing the first aid programme
around a television campaign but rejected this option because of

the high risk of failure involved in mounting a significant

campaign at short notice; a risk which is aggravated by the

general lack of information about the Zoo's visitors and target
markets.,

356 The two main options which we have considered for promoting
the proposed discount scheme are:—

(a) press;
(b) direct mail.

357 Given the lack of available information about Zoo visitors
the effectiveness of these methods will need to be pilot tested
in order to ascertain the likely level of response and thereby
the marginal benefit of implementing the scheme. If as a result
of the pilot surveys the discount scheme appears not to be
worthwhile then the first aid campaign would be restricted to
the on-site promotions and tactical media support. There is no
reliable fall-back approach which might be used at short notice
in place of the press and mail drop options.

358 Our preliminary estimates of the costs of the first aid
programme described above are as follows and vary according to
which method is adopted for promoting the discount scheme:-—




Estimated Costs of
First Aid Programme

(&) (£)

Discount Scheme

— direct mail 55,000

~ press promotion 25,000
On site promotions 70,000 30,000

Tactical support using press 15,000 15,000
and radio

£100,000 £ 70,000

ZSL's Commercial Manager has agreed to obtain more detailed
cost estimates for these promotions. 'e propose to monitor

the progress of these plans and advise as to wiet..er or not to
proceed with each item of additional expenaiture over and apove
the existing budget. However, a decision, in principle, would
have to be taken very soon as to whether or not to

make the £100,000 available, subject to a detailea on-going
appraisal of plans,

399 Although we know from discussion that the Director of Zoos
would prefer another approach, we recommend that in support of
this discount scheme, free vouchers be given to all the children
attending ZSL's education programme for them to return during

the summer holidays with one paying adult. This approach has
been tried previously by ZSL, during the period September 1980

to April 1981, The redemption level was only 2¢° but the scheme
was only valid up until the end of May 1981. A scheme for the
summer holidays might be more effective; Edinburgh Zoo has
successfully operated a similar promotion. Whilst we accept

that even if successful, this scheme would result in only marginal
financial benefits to ZSL, it should nevertheless, help to create
goodwill towards ZSL and the impact of the scheme may grow if it
is preserved on an on-going basis rather than as a one-off
exercise.

360 Various other ideas have been suggested, most of them

suited to future years rather than to 1982, A sample list
appears in Appendix 1.

Retail

361 Zoo Enterprises Limited operates various retail outlets
for the ZSL both at Regent's Park and "Thipsnade Zoos:-




(a) Regent's Park - a main gift shop, approximately
2,000 sq ft in area, situated on a site near the main
restaurant;

-~ a film shop;

- two kiosks at the North and South gates selling icecreams
and confectionery products;

(b) Vhipsnade - a main gift shop approximately 1,000 sa Lt
in area located just inside the main site entrance,

ZSL's Commercial Manager is responsible for the retail operations,
There are seven permanent retail sales staff at Regent's Park vho
are assisted by up to ten casuals depending on the time of year,
The retail operation at Whipsnade is supervised by the Catering
Manager, who has two permanent sales staff and up to three casuals.
Purchasing is organised centrally at Regent's Park,

362 The overall performance of ZSL's retail operations in 1980
and 1981 is summarised below:—

1980 1981 1981
(excl, guides) (excl, puides) (incl, guides)

o ) o
o o) =97

Sales
(excl, VAT) 491,811 448,319 546,187

Gross Profit
(before wages) 215,972(43.9¢%) 188,705 (42 ,19%) 244 ;000 (Ll , 70%)

Net Profit 112,739(23%) 50,410(18% 114,801 (26%)
Up until 1981, the sales of guides and other publications sold
through ZSL's retail outlets were included in the catering accounts

and it has only been possible to extract these figures for 1981
Vi L g .

363 The 1981 performances of Regent's Park and Whipsnade, in
terms of sales turnover and sales per visitor, are shown below:—

1931

Regent'!s Park Whipsnade

Sales (including guides) &412,20L4 £133,983

Guide books etc £78,426(19.0%) £19,395(14.5%)
Spend per visitor:

-incl. guide books Lo 1p

—excl. guide bool:s e5D




The main points to note are that:-

(a) Regent's Park accounts for over 75% of ZSL's total
retail sales;

(b) the overall spend per head performance is better at
Regent's Park, mainly as a result of the fact that guide
books and other publications represent a higher proportion
(19.0%) of total sales compared with Whipsnade.
The spend per head performance in real terms has been fairly
constant at both sites over the past three years.

364 ZSL's retail operation is performing reasonably well in terms
of spends per head and profit margins. levertheless based on

our knowledge of the retail performances of other Zzoos and

leisure sites we consider it would be realistic for ZSL to aim

to improve the spend per head performance of its current operations
by between 10p and 15p per head over say a three year period
which would result in additional annual sales of between

£150,000 and £225,000 and increased profits. Any

further significant improvement could probably only be achieved
by the injection of some capital expenditure, The Wildfowl Trust
shop at Slimbridge achieves a spend per head of about 70p and

a net profit of 28% and is a good illustration of what can be
achieved.

365 Apart from increased sales and profitability an additional
and important reason for improving ZSL's retailing overations
would be the benefit of contributing towards improving the
visitors experience and enjovment. This factor above all gives
some urgency to the need to improve ZSL's retailing operations.

366 On the basis of our discussion with ZSL's Commercial lanager
and visits to the shops at both Zoos we have identified the
following main areas of the existing retail operations which
require improvement ;-

(a) oproduct range. The current range is limited and needs
to be reviewed and should no: necessarily be restricted to
animal products or 'true ZSL souvenirs'. The scope for
extending the range of non-specialist publications should
be examined;

(b) product quality. Higher quality gift items should
be sold, such as wooden or ceramic items, wild 1if
paintings/orints and ethnic nerchandise and with more items
in the range from £5 to £10; painting and orints might be

b

i
displayed for sale in the catering facilities




(¢) merchandising and display units needs to be improved.,
The use of self-service displays should be considered., A
more imeginative use should be made of lighting to show off
the products to greater effect;

(d) sales staff need to be better trained;

(e) product pricing policy, including mark-ups, should be
reviewed., The present aim is to achieve 100% mark-ups
and 56% gross profit.

However, final decisions in each of these areas should only be
taken in the light of a better understanding of visitor profiles.

367 In order to improve the management of its retail operations
and to monitor performance more closely than at present ZSL

should produce detailed management information on a regular basis.
This should include gross profit, mark-up and stockturn information
for each product line and in total as well as performance criteria
such as return on capital employed, sales per visitor and sales

per square foot of sales area. Existing information is so limited
that the Commercial Manager has no idea what the pilferage rate is.

368 The gift shop at Regent's Park is housed in a twenty year

old temporary building which was designed to last ten years and

is far from ideal. ZSL should carry out a feasibility study to

see whether it can Justify, on straight commercial terms, relocating
this gift shop so that all visitors pass by or through it on
leaving. As part of the feasibility study the opportunity should

be taken to review:—

(a) the selling space available and its relationship to
visitor numbers;

(b) possible ways of handling school parties;

(c) the number and type of retail outlets required. The
use of temporary sales kiosks should also be examined.

369 The gift shop at Vhipsnade is conveniently located near the
Zoo entrance. However, in spite of this apparently advantageous
position its performance, in terms of svend per head (excluding
guide books), is marginally worse than the gift shop at

Regents Park,

370 1In our visits to other zoos we have been impressed by the
high guality of souvenir guides and there would appear to be
scope for significant improvement in this area. e understand
that the Commercial lManager is reviewing arrangements for selling
guides at the main entrance to Regent's Park Zoo. It is proposed
to give away, with guides, 'flier' layout maps of the Zoo. Ile
suggest that these be given away free to all visitors.

£ the "Friends of the
the National Trust does

371 e also suggest that membership of
s
dmission charges to those

o
Zoo" should be marleted in the shop, a
for its membership, with a rebate of a
who join during a visit to the Zoo.




Marketing lMembership

372 Ve understand that the ZSL is reviewing the whole question
of membership, and we share their concern at its limited scale
compared with that of other national institutions such as:

(a) the Royal Society for the Protection of Birds with some
350,000 members; and

(b) the Royal Horticultural Society with 80,000 members,

373 We would argue that ZST, should develop a supporter's club
It should incorporate as

its Jjunior branch the Young zoologist's (XYZ) Club, which serves
one age group today. This Club should differ from the Associate
llembership and be managed distinctly from the ZSL as a Learned
Society; for the professional image of the latter as a scientific
body could inhibit the active enthusiasts the Club would seek
to recruit and serve. The Club should be called 'Friends of
the Zoo', Our proposals to establish this on an independent
basis must be tentative at this stage as of course the relationship
between the Club and ZSL would need to be carefully thought out.

374 Ve believe there is potential for gecnerating a substantial
a7 emberahi ! i =
*QN'qﬁmb,rgh;g . » and, by doing so, to generate
additional net revenue, There are a number of reasons why a

%gige Friends of the Zoo membership would be valuable to the

(a) As with season tickets a membership subscription
cgters for those visitors who would like +o make_reneat
v1§its, but are deterred by the single entry admission
prlges. Ver an important financial advantage
1n/that an effective FOZ should be able +to generate a -
60%~80% annual retention rate. -

(b) an active membership scheme would help to create a
general awareness of and support for the Zoos. The
supporters club at the Vashington Zoo in the USA has
apparently proved pParticularly effective in this regard;

(c) it gives a secure and well-balanced cash floy which
is helpful,

375 The potential for developing such a Club is only likely to
be realised by means of a concerted marketing effort, A
marketing campaign would need to be based on a well prepared
and soundly conceived plan which should cover:— S

(a) zsL's target membership;
(b) benefits of membership;

(c) categories/grades of membership;




(d) promotional methods;
(e) cost of developing the scheme;
(f) estimated net benefits to ZSL.

Where possible the plan should draw on the experience and
achievement of other organisations such as the National Trust.
Given the key role of marketing in our proposals, it would seem
logical to consider transferring responsibility for the membership
scheme to the Commercial Department., Tle envisage the abolition

ot season tickets once the Friends Scheme is established,

Volunteers

376 Sucn a Clup, by increasing the size of membership, would
increase the pool of potential volunteers which could be
employed by ZSL for:-

(a) fund raising;
(b) selling guides;

(c) other on-site activities such as supervising brass
rubbing and animal handling sessions.

Edinburgh Zoo successfully employs volunteers in these areas and
finds them most helpful and enthusiastic,

Zoo Magazine

377 The present Zoo magazine which is the journal of the Young
/Building Zoologist's Club is dreary. 2 new magazine should be introduced
and published guarterly, in addition to the bi-monthly newsletter
experience which is currently circulated to members. It would need to be
more professionally prepared with a greater variety of content
and the widespread use of colour. Similar publications have
proved successiul at other zoos. It could be used as a major
selling point for the 'Friends of the Zoo! and adoption schemes.
It might also be used as a mouthpiece and news-giving medium
for the ZSL, in particular to promote competitions such as, for
example, photographic or painting competitions; or a Young
Zoologist of the Year competition. A section could be devoted
to children and include such items as quizzes, information about
children's activities at the zoos and articles on particular
animals,

Other Areas of Revenue Generation

378 Various ways of generating increased revenue for ZSL have
been considered over the years. For instance, a report in 1970

on ZSL's activities, prepared by Associated Industrial Consultants
limited (AIC) for the Ministry of Public Buildings and Vorks,
considered:—




(2a) pet food manufacture;

(b) franchising of ZSL's name to pet food manufacturers;
(¢) mail order;

(d) pet clinics;

(e) animal kennels;

(f) character merchandising operations;

(g) licensing manufacturers to market ZSL's own Gt/
leisure products on a national basis.

Points (a) to (e) were rejected by AIC. ZSL considered (£) and
(g) at great length but for various reasons decided thev offered
little potential, e agree with this conclusion for (g), but

we consider that character merchandising should still be borne in
mind as a possibility as tactical opportunities arise. A mail
order scheme could be introduced on a limited basis for 'Friends
of the Zoo!' and initially, just for Christmas gifts,

Sponsorship and Adoontion

379 ZSL has recently launched an Animal Sponsorship and

Adoption Scheme. Business organisations, schools, other institutions
and members of the public are invited to contribute towards the
cost of the upkeep of the animals. In return they will have
inscribed plaques or labels displayed at "strategic points'" in the
Zoos and receive a complimentary ticket or a reduction +o the
price of a season ticket. The scheme is administered by an
outside firm which is directed by an associate of the Society.

e understand that sponsors/adoptors will buy units of £30 each,
the number of which will vary according to the cost of keeping

a particular animal, e believe that the administration of this
scheme should be taken over by the ZSL and verhaps run in close
conjunction with the Friends.

380 Other forms of sponsorship should also be considered such
as, for example:-

(a) sponsorship of signposts by companies, This is beins

o
—3)

done by Chester Zoo;

(b) sponsorship of specific events or activities such
as exhibitions,

Consultancy Services

387 Over the past ten years the increasing demand for advice

on large overseas zoo projects has led the Society to develop

its consultancy services on a more formal basis. Its services
cover the following main areas:—




(a) animal management;
(b) architecture and planning;

(c) comparative medicine and physiology research related
to zoology;

(d) education and information;
(e) equipment;

(£) staffing;

(g) veterinary and pathology.

Advice to clients mainly takes the following forms:—

(2) Training - ZSL receives keepers and curators from
overseas for training. They work in the Zoos and attend
ZSL's 'keepers courses!., ZSL charges £100 -£200 a month
(based on Government training rates) and also receives some
benefit from the free labour;

(b) Design - ZSL prepares master plans for new zoos and

Tor the redevelopment of existing ones. Up until about

5 years ago its charges were just sufficient to cover the
cost of visits by its staff. Since then, ZSL had introduced
more commercial charges. Also, it now aims to undertake

all its design consultancy work through other firms of
British consultants.

(¢c) Project lManagement - This involves advising how to stock
and operate zoos. ZSL is currently involved in a £30,000
contract in Kuwait and is negotiating a possible 5 year deal
to ZSL in terms of the need to balance its own resources
against the requirements of a particular consultancy contract.
For this reason it may use some non-ZSL staff for the Doha
pProgecit, 1f successful.

583 The bulk of consultancy fees in 1981 were earned by
Architects department and totalled £24,500. The 1982 budg
shows an anticipated consultancy income of some £65,000.
traditionally provided free veterinary advice. In recen
it has attempted to provide this service on a commercial
but we understand this met with resistance from some users.
s0, we still consider that it should introduce a fair charge
such advice, particularly to other zoos and professional vets,
and we believe that this will be inevitable if the ZSL
recipient of public funds. Apart from fees, other bene
undertaliing consultancy work are e provemencs! in ZSL
experience and skills and it can also help to take up

the normal workload of a devartment. Most of the potential
consultancy work is overseas and though significant opportu
are lilkely to emerge in the liiddle East in the foreseeable

it is difficult to estimate the revenue earning potential.




Product Planning

384 It will be appreciated from the foregoing, in particular

our concept of marketing that ZSL needs to develop options for
medium and long term strategies which embrace the product, pricing
and promotion. The selected strategy will need to carry with

it the organisational issues of the business. In papticular, il
will be necessary to clarify further the commercial manager's role
and responsibilities.




Appendix 1

liscellaneous Promotional Ideas

5 minute zoo chat programme on radio with the curators.

Organise pr visits to the Zoo to inform them on the
regional, ional and internaticnal work of ZSL.

Organise visits for underprivileged children.

Iake use of personalities - to open events, new promotions
EIECl

Put notice boards outside main gates showing attractions,
events and activities, and including photographs.

Hold regular exhibitions on zoological topics linked to the
collections.

Introduce joint tickets with other leisure sit in London,
Joint promotions with London Transport and
Hand out free literature at the gates.

Wildlife paintings and photogranhs - sell

Introduce season tickets in the form of
vouchers,

Annual theme or event,
Video theatre showing wildlife films.

Greater involvement by keepers, by means of guided tours
and demonstrations.

Publicise feeding times better and provide better viewing
Facilities for visitorsh




4  FINANCE AND ACCOUNTING

Organisation of the Finance Department

401 The Finance Department is located at the administration offices
of ZSL at Regent's Park and undertakes a variety of accounting and
financial functions. The main tasks of the Department are:-

(a) the maintenance of the books and records of account and the
preparation of the annual financial statements of ZSL.
(Accounting systems are primarily manually based although a
Visible Record Computer (VRC% is used for the purchase ledger
and nominal ledger functions);

the preparation and review of an annual budget in the form of
a detailed income and expenditure account showing the previous
year's budget and actual outturn in addition to the budget for
the forthcoming year;

the provision of monthly management information, limited to

the number of visitors and gross gate receipts for Regent's Park
and Whipsnade Park, together with a statement of expenses for
ZSL as a whole, prepared on a cash basis;

daily accounting tasks, including purchase ledger and sales
invoicing functions, the computation and payment of monthly and
weekly wages, and the control, reconciliation and security of
admission monies and matters relating to the collection of
entrance fees and subscriptions from Fellows and Associates;

specialised accounting tasks such as the maintenance of the
accounting records of the Flora and Fauna Preservation Society
and the preparation of claims for scientific research grants
of all kinds;

(f) the preparation of specific papers for submission to the
Finance Committee.

402 The Finance Department consists of twelve staff under the
control of the Finance Officer (Mr A M Jones), who reports to the
Director of Zoos. The Finance Officer supervises the running of
the Department, undertakes any special assignments or other work
that may be required and reviews all management and financial
information produced by the Department. He also acts as secretary
to the Council's Finance Committee

403 Reporting to the Finance Officer are two deputies who deal

with the day to day work of the Department. The first deputy

(Mr R Willis, the 'Assistant Accountant'), is responsible for
maintaining the primary accounting records of ZSL, preparing the
annual budget and the detailed monthly accounting information issued
by the Department and preparing the year-end financial statements
for ZSL. In addition, he deals with the preparation of claims




relating to grants for scientific research. The second deputy,
(Ms J Jupp, the 'Senior Accounts Assistant'), is responsible for
overseeing the daily clerical and accounting tasks of the
Department and maintaining the accounting records of the two
trading companies of ZSL, namely Zoo Restaurants Limited and

Zoo Enterprises Limited (see paragraphs 453 to L458).

404 Other members of the Department undertake the clerical work
associated with the computation and payment of wages, operation

of the purchase ledger system, cashiering, sales invoicing and so forth.
An organisation chart of the Finance Department is shown in

Figure 1.

405 The organisation structure within which the Finance Department
operates is summarised diagramatically in Figure 2., The Department,
through the Finance Officer, reports on a regular basis to the
following:—

(a) the Finance Committee and the Officers of ZSL on matters
relating to the annual budget and the provision of monthly
admission statistics;

(b) the Director of Zoos to whom the Finance Officer is directly
responsible on a day to day basis;

(c) other Committees of Council as appropriate (for example, the
Zoological Record and International Zoo Yearbook Committees).

406 In addition, senior members of the Department liaise on a
regular basis with the heads of other departments and the Finance
Officer reports to the Director of Science on matters directly
relating to the scientific activities of ZSL.

Accounting Systems and Management Information

407 The Finance Department produces two regular management reports -
a monthly expenses summary and a summary of zoo admission numbers

and income. Full accounts are only prepared at the year end,

31 December, there being no monthly or quarterly accounts prepared

of either a financial or management nature.

408 The monthly expenses summary is an analysis of the previous
month's expenses, prepared on a cash basis. In order to approximate
to an accruals basis, the cut-off date for expenses is the tenth
day of the following month. The analysis is exlracted from the VRC
and is limited to expenditure since the VRC does not hold income
records. Expenses are attributed by ZSL to five main cost areas

as follows:—

(a) administration (including catering);

(b) scientific (including publications);

(c) Institute of Zoology;

(d) Regent's Park;

(e) Whipsnade Park.
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Within these general cost areas, (which broadly correspond with the
allocation of costs in the budget although in the budget the
administrative and scientific categories are combined% costs are
further divided into cost centres, (for example, works, aquarium,
common services and so on). Cost allocation within ZSL is discussed
later in this section. On the monthly summary total expenses are
shown for the year to date together with budgeted expenses for the
year as a whole and actual expenses to date as a percentage of
budgeted expense for the year. The summary is not accompanied by
any commentary explaining variances and therefore is of limited
value as a management tool. Furthermore the Finance Department

does not produce the expenses summary report for the first three
months of the year because of the pressures placed on the Department
to produce the annual accounts and perhaps more significantly because
the budget is not finalised until March.

409 The monthly summary of admission numbers and admission income
shows details of admission numbers and income for both Regent's Park
and Whipsnade Park for the month under review and the corresponding
month in the previous year together with an average for the previous
7 years. 1In the case of admission income this is expressed in both
absolute and real terms. The usefulness of this report lies in the
fact that admissions income is the major proportion of the ZSL's
income:it was 73% in 1981. There is no attempt to compare actual
admission numbers and income with budget as monthly budgets of
admissions are not prepared. The annual budget reflects only overall
admission income and expenditure for the year as a whole. Admissions
are not broken down by month as the Finance Officer does not believe
that such an exercise could be achieved with any degree of accuracy.
In common with the monthly expenses summary the admission summary is
not accompanied by a commentary explaining the figures.

410 The main recipient of the monthly expenses report is the

Director of Zoos although Department Heads and other persons responsible
for cost centres receive that part of the report that relates to them.
The Director of Science receives the details relating to scientific
research and other scientific work. The admissions report is

produced for Council and is circulated to the two Directors but is

not circulated to staff.

411  The accounting system in operation consists of eight main

ledgers and five cash books. As noted in paragraph 401 the accounting
systems are primarily manually based although a VRC is used for
ce;tain functions. The accounting records are listed and described
below:-

Ledger Description

1 Income Ledger A manually produced ledger containing: -
— members subscriptions

- admissions income




Expenditure Ledger

Income and Expenditure
Ledger - Regent's Park
catering

Income and Expenditure
Ledger - Whipsnade Park
catering

Institute of Zoology

Institute of Zoology -
Grants

Funds Ledger

Description

grant income and fees relating to
the Institute of Zoology

sundry receipts

Yearbook sales and sales of other
ZSL publications.

This ledger is maintained on the VRC
and contains all expenses relating
to Regent's Park and Whipsnade Park
Zoos.

Income is posted manually; the
breakdown of expenses is maintained
on the VRC.

Income is posted manually; the
breakdown of expenses is maintained on
the VRC.

Income is posted manually; the

reakdown of expenses is maintained
on the VRC. Income principally
relates to income from Scientific
Fund investments. The investment
records are also maintained in this
ledger.

Grant income is posted manually; the
breakdown of expenses is maintained
on the VRC.

This ledger is the record of ZSL's
investments, (excluding the Scientific
Fund). It is manually maintained
although certain expenditure is
recorded on the VRC. The Zoological
Record Fund is also maintained

within this ledger. At the end of

the year dividends received during

the year are attributed to the fund

to which they belong namely:-

— Staff Benevolent Fund
Major Repairs and Renewals Funds
Ashby Memorial Fund

Income and Expenditure Account




Ledger Description

8 Personal Ledger Miscellaneous accounts, (eg certain
funds where expenses are incurred on
behalf of, and then reimbursed by
third parties or members of staffs.

9 Cash Books There are five cash books maintained;
Main Cash Book

Cash book for direct debits
and standing orders.

Giro Cash Book

Arbuthnot Cash Book - transactions
on investments.

Mullens Cash Book - transactions
on Scientific Fund investments.

412 The ledgers are reconciled monthly by the Assistant Accountant
with the use of a memorandum control account, and a trial balance is
extracted quarterly. This is done purely for internal control
purposes and information is not provided to other departments or to
the Officers of ZSL. No comprehensive monthly or quarterly manage—
ment accounts are produced.

413 On the basis of our brief review, it would appear that the account-
ing records are properly and accurately maintained by the accounting
staff within the Department, who are hardworking and diligent.

414 Nevertheless, the Department produces only limited accounting
and management information and those reports that are produced are
in many cases insufficient compared with normal commercial pPracticsis
In particular:-

(a) it would appear that there is a lack of a clear understanding
of modern accounting concepts and the application of those
concepts to the accounting records and repoarts of ZSL. For
example, in the preparation of the annual accounts the accruals
concept is only partly used, as certain income and expenditure
is accounted for on a cash basis. Subscription income is
accounted for on a cash basis as are certain other categories
of income, notably income from Zoo Restaurants Limited and
Zoo Enterprises Limited;

the accounting system is still largely manually based, although
assisted by the use of a VRC. This makes the present system
cumbersome and limits the ability of the Finance Department to
produce regular, timely, and meaningful management information.
As a result the accounting and management information that is
mroduced by the Department is geared to what the system is able
to produce rather than what good practice would suggest is
required;




comprehensive management information is not provided on a
regular and timely basis to the senior staff and Officers of
ZSL. The preparation of the budget is an annual exercise and
variances between actual and budget performance are not normally
analysed and explained on a monthly or quarterly basis. Once
the budget for the year has been finalised, in March, no regulsr
revisions are made to it or attempts made to forecast outturn.
With the exception of the annual financial statements there are
no comprehensive accounting statements prepared concerning the
financial performance of ZSL. This point is discussed more
fully later in this section;

the Department does not, as a matter of routine, prepare cash
flow projections. Projections are only prepared when
specificially requested by ZSL's bankers. The Finance Officer
believes that it is not possible to predict zoo admissions

in advance and therefore to prepare a cash flow projection
(which of necessity is greatly influenced by admissions) is
not practicable;

the number of staff in the Department (12) seems appropriate

in view of the labour-intensive accounting routines and systems
in force. However, if systems were to be modified and certain

routines computerised, there should be opportunities to reduce

the overall staffing of the Department;

(f) we note that there are no qualified accountants within the
Finance Department, which must limit the extent to which
modern accounting practices are likely to be introduced.

The Budget Process

415 An annual budget is prepared each year, in two stages, and
takes the form of an income and expenditure accoumt, presented

in broadly the same degree of detail as the annual published income
and expenditure account, and showing the prior year's budget and
actual outturn in addition to the budget for the current year as a
whole. A preliminary budget is drawn up in October and forms the
basis for the revised budget that is finalised the following March.
Both preliminary and revised budgets are presented to the Finance
Committee where the implications of the budgeted outturn for the
coming year are discussed. For budgeting purposes the activities
of ZSL are divided into three main areas:-

(a) general and scientific;

(b) Regent's Park Zoo;

(¢) Whipsnade Park Zoo.

416 In addition to the detailed income and expenditure account
budget, relating to the areas noted above, the Finance Committee is
presented with certain additional financial information to assist
them in their assessment and interpretation of the budget:-




(a) proposals for admission prices for the budget year and the
projected financial impact of differing admission prices;

(b) projected expenditure relating to the Major Repairs and
Renewals Fund.

The Finance Committee therefore influences the admission
prices to be charged but does not lay down pricing policy for the
shops, catering, or publication selling prices. These are deter—
mined by the Commercial Manager, the Council and various publications
committees respectively.

417 Once the annual budget has been adopted in March no comprehen-—
sive exercise is undertaken to explain variances between budgeted
and actual performance as they occur during the year either through
the use of variance analysis or by other means. In addition, the
main assumptions underlying the preparation of the budget are not
explained within the budget 'package'!. We have been told that ZSL
takes the view that members of the Finance Committee are sufficiently
informed on financial matters to comprehend the issues involved
with the budget without detailed explanations. It is argued that

as most members of the Finance Committee are members of Council

they receive monthly information on attendances and admission income
and a formal monthly report from the Director of Zoos which includes
information relating to financial matters. In addition, since the
Director of Zoos is directly responsible for authorising works and
other expenditure he is in a position to report on such matters
fully to the Committee.

418 The preliminary budget is prepared by the Assistant Accountant.
The following considerations are taken into account when the budget
is| setis—

(a) the prior year's budget and the actual costs incurred during
the previous year;

(b) the level of inflation which is anticipated for the forthcoming
year;

(c) additional or special considerations applicable to particular
cost centres.

Departmental heads do not prepare their own budgets for submission
to the Finance Department for consolidation in the overall ZSL
budget.

419 The annual budget therefore consists essentially of actual

figures for the previous year adjusted for anticipated inflation.

This procedure is modified in areas where departmental heads report
specifically to the Director of Zoos on proposed changes in the

level of expenditure for the forthcoming year. The most important areas
in which the Director of Zoos is directly responsible for authorising
expenditure are works and special purchases by the Curators of the

zoos. In such cases the budget is essentially under the control of




the Director himself and the Assistant Accountant incorporates the
proposed levels of expenditure into the budget as a whole.

Particular cost centres may be influenced by special factors which
would be considered by the Director of Zoos in consultation with

the head of the department concerned. In certain cases committees
other than the Finance Committee are involved in setting the budgets.
This is particularly the case with the advertising budget which

is approved by the Promotion Committee and the education budget
which is approved by the Education Committee, in consultation with
the Commercial Manager and Education Officer respectively.

420 The Assistant Accountant will also consider proposed alterations
to cost allocations when he prepares the budget. The present

systems for allocating costs and proposed changes to cost allocation
are considered later in this section.

421 The preliminary budget is reviewed in detail by the Finance
Officer before it is presented to the November meeting of the
Finance Committee. The Finance Officer concerns himself not only
with the detailed assumptions underlying the budget, but also with
the general principles relating to methods of cost allocation

and cost control as a whole. At this stage relevant matters will
be discussed with heads of other Departments if the Finance Officer
considers it necessary. Furthermore, the Director of Zoos will make
suggested alterations to the budget at this time. Once the budget
has been satisfactorily reviewed by ZSL's senior staff it is
presented in revised form to the Finance Committee at their
February/March meeting for final approval.

422 The budget is prepared primarily on behalf of the Finance
Committee and the Officers of ZSL (namely the President, Secretary
and Treasurer). The Director of Zoos monitors performance against
the budget with the assistance of the monthly statement of expenses
prepared on a cash basis by the Finance Department.

423 Since the Finance Department does not prepare regular
comprehensive statements detailing the financial performance of ZSL
or management accounts the budget and the annual financial
statements remain the principal sources of financial information
within ZSL. Control over the income and expenditure of ZSL is
therefore exercised primarily through the budget and may be
summarised as follows:-—

(a) once a budget has been set for a cost centre the budgeted
level of expenditure should not be exceeded without the
approval of a Director. Departmental heads are kept informed
of actual expenditure to date by the monthly statement of
expenditure prepared on a cash basis by the Finance Department.
The report is scrutinised by the Director of Zoos who we
understand asks for explanations on levels of expenditure in
excess of budget or where he considers it necessary;

certain specific expenditure needs to be authorised directly
by the Director of Zoos and authorised expenditure levels will
then be included within the budget. In particular, this is
applicable to expenditure on vehicles, works and certain items
purchased by the curators;




(c) major items of expenditure need to be authorised by an Officer
of ZSL. In particular, this relates to all items of
expenditure over £10,000.

Opportunities for Improvement

424  Budgeting procedures can be used as part of a much wider
management information system and a far more effective management
tool than is current practice in the ZSL. The particular
improvements that could be made to the present system are summarised
in the paragraphs that follow.

425 There is no regular formal comparison and explanation of actual
performance against budgeted performance. The present procedures
make such a comparison only possible at the end of the
financial year when the detailed financial accounts are prepared

and as part of the procedure for setting the new budget. The
monthly expenditure summary shows actual expenditure as a percentage
of total budget (whether under or over budget) but no explanations
or commentaries are provided. Actual performance should be measured
regularly, say quarterly, against budgeted levels of income and
expenditure through the use of variance analysis supported by a
detailed written explanation of variances. This would highlight
problem areas and allow management to react in time to resolve
problem areas before further serious problems arise. Although the
majority of ZSL's costs are of a fixed nature and therefore the
scope for corrective action through cost reductions will be limited
certain cost reductions may be possible to compensate for any
reduction in income. Furthermore, where financial performance
deteriorates it may be necessary to increase or amend the promotional
effort. At present there seems to be little emphasis on either the
completeness or timeliness of management information with the

result that corrective action by management is made all the more
difficult,

426 At present the budget is

expected levels of annual income and expenditure for the wvear as

a whole, no attempt being made to budget on a month by month or
quarter by quarter basis. Additional emphas could be put on

the use of budgets as providing achievable + gets rather than
forecasts. Although we have been +told that the Finance Department
does partly set budgeted levels of expenditure below exnected
levels, budgets are éssentially realistic forecasts of wha+t is
lilkely to be achieved. The continual review and monitoring o
budgets would allow periodic revision if they proved unrealistic
but the overall effect should be to tighten control over Suture
levels of expenditure. N

S primarily a realistic prediction of

=
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427 Too little emphasis is placed at bpresent on reviewin
performance during the vear throush the use of conprehensis
financial and management Information. Instead, financial 5e%¢owm—
ance is reviewed annually through the use of the budse: and the
preparation of the annual financia statements. Durins the year
expenditure is monitored by the use of the nmonthlv exngnditu%e i




summaries, as noted in paragraph 425, but there is no review of

the performance of ZSL as a whole (both income and e enditure)

or of the performance of the individual activities within ZSL.

ZSL maintains that such a degree of financial analysis is rendered
umecessary by the monthly report on expenditure and the production
of monthly reports on admission numbers and income which represents
the greater part of the income of ZSL. HoweveryYshould be stressed
that the availability of more comprehensive information relating

to all activities of ZSL would enable nanagement decisions to be
nade more effectively and feedbacl: on the results of decisions

nade to be evaluated guickly. Similarly it would be normal praectice
to present the separate reports on income and expenditure as a
consolidated financial statement.

At present, responsibility for containing costs within budget

often loosely defined and the Director of Zoos u timately bears
he burden. ZSL should consider devolving this responsibility so
that it rests with those of senior members of staff dilrecitily:
responsible For activities. There have been moves in +this direction
already with the ZSL Architect taking charge of the Works Department
and the suggeston by the Finance Officer to split menagerie costs
into several sections under the charge of individual Curators.
This process should be carried further within the lines of responsi-—
bility already defined.

429 The advantages of linlking the budgetary process into a more
comprehensive management information system may be swmarised as:—

(a) the cash flow position of ZSL would be more readily
apparent since cash flow forecasts could be produced to
accompany regular, possibly quarterly, financial statements;

(b) <he budgetary process would be linked with +the preparation
of the anmual Financial statements through production

of regular interim (say quarterly) financia atements;

(c) regular reviews of actual performance

with budgeted levels of performance would e

and officers of ZSL to monitor results and

exzecuce plans to correct perceived wealmnesses

operational performance. It would also enable

performance of different

and compared ;

(d) costs could continue to be controlled on a

by allocating both direct and indirect costs +to speci

cost centres for comparison with budget, as is partially
done at nresent with the monthly expenditure summary, Any
reallocation of costs between cost centres could be car—ied
out as part of the process of vreparing regular interin
(quarterly) financial statenents as suggested in (a) above;
(e) more comprehensive management information would enable
timely management decisions to be made on such matters as
the purchase of food stocls and fixed assets, in the light
of information on actual financial performance and cash =1ey;




&) the discipline of a more formal method of review by
senior staff and Officers of ZSL would encourage ‘more "peedy
corrective action of problems that occur.

Income and Expenditure allocation

s currenitl
v reflect the
rameverl: of it

¥ C‘V1QCC into four main costing
natural division of ZSL's activi
iGS O‘ETQCLOH as a whole:-

(a) +the worl of the 'Learned Society! itself, into
general income and overhead expenses is also grouped.;

(b) scientific research which is conducted within the
Institute of Zoology;

(c) the collection
(d) +the collection

L3171 Within each of these cost areas expenditure is further
subdivided into cost centres. Cost centres are used primarily

as a means oif controlling ctﬁcnd‘uure chrough the budgeting systen
described in paragraphs 41) to 429. me“ﬂ possibliel; Z8h, alliocaites
income <©o these cost centres, and this is varticularly the case
with respect to scientific, educational and ")uo"ﬂcq ions incone.
[lembership subscription income is not allocated betyeen d*:-erent

cost centres. However, we believe that the allocaton of subscripition

incone between different cost centres would be of limited wvalue.
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(¢) A related point arises over the accounting for

certain activities outside the main income and expenditure
account through the use of separate funds. e refer to this
in more detail below.

(d) Tor the purposes of the annual accounts, major
reallocations of the Institute's costs and of Education

and YZC costs are made to the two collections. Such
allocations are not related to the cost of services provided,
be*ng based broadly on admission income. Similarly one-=£ jth
of the total costs of Vhipsnade Parl: are re-allocated <o
Regents Park as represent*n“ the additional costs of breeding
and conservation work at ipsnade; this allocation appears
To us to be rather broad brush.

434 The general thrust of these observations is that the present
approach to the allocation of costs tends to obocure the incidence
and hence the actual costs of the various activities undertalen

by ZSL. order to obtain a better appreciation of the costs

of these activities we have, with the t i the staff of the
Z8L, restated in Table 1 the 1981 income expenditure
account. The results are inevitably apvroximate.

435 The excess of expenditure over income i restated income
and expenditure account (above) can be recon ed to the excess

of expenditure over income in the published income and expenditure
account in the following manner:—

Excess of expenditure over income per restated

income and expenditure account for 1981 1,095,842

DEDUCT

(a) Deficit relating to publications
originally transferred to Publications
fund and shown in the notes to the accounts

(b) Expenditure originally included within
['ajor Repairs and Renewals Fund

(a) Transfer origi vy made from
Regent's Park {1 ) Repairs and

Renewals Fund 115,000

(b) Donations originally included within
pair

lajor Rep and Renewals Fund

(c) Investment income originally included
[lajor Repairs and Renewals Fund

(d) Fees ?ron dcceﬂced conwoundors
originally i
nleserve

Licess of expenditure over income per published
inconle and expenditure account




Summarised Financial Statements for Year Inded 31/12/81 Principal Reasons for the Difference on Restatement

Published Accounts Restated Accounts GENERAL General income has been subdivided into the Qf‘er’ent
¢ ¢ ¢ ¢ activities included within the category, n2raely
‘ publications, education and others. Accordingly
income included under 'general' in the restatag
accounts comprises members subscriptions, int&@st
Incaome 206,338 and dividends relating to the the general fund
Expendi ture 584,317 investments, donations and miscellaneous inccme.
_ — Expenditure included in the restated accounts
(98,892) includes general overhead expenses previously
allocated to Regents Park Zoo such as administration
expenses which relate to ZSL as a whole, rates and
insurances and other overhead expenses where a
proportion of the total expense relates to the
administrable functions of ZSL, (such as the
cleaning of office buildings.)

General

(377,979)

Publications PUBLICATIONS Publications incame includes inccme previously
" transferred to the Puhlications Fund. Expenses
include overhead expenses relating to the
publications operations but previously charged to
either Regent's Park Zoo or to General expenses and
the expenses previously transferred to the
(46,662) Publications Fund.

Income 393,540
Expenditure 4o ,202

Education
Income EDUCATTON Education has been identified as a separate activity
Expendi ture of ZSL and incame and expenditure relating to
—— educational activities has been separately itemised.
In the 1981 financial statement educational inccme
and expenditure was included under Regent's Park
and Whipsnade Park.

Institute of Zoology INSTITUTE OF Income and Expenditure in the restated accounts
i . - c 7 y for the Institute of Zoology includes
ncame 471, 505,406 700 : : .
gf:[:éit]u,p L‘Z}j’é?? (7)8(5,’1)85 20010GE and expenditures relating to the Department of
e e e il S Veterinary Sciences. These have been taken into
(AI57,857) Regent's Park and Whipsnade Park Zoos in the 1981
(400,802) financial statements of ZS1.




Table 1

Summarised Financial Statements for Year Fnded 31/12/81

Regent's Park

Income
Expenditure

Whipsnade

Incane
Expendi ture

Excess of expenditure

income

Published Accounts Restated

Accounts

& £

2,356,629
2,285,427

(695,797)

629,813
956,286

(199,856)

over £(1,152,402)

£

(71,202)

(326,U73)

£(1,095,842)

REGENTS PARK

WHIPSNADE

Principal Reasons for the Difference on Restatement

Regents Park excludes amounts credited or charged
to the activities above in the restated accounts
and in addition excludes the following adjustments
made in the 1981 financial statements;

1) Transfer of £115,000 to Major Repairs and
Renewals Fund.

2) Charge relating to Whipsnade Park
Conservation and Breedine costs amounting
to £213,214 in the 1981 financial statements.

3) Charge relating to research activities of
the Wellcome foundation.

Whipsnade Park excludes amounts credited or charged
relating to the research activities of the

Wellcane foundation. In addition all costs relating
to Whipsnade have been included and no charge has
been made to Regent's Park to represent the costs

of additional breeding and conservation work undertaken

by Whipsnade.




/

The Published Accounts

436  2ZSL is governed by the Charter under which it was incorporated and

the Byelaws of the Charter state that:-

The accounts of the Society shall be made up to the

31 December in each year .

The Council shall appoint auditors who shall be members

of a body of accountants established in the United Kingdom

and for the time being recognised by tﬂe Board of Trade

for the purposes of Section 161 of the Companies Act,

1948. The auditor shall be entitled to examine all

books, vouchers and other documents relating to financial

matters and to call for any information necessary to them

in the performance of their duties .

.I

The auditors shall audit the accounts of the Society in

respect of each year aad shall report thereon to the

Council".
The financial statements of ZSL are thus governed partly by its constitution
and partly by statute. The relevant statutory legislation is contained in
the Charities Act 1960 which states that charities are reguired to keep

proper books of account and to prepare consecutive statements of account.

Summarised Income and Expenditure Accounts for 1977 to 1981

437 To illustrate ZSL's financial performance since 1977 a

5 year summary of income and expenditure accounts has been compiled
(Table 2 ). “These have been based on the published annual acbounts,
adjusted only to provide consistency from one year to the next.
Adjustments have been necessary as the format of ZSL's published
income and expenditure account was changed during those years.

It has not been possible to restate the figures on the basis adopted
in Table 1, but the following adjustments have been made to the
published income and expenditure figures:-




TABLE Z~.SUMMARTSED FINANCIAL STATEMENTS FOR ZSL FOR THE 5 YEARS ENDED 31 DECEMBER 1977 - 1981 (See Notes)

1978 2 1979 1980 1981 Increase/Decrezse

in 1981 over 1977
%

GENTRAL

Incone 480,133 566,807 649,415 679,407 661,685
Expenditure - Payroll (372,964) (408,845) (487,143) (332,309) (263,830)
= Other (282,494) (347,709) (340,095) (404,325) (523,649)

(175,325) (189,747) (177,823) (57,227) (125,794)
INSTITUTE OF ZOOLOGY

Incooe 249,023 329,145 430,531 459,010 505,406
Expenditure - Payroll (310,592) (341,969) (421,118) (587,056) (65€,509)
— Octher (140,729) (164,144) (254,490) (194,266) (176,539)

(202,298) (176,968) (245,077) (322,312) (327,642)
REGENT'S PARK

Income 1,984,336 2,278,076 2,323,948 2,598,134 2,382,946
Expenditure - Payroll ( 992,544) (1,066,783) (1,292,178) (1,741,336) (1,880,573)
other ( 238,816) ( " 384,380) ( 365,840) ( 587,502) ( 578,338)

752,976 826,913 665,930 269,296 (76,265)

WEIPSNADE

Incone 441,194 515,677 513,536 598,932 640,068
Expenditure - Payroll (241,191) (372,661) (437,982) (581,887) (622,428)
= Other (283,463) (1597,476) (245,557) (275,124) (290,977)

(83,460) (54,460) (169,913) (258,079) (313,337)
OTHER

Contribution to Pension Fund =

(and payments to pensioners) (84,169) (o1 328) 7(169,569) ¥ (182,282) (194,364)
Transfers to general reserves (27,888) i ( 55,000) E T =
Transfers to Major Repairs and Renewals (95,000) (150,060) (115,000) (115,000) (115,000)
Transfers to Rebuilding Account (60,000) ( 60,000) = = =

Excess/(Deficit) of Income over Expenditure £24,836 £33,410 £(211,452) £(665,604) £(1,152,402)

ADMISSIONS Number Number Number Number

Regent's Park 1,668,000 1,607,000 : 1,501,000 1,339,000 1,053,000
Whipsnade 415,000 403,000 401,000 402,000 392,000

Total 2,083,000 2,010,000 1,902,000 1,741,000 1,445,000




(a) certain reallocations made in 1980 and 1981 have been
ignored wviz,

the allocation of part of the costs of breeding and
conservation work of Vhipsnade to Regent's Park;

the allocation of income and expenditure of the education
scheme and Young Zoologists' Club to Regent's Park and
Whipsnade Zoo;

the allocation of the excess of expenditure over income
on Veterinary and Research Services (Vlellcome Laboratory)
to Regent's Park and Vhipsnade Zoo;

(b) the allocation of pension contributions to Regent's

Park gnd Vhipsnade zoos in 1980 and 1981 has been ignored
and\d¥e shown separately;

the
(c)/ Institute of Zoology has been classed s
all other income and expenditure except that i to
Regent's Park and VWhipsnade zoos has been clas general;

(d) transfers to lajor Repairs and Renewals Fund have been
classed separately and reallocations to Regent's Park have
been ignored;

(e) general scientific expenditure has been classed as
general expenditure and not grouped under the Institute of
Zoology;

en made

(£) where transfers to publications funds have be
gl n ‘the
|

they have been shown gross (as was the practic Y
earlier accounts but not in the later ones), i 11

and expenditure is shown and the transfer is cted by
an additional 'credit' (if expenditure exceeds income)

or 'debit! (if income exceeds expenditure). The practice
of 'metting off' adopted in the later accounts has been
ignored. Publications income and exmenditure is classed
under general income and expenditure.

at
a
=0
e

438 Overhead allocations were altered during the five year

period. In particular, during 1982 and 1982 ZSL ceased to allocate
overheads to administrative (general) functions and attributed

more overhead allocation directly to Regent's Parl and Whipsnade
Zoos. It is not possible to deal with these overheads on a
consistent basis without undertalting a lengthy and complex exercise.




439  General income includes subscriptions, interest and dividends,
publications and education, including the XYZ Club, and has increased as

follows during the period under review:-—

1981 Increase (%)

Subscriptions 86,361 50 JhILE)
Interest and Dividends 36,925 64,737 + 75
Publications 3707, 000 445,929 21
Education and XYZ Club 32,684 64,658 98

£480,133 £661,685 38

LUD  The growth in subscription income reflects not so much a growth in
ZSL's Fellowship and Membership, which with the exception of associate
membership has remained reasonably static during the period 1977 to 1981
(see Sectiou 2), but a growth in subscription levels charged by ZSL. These

are shown below:—

ZSL Subscription Rates (1)

As at May 1977 As at May 1981

Entrance Annual Entrance Annual

Eee Subscription Fee Subscription

Scientific Fellows ; £3-£12 £6-£25
Ordinary Fellows £3-£12 £6-£20
3=£7 £6-£15

Associates £

Note (1) These rates reflect the range of subscription lev«lslg&plicable,
. and whether the Journal 1s or was taken
according to the place of residence of the subscriber/.




L4 Income from publications has declined in real terms
primarily as a result of the Zoological Record failing to
break even in recent years. In addition income from the
International Zoo Yearboolk has not covered expenditure in
recent years.

442 Income of the Institute of Zoology consists of grants
and contributions, investment income, donations and
veterinary fees and has increased as follows during the
period under review:—

Grants 9, E 5105, 2

ABRC Contribution 155,000

Investment Income

Veterinar

Donations

£505,406




st i has been
i e and the related ABRC contribution g
gggntaggigti;ngggl terms and accounts for ovgr 90%h9fdto§a%iégcome
i ina harged to ird par
Institute; veterinary fees are charg _th DAY
Sgiggerates applicable +o Government bodies providing similar

services.

44ty 7SL includes in income from Regent'§ Park gnd Whlgigagg Park
income from admissions, catering and reta}ltierv1ces, s

animals, consultancy work and sundry rgce%p Sfe
as follows during the period under review:—

Income has increased

1977, 1981 Increase (%

Regent's Park Admissions 1,796,749 2,270,678 + 26

Catering and
Retail Services 11585575 46,651 - 70

Sale of Animals 3,142 318
Consultancy - 25,742
Other receipts 26,070 29, 557

£1,984,336 £2,382,946

Whipsnade Park Admissions 4oL, 684 613,140

Catering and
Retail Services 13,145 153, 525

Sale of Animals 16,840 6,518
Other receipts 6,525 6,885

EL4,194 £640,068 + 45

445 Admission income, which is the primary source of revenue

for the two zoos and accounted for 95% of +tre total income in 1981
has decreased substantially in real terms reflecting the decreasing
number of admissions. Income from the zoos as a proportion of

the total income of ZSL has fallen from 77% to 73%.

446 Income from the sale of animals has dropped during the
period under review as it is now the practice of ZSL to exchange
animals rather than to sell them outright. The poor performance
of the restaurant at Regent's/was one reason for the contract
with Grandmet Catering Services Limited, who took on the catering
facilities as from 1 March 1982.




®
Expenditure

L4T7 Increases in expenditure over the five year period reflect the
labour intensive nature of the work of ZSL with a large proportion
of the increase being attributable to increases in salaries and
related labour costs. The increases for the period under review are
summarised below:—

1977 1981 Increase (%)

Payroll costs - General and Institute
of Zoology 683,556 920, 339 + 35

- Regent's Park 992,554 1,880,573 + 89

- Vhipsnade Park 241,191 622,428 +158
Pension Costs 84,169 194,364 +131

£2,001,460 £3,617,704 +181

Different percentage increases in labour costs reflect reallocation
of certain labour costs between different areas during the period
under review.

448  Other expenditure consists of direct costs and overhead expenses
relating to works and maintenance, animal provisions, rates and
insurances, fuel, light,water and transport, gardening and
miscellaneous items. The increase in costs during the period under
review is summarised below:-

1977 1981 Increase (%)

Expenses other than labour costs 945,502 115569,503 + 66

449 The transfer made by ZSL to the Major Repairs and Renewals Fund
is an estimate of the funds required to undertake major current
maintenance and renovation work.

The Balance Sheet

450 ZSL's balance sheet consists of all the assets except thosec relating
to the De Arroyave Fund and the Davis Fund. Since there are conditions
attached to the use of these funds it is not considered that they should be

consolidated into the general funds of the ZSL.




Fund Amount

31/12/81

£
Pension Contributions

Reserve s 100, 000

Publications Fund (132,184)

e

Accunulated Deficit (1,818,C06)
General Reserve 352,897

Description

This fund was originally
intended as a reserve for
pension contributions but is

now, in effect, a general

- reserve-as ZSL has set up a

separate external Pension

Fund.

Publications Fund is
divided into the following

funds:-

(&) Zoological Record Fund
(b) Neave Lloyd Fund
(c) International Zoo Yearbook

Fund.

The funds were set up to deal
with difficulties of matching
income and expenditure in the
publications of the Zoological
Record, Nomenclator and the

International Zoo Yearbook.

These funds represent
the remaining funds

attributable to ZSL.




Amount Description
31/12/8i
£
Scientific Fund 368,057 The majority of the fund
’ relales to sums provided by

the Ford Foundation and these
funds are under the control of
the Society for its charitable
and Scientific Purposes.

-Other funds also relate to the

Society's scientific work.

Composition Fund This fund relates to life
subscriptions which are only
taken into the general reserve

when the life member dies.

Staff Benevolent Fund This comprises mainly the
Staff Benevolent Fund, but also

the Ashby Memorial Fund. The

Staff Benevolent Fund is used

primarily for making loans tc

members of staff in need.

Major Repairs and Renewals This is a general fund set up

Fund 425,236 for major maintenance
expenditure relating to the
main structure of the zoos.
Donations of £23,897 were
allocated to this fund in 1981,
in addition to a transfer of
£115,000 made from the general

income and expenditure account.




454 The balance sheet as at 31 December 1981 comprised of the following

asgsets and liabilities:-

(a) Freehold Property (at Cost) (£113,213)

Freehold property, originally cost £113,213, but has been fully depreciated

through the use of the General Purposes Account (Depreciation Reserve). No
value is included for fixed assets in the accounts which include freehold
land and buildings at Whipsnade Park, a freehold house at Boston Spa,
Lincolnshire and furniture, fixtures, fittings, plant and vehicles at both

Regent's Park and Whipsnade Park.

(b) Stocks - Scientific Publications (£1,000) and Catering Department

Provisions etc. (£45,600)

Publications stocks are valued at a nominal value although they almost
-certainly have a higher value, it being argued that the value would only be

realised over éeveral years. The Catering Department values stocks at

cost. No-value is included for stocks of library books or farm and garden

supplies.

(¢) Sundry Debtors and Payments in Advance (£257,378)

Debtors relate to all activities of ZSL and include balances on personal
ledger accounts, for instance where 2ZSL incurs expenditure on behalf of a
third party or member of staff. The largest constituent part of the debtors
balance consists of receipts in arrears which include concession fees
_Payable by Zoo Enterprises Limited and Zoo Restaurants Limited for the

Year but not received at the year end.

(d)° Investments and Deposits at Cost (£1,031,249)

Investments relating to all the funds of the ZSL are grouped together in the
balance sheet. The investment policies of ZSL are regulated by its Charter

in Byelaw 58 which details the manner in which moneys of ZSL may be invested.
Investments relating to the De Arroyave Fund and the Davis Fund are excluded

from the balance sheet for the reasons stated in paragraph 450.




(e) Bank Balances (£6,059) and Cash in Hand (£8,300)

Bank balances relate to the minor accounts involving Giro payments and
income from investments. Cash in hand relates to the floats maintained

primarily for the zoos.

(£) Sundry Creditors and Receipts in Advance (2408,266)

Creditors relate to all activities of ZSL. Receipts in advance relate

primarily to membership income received in advance.

(g) Bank Overdraft (£1,609,150)

ThHe overdraft relates to the main banking facilities of ZSL with Drummond's
Branch of The Royal Bank of Scotland Limited. We understand that the
overdraft is secured against the freehold land and buildings at Whipsnade

and the investments in the General Fund.

452 ZSL's balance sheet at 31 December 1981 shows net liabilities of
£667,83C at book values. However, a consideration of book values

alone ignores those assets mentioned in pafagraph 451 that have no value
attached to them including most of the fixed assets owﬁed by ZSL. The
assets and liabilities of ZSL are partly funded by reserves and partly oy

separate funds. These are detailed below:-

Fund Amount at Description
31/12/81
£

Fanthon Bequest 7,907 The funds are separately

) stated in the balance sheet
Heer Bequest 91 as specified restrictions are
placed on the uses to which the
.income from the funds may be

. put.




/

" Zoo Ecterprises Limited and Zoo Restaurants Limited

#53 Refercnce has already been made (paragruph 403) to ZSL's two trading
compamies, Zoo Bnterprises Limited (ZBL) and Zoo Restaurants Limited (ZRL).
The two companies undertake the retailing and catering aspects of ZSL's two
zoos at Regent's Park and Whipsnade Park. Howe?er, with effect from 1 March
1982 catering operat%ons at Regent's Park have been transferred to Grandmet

Catering Services Limited (see Section 3).

454 ZRL is a company, limited by shares, with an authorised share capital
of £1GD (100 shares of £1.each). The issued share capital amounts to £2 (2
shares of £1 each, fully paid). The two shareholders are ZSL and Mr Rawlins
the Director of Zoos who holds one share in trust for ZSL.

455 ZEL is also a company, limited by shares, with an authorised share
capitazl of £100 (100 shares of £1 each) with an issued share capital of £2

(2 shzxres of £1 each), fully paid. ZEL is wholly owned by ZR
456 Neither company is consolidated into the accounts of ZSL.

457  Both companies pay fees to ZSL, a 'Concession Fee' in the case of ZEL
and a :straight 'fee' in the case of ZRL. Residual operating profits from

both cohpanies are paid to ZSL under deed of covenant.

458 The financial year end for both ZEL and ZRL is 31 October and it is
the fees and covented profits due to ZSL at 31 October each year that are
taken into ZSL's accounts, which relate to the year to 31 December. ZSIL
" does mot make any adjustment in respect of the different year ends, taking

the view that:-

(a) #his accounting treatment has been applied consistantly;

(b) that retail and catering trade in November and December
A8 minimal and that to adjust the fees and profits due to
ZSL in respect of those two months would be an unecessary

znd ndditionnl clerical burden.




. &mments on the Presentation of ZSL's Financial Statements

4S9 There is no indication in the 1980 or in the 1981 annual
accounts that ZSL was operating other than as a going concern in the

Annunaniy/and therefore the presumption is that ZSL is a going concern,

SSNSE OL " prima facie this was not so at 31 December 1981. If the Council

the term  yas satisfied nevertheless that ZSL was a going concern at that
date then the evidence for that view should we suggest have been
set out by way of a note and we would have expected the audit
report to have referred to it.

460 The report issued by the Department of Trade and Industry,
(Accountancy Services Division), in December 1981 concerning ZSL
stated that "The Financial Statements published annually by the
Society do not conform with modern practice. The facts are often
obscured by the use of 'funds' and 'reserves'!. We have already
referred to this above.

46/ A similar point arises on the disclosure of accounting
policies. The notes to the accounts give some details of some

of the policies adopted, but because of layout and drafting they
are not easy to follow. The auditing guidelines published by the
Institute of Chartered Accountants in October 1981 stress the
importance of full disclosure of accounting policies:— "It is
essential that the financial statements of all charities should
include a statement of the main accounting policies in accordance
with SSAP2. The disclosure of significant accounting policies
assumes a greater importance than for other enterprises in the
absence of specific guidance from the accountancy bodies on
the application of statements of Standard Accounting Practice
to not-for-profit organisations and charities in particular",
Given that the accounts are prepared partly on a cash basis and
partly on an accyual s basis, the manner in which income and
expenditure are brought to account should also be stated.

l62 Ve believe also that much could be done to improve the
way and the extent to which information is presented. By
modern standards too much information is presented on
the face of the accounts and too little by way of note. e
suggest that some information be given on the market value (or
lack of value in the case of certain assets) of ZSL's
properties and fixed assets, its library, its stock of animals;
the pension fund obligations; an analysis of the investments
held; and a reference to whether the bank overdraft is secured.
e note also that the accounts do not include a statement of the
source and application of funds.

463 For all the above reasons it is not easy for the user
to understand the financial activities of ZSL or its state of
affairs at the year-end.




Appendix A

TNCOME AND EXPilITURE ALLOCATION — TIE MATN ACTIVITIES OF THE SOCTETY

MATN ARFA OF ACTIVITY INCOME CATEGORY EXPENSE CATEGORY AND/OR HREAKDOWN OF EXPENDITURE REALLOCATTON TN ANNUAL FINANCIAL STA ‘TS
COosT TRE

1 The Learned Society Members' subsoriptions

and entrance fees

Interest and Dividends from
General Investments

Income from Specific Funds

Income and expenditure relating to the sale of
Publicationsi- salaries Excess of expenditure over income relating

— Journal transactions and symposia printing and other to the International Zoo Yearbook and
direot costs Zoological Record and Nomenclatsr is
~ Zoological Record and nomenclature sundry transferred to the Publications Fund.

~ International Zoo Yearbook

Income and expenditure relating to education scheme Salaries and wages Excess of expenditure over income is split

and Young Zoologiste Club voluntary helpers between Regent's Park Zoo and Whipsnade Park

brochures/magazines Zoo in the ratio 80 : 20 which represents

public information the relative sizes of the zoos in terms of

sundry turnover.

Administration and Library Salaries Administration expenses are partially allocated
Expense Annual Report to the general category but primarily allocated
Audit and legal expenses to Regent's Park. Certain salary costs, postage
Books, periodicals, telephone, printing and stationery costs are
binding etc. postage, allocated between Regents' Park and Whipsnade
stationery, telephone and in the ratio 80 : 20. Library expenses are
other general overheads allocated to general expenses. Whiponade is
Cleaning contracts allocated those administrative expensea that
Investment management fees are inourred at Whipsnade Park itself.
Furniture and appliances
Council and Committee
expenses, travelling and
entertainment, bank and
security charges, medals,
retiremont gifts, ocomputer
charges, payroll costs,
staff vacancy advertising,
book hire
Sundry

Interest on Overdraft




2

E AND EXPENDITURE ALLOCATION BY MAJOR ACTIVITY

AT ARWA OF ACTIVITY

T3E INSTITUTE OF ZOOLOGY

INCOME CATEGORY

EXPENSE CATEGORY AND/OR

COST CENTRE

Income and expenses of the Department of Veterinary

Science divided into:-—

1 Hospital
2 Pathology

Income and expenses of the Nuffield Laborartory

including grant income and expenditure relating

direotly to grant research funotions.

Income and expenses of the Wellcome Laboratory

including grant inocome and expenditure relating

direotly to grant research functions.

General soilentifio expenses

BREAKDOWN OF EXPENDITURE

REALLOCATION IN ANNUAL FINANCTAL STATE:

Salaries and wages
Maintenance
Recurrent expenditure
Cleaning

Equipment

Wages and salaries
Laboratory expenses
Office expenses
Maintenance

Cleaning

Miscellaneous equipment.

Wages and salaries
Laboratory expenses
Maintenance
Cleaning
Miscellaneous

Equipment

Salaries and wages

Excess of expenditure over income relating
to veterinary services split vetween
Regent's Park Zoo and Whipsnade Park Zoo
in the ration 80 : 20 which represents the
relative sizes of the zoos in terms of
turnover.

Excess of expenditure over income of Welcomme
Laboratory split between Regent's Park and
Whipsnade Park in the ration 80 : 20 which
represents the relative sizes of the Zoos

in terms of turnover.

A_quarium and reptile laboratory

Symposium expenses
Scientifioc grants
Photographio unit
Reprints

Entertainment and travel
Sundry




ITURE ALLOCATION BY MAJOR ACTIVITY

AREA OF ACTIVITY INCOME CATEGORY EXPENSE CATEGORY AND/OR

COST CENTRE

Admission Income

Income from sale of
Animale

Other receipts
Menagerie - Zoological Gardens

Provisions

BREAKDOWN OF EXPENDITURE

REALLOCATION IN ANNUAL FINANCIAL STATEMENTS

Wages and Salaries

Staff canteen subsidy
Entertainment and Travel
Uni forms

Fittings and tools
Special Equipment

Signs and notices
Pushchairs and first aid
Talking labels

Cleaning materials
Office expenses

Staff party

Sundry

Salaries and wages
Exhibits

Foods

Seawater

Sundry

Salaries and wages
Meat

Fish

Fruit - vegetables
Hay

Grain

Sundry

Sand, sawdust eto.
Salaries and wages
Materials

Minor Works
Drawing Offioe
Sundry




AITD EXPENDITURE ALLOCATION BY MAJOR ACTIVITY

MATN AREA OF ACTIVITY

3 REGENT'S PARK (contd

INCOME CATRGORY

EXPENSE CATEGORY AND/OR

COST CENTRE

Common Services

Rates,rent and insurances

Advertising

Purchase of Animals

Income and expenses from catering services consisting
of:-
~ Profits on catering functions from Zoo restaurants

—~ Profits on retailing from Zoo enterprises
~ Profit or loss from catering activities.

Miscellaneous

BEREAKDOWN OF EXPENDITURE

REALLOCATION IN ANNUAL FINANCIAL STATE

Fuel, light, water and
transport. Transport
includes Petrol and 011,
registration and licences
repairs and spares, new
vehicles

Rates
Rent
Insurances

Salaries
Promotion expenses
Advertising

Salaries and wages
Plants and seeds
Fertilisers

Tools

Sundry

Mammals

Birds

Reptiles
Invertibrates
Quarantine charges

Catering and retailing
income received from Zoo
enterprises and Zoo
restaurants is in the form
of covenanted profits and
concession fees

Catering is now managed
by Grand Met.

Direct expenses e.g.
uniforms

Overheads e.g. Rentokil

- Night seourity patrol

Overheads incurred at Whipsnade are separately
monitored and allocated on the basis of costs
incurred in Regent's Park overheads are
allocated primarily to the zoo including those
@mmmmtomemmmmmumbumm&

the science building and educational building.

A1l rates applicable to Regent's Park and
insurances applicable to the Society allocated
to Regent's Park Zoo (including portion
relevant to administration function)

Financial statements bring in the net income
from these aotivities and do not inolude
details of income and expenditure.

Allocation in the Finanoial Statements
inolude both direot and overhead expenses.




SDITURE ALLOCATION — THE MATN ACTIVITIES OF THE SOCIETY

AT AREA OF ACTIVITY

INCOME CATEGORY

EXPENSE CATEGORY AND/OR COST

CENTRE

Staff Cgnteen Subsidy

Admission income - Visitors

Admission income ~ Cars

Sale of animals

Other receipts

Income and expenses from catering services consisting of:

Menagerie - Zoological Park

Provisions

Works

Common Services
Purchase of Animals
Rates

Farms Gardens and Forestry

Profits on catering functions from zoo restaurants;
Profits on retailing from zoo enterprises
Profit or loss from oatering activities

Miscellaneous

Staff Canteen Subsidy

ERBAKDOWN OF EXPENDITURE

ALLOCATION IN ANNUAL FINALC

As in Regent's Park but also
including local administration
expenditure

As in Regent's Park

ditto
ditto
ditto
ditto
ditto

As in Regent's Park except
catering activities still
managed by the Society so
that all direct expenses and
overheads charged.

See Regent's Park

ditto

va Db dca il oo )

Calculated separately from costs of catering
Department, the subsidy relotes to the excess
of expenditure over income for those memb

of staff enjoying subsidised food. The

system at Regent's Park with the arrival cf
Grand Met should be cinilar (approximately

one third of cost of a meal represents the
cost of food and two thirds the cost of wages
and overheads. Thus the subsidy is the

direct cost of food multiplied by two). No
account is taken of members of staff other
than Regent's Park (eg scientific, educational
and publications etaff) who usc the facilities.
Whipsnade catering facilities are a separate
entity so no problems of this nature arise.

To allow for the additional costs of breeding
and conservation work at Whipsnade one fifth
of costs are re—allocated to Regent's Park.




5 FINANCTAL PROJECTIONS FOR 1982 AND THE SCOPE FOR COST SAVINGS

501 In this section we comment on:-—
(a) income and expenditure projections for 1982;
(b) cash flow projections for 1982;
(c) the scope for further cost savings.

Income and Expenditure Projections for 1982

502 The projections of income and expenditure for 1982, which are
set out in Table 1, show ZSL's budget projections for the year
to 31 December 1982, together with comparative figures. The format
is that adopted by ZSL and it has not been possible, in the time
available, to prepare the projections on a restated basis. In
summary the figures are as follows:-—

£'000

1982 1981
Budget Actual

General (917.2) (690.0)
Institute of Zoology (319.1) (387.0)
Regent's Park 559.8 205,10
Whipsnade Park (358.1) (280.0)

Excess of Expenditure Over Income (1,034.6) (1,152.0)

DoE Funding 900.0

Net Excess of Expenditure over Income £(134.6) £(1,152.0)

503 The 1982 figures represent the budget as finalised in March
1982, and do not reflect the year to date's actual results. As
already noted ZSL does not prepare budgets on a month by month basis
and it is therefore not possible to incorporate the actual outturn
for the year to date into the budget for the year as a whole.

504 Although the projected excess of expenditure over income,
before DoE funding is only 10.2% less than for 1981 there are
significant differences between the two years, and we summarise
these in Paragraphs 506 to 511.

505 The main assumption made in the budget is that wages and salaries
will increase by 7.5%,together with an increase of 10% in the London
Weighting allowance where applicable. In the event this may prove

a little conservative. We have also noted below other assumptions
where these are reasonably explicit, but we have not, in the time
available for this study, been able to verify the application of

those assumptions or to make a detailed review of the budget.




Income and Expenditure Projections for 1982 (£'000s)

1982 Variance between
1982 budget and
Budget Budget Actual 1981 actual (%)

General
Income — Subscriptions (net) 86.0
Interest and Dividends (net) 20.0

Expenditure — Ceneral Administration
Major Repairs and Renewals Fund
Overdraft Interest
Pensions

1,023.2 852.0

(917.2) (712.0) (650.0)

Instituce of Zoology

Income — Crants etc
Publications

Expenditure - General
Grant aided projects
Library
Publications
Other

1,055.1 1,001.0 1,010.0

(319.1) (393.0) (387.0)

Regent's Park

Income — Admissions
Catering and Retail
Animals
Education and XYZ Club
Other

2,887.0

Expenditure - Salaries and Wages
Fuel etc
Works
Provisions
Advercising
Education and XYZ Club
Gardening
Rates and Insurance
Canteen Subsidy
Miscellaneous

NN—muooo

cocoooboooo

2,327.2

559.8
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Income and Expenditure Projections for 1982 (£'000s) (continued)

1982 Variance between
1982 budget and
Budget Budget Actual 1981 actual (%)

Nhtgsnade

Income = Adnissions 550.0
Car Parklng 60.0
Catering and Rectail 20.0
Animals 10.0
Other 5.0

Expenditure - Salaries and Wages 471.5
Fuel Ectc 109.0
Works 152.0
Provisions 124.0
Advertising 25.0
Farm, Gardens and Forestry 41.5
Canteen Subsidy 14.0
Miscellaneous 51.1
Rates 15.0

1,003.0 959.0 921.0

(358.1) (261.0) (280.0)

Excess of Expenditure over Income £(1,034.6) é(égg‘qb £(1,152.0)

Less: Department of the Environment Funding 900.0

Net Excess of Expenditure over Income £(134.6)

T Ty e e e 7 e T A7 e e




. 506 2ZSL does not attempt to budget admission numbers, but instead
budgets admission income. If the actual admission price for 1981
in respect of each zoo is applied to ZSL's budgeted admission income
for 1982, the admission charges being unchanged, the resultant
visitor admission levels are:-

Regent's Park - 1,203,700 (1981: 1,053,000)
Whipsnade - 392,850 (1981: 392,000)

Thus the projections for 1982 can be interpreted as an anticipated
increase in admissions at Regent's Park of some 150,000 over

1981 (+14%) with Whipsnade's admission levels remaining broadly

in line with 1981.

507 In this connection we note that at 30 April 1982 actual
admission numbers for the year to date were 4.7% and 19.4% up for
Regent's Park and Whipsnade respectively. However, it must be
remembered firstly that for the three months to 31 March the
admission prices were discounted by one-half; and secondly that the
bulk of admissions are in June to August. In terms of income
Regent's Park's admissions were up by 4% and Whipsnade's by 17%.

On balance we would Jjudge, given average weather conditions in

the three crucial months, that the budgeted income can be
achieved.

508 The substantial worsening in the deficit for 'General! is due
largely to the budgeted increase in interest charges and pension

costs. In the case of interest charges an increase of some

£103,00 has been budgeted as a result of the additional overdraft

level that will be required (see Table 5.2). We understand that current
interest rates are assumed. General income is budgeted at £45, 000
below the 1981 level.

509 The improvement in the operating deficit budgeted for the
Institute of Zoology is due largely to the higher level of grant
income that is confidently expected. It is not matched by a
corresponding increase in expenditure on grant aided projects -
indeed expenditure on grant aided projects is budgeted to increase
in 1982 by only 1%, due to lower staff levels. Overall the budget
shows an increase of 4.5% in expenditure.

510 The large increase in the surplus budgeted for Regent's Park
is due to the anticipated increases in admission levels and a
significant increase in income from retail and catering activities,
the latter due principally to the anticipated revenues arising from
the catering contract with Grandmet Catering Services Limited

(see Section 3). Expenditure at Regent's Park is budgeted to
increase by 4% in 1982; this indicates a commitment to  contain
costsbelow current inflation levels.

511 By contrast at Whipsnade an increase in the operating deficit
from £280,000 to £358,000 is projected. As already noted it is
assumed that visitor levels will be similar to 1981 whereas
expenditure is budgeted to increase by 9%, mostly as a result of
increased payroll costs and works expenditure.

512 As one measure of ZSL's effectiveness in budgetting we
compared the 1981 budget figures with the outturn results. Total
income was some £729,000 (16%) below budget; we have already had
occasion to note the difficulty in budgetting income when so much
depends on the weather in two to three months of the year. By
contrast total expenditure was £262,000 (5%) under budget., Ths ne
: 1 with a budgettizd defizit of £0




Cash flow projections for 1982

Gril=) A month by month cash flow projection (Table 2) was prepared

by the Finance Department at our request for the period January

1982 to April 1983, but including the actual cash flow for the first
three months of the year. In projecting beyond April 1982 ZSL has made

the following assumptions:-—

(a) income has been projected in line with the 1982 budget
with the exception of catering income for which the
budgeted levels of income have not been fully taken into
account, as ZSL is not yet certain of the likely financial
outcome of the Grandmet catering contract and has therefore
applied a more conservative level of income in compiling

the cash flow projections;

expenditure levels are those in the 1982 budget but
apportioned on a month by month basis,




Couh Flow Projections for 1982 and the First Four Monthas of 1983

Excess/(Deflcit)
Admf{sslon Recelpts Other Total Wages and Other Total of Income over
Income Income Salaries Expenditure Expend{ture Expenditure for
the month

Regent's Whiponade Regent's Whipsnade
Park Park Park Park

Actual

(B/F) 1,500,000
January 49,234 111,556 165,000 197,000 54,000 214,000 465,000 (300,000) 1,800,000
February 85,152 140,665* 237,500 234,000 54,000 299,500 587,500 (350,000) 2,150,000
March 119,218 786,27 2% 924,700 172,000 54,000 228,700 454,700 470,000 1,680,000

Projected

April 363,000 86,000 275,700% 724,700 212,500 66,000 166,200 444,700 280,000 1,400,000

May 284,000 81,000 79,700 444,700 212,500 66,000 166,200 444,700 ’ = 1,400,0

June 252,000 59,000 96,200 407,200 212,500 66,000 228,700 507,200 (160,000) 1,500, 0
July 355,000 88,000 101,700 544,700 212,500 66,000 166,200 444,700 100,000 1,400,000
August 547,000 145,000 152,700 844,700 212,500 66,000 166,200 444,700 400,000 1,000,00
September 248,000 47,000 12,200 307,200 212,500 66,000 228,700 507,200 (200,000)

October 169,000 23,000 105,200 297,200 176,000 55,000 166,200 397,200 (100,000)

lovember 66,000 7,000 24,200 97,200 176,000 55,000 166,200 397,200 (300,000)

Deceaber 49,000 3,000 7,700 59,700 176,000 55,000 228,700 459,700 (400,000

1983

January 55,000 4,000 108,000 167,000 180,000 57,000 180,000 417,000 (250,000) 2,250,000 DR
February 85,000 9,000 173,000 267,000 180,000 57,000 180,000 417,000 (150,000) 2,400,000
Harch 105,000 12,000 15,000 132,000 180,000 57,000 245,000 482,000 (350,000) 2,750,000

April 90,000 267,000 720,000 220,000 70,000 180,000 470,000 250,000 250,000 2,500,000

* Includes spectal funding from Department of the Environment amounting to £900,000 4n total.




514 Table 2 shows that a net cash outflow of £500,00Q &r th.
twelve months to 31 December 1982, compared with a def101§ of
£134,500 in the income and expenditure projection. The dlffgrgncg
of £365,500 is accounted for as to £230,000 by the more pessimistic
assumption on income (see para33) and most of the balance
by unidentified differences on expenditure. We also note that the
cverdraft at 31 December 1981 as shown by the Annual Accounts was
£1.6 million; at the time of preparing this report we have pot.
been able to reconcile this figure with the figure of £1.5 million
shown in the table. The current overdraft facility negotiatgd

with the Drummond's Branch of the Royal Bank of Scotland Limlted

is £1.8 million which, on the basis of ZSL's projections, will be
reached and exceeded in December 1982.

The Scope For Further Cost Savings

Sloy A number of significant cost reduction exercises have already
been undertaken. The most significant, already referred to in
this report, are:-

(a) a reduction in staffing since 1978, principally
through limiting recruitment. We understand that no vacancy

may now be filled without the prior approval of the Director
of Zoos.

(b) the transfer in March 1980 of the publication of the
Zoological Record and responsibility for 38 staff from
ZSL to BICSIS. Under this arrangement ZSL retains
editorial rights over the publication but BIOSIS handles
all income and expenditure relating to it.

(¢) the further reduction in staff achieved in March 1982 by the

transfer of the Regent's Park catering operations to Grandmet
Catering Services Limited. This reduced the total ZSL staff
complement to 390,

The combined sffect of (a) + (b) is shown in Table 3

Sie These measures have had
overall staff (excluding seasonal
1Jamav19@zmd31Mawh1%Q.
represents an annual saving of some
but with some loss of income on publ

the effect of reducing ZSL's
staff) complement by 20% between
In 1981 values this probably
£730,000 in salaries and wages,
ications.

Sl In June 1981 some staff of the 2
economies which they considered could
and together might save over £500, 000.

(contrgctigg out catering at Regent's Park, closing the South Gate
économies in food and materials consumption, and further reductioné
in staff by natural wastage) have been put into effect, with a
possible achievement of £150,000 of the pi'ojected savings. Others
have been ruled out as conflicting with ZSL policies. We consider
that the scope for further economies needs careful re-examination
and tha# this should cover all activities and staff groups: in this
connection we note that the numbersof staff engaged on animal
management have scarcely altered since 1978.

SL drew up a list of possible
be achieved within one year,
Several of these measures




Movements in Full-Time Staff Numbers (1978 to 1982) Based on Staff In Post on 31 December in Each Year

1978 1979 1980 1981

Whipsnade Regent's Whipsnade Regent's Whipsnade Regent's Whipsnade
Park Park Park Park Park Toral Park Park Total

Animal Management 45 138 137
Construction, Maintenance
Gardening, General and
Public Services
Catering and Retaf{l Department
Institute of Zoology
Ocher Scientific Departments
including Publications and

Library, and Education

Administrative Departments

Note : (1) TIncluding members of staff working in the Zoological Record Offices, Boston Spa, Yorkshire.




518 Whilst the major opportunities for economy may have

been taken, there are a number of activities currently undertaken

by ZSL staff in-house that might be contracted out to the benedit of
ZSL's financial performance. It is possible that other publ! tion.
could be made the subject of contractual arrangements similar to

those negotiated for the Zoological Record. Retailing and some of
the work of the architects and maintenance departments might also

be contracted out. While contracting out activities to third

parties does not necessarily arantee cost savings, certain
activities (like publications%ucan be particularly expensive when

undertaken in-house and we are clear that the ZSL will need to
review its activities with this in mind.




CONCLUSIONS

c.1 As stated in the Introduction, this 3-month study has
essentially been an exercise in fact-finding. We have got been.
able to explore issues in great depth or to undertake wide-ranging
comparative studies. We have not had the advantage of the
conclusions of market surveys to be conducted this summer, nor

of the results of the survey of British zoos being undertaken by
the English Tourist Board (though we acknowledge gratefully the
help given us by Lord Montagu of Beaulieu, Chairman of the latter
Inquiry, and his colleagues, who have made available to us such
data as they have gathered so far). Our Conclusions thus have a
tentative character, and some are more in the nature of guestions
than answers. In particular, we have not examined the governance
of the ZSL although we make observations on it.

C.2. We appreciate that Government, in setting up our study, had
in mind a three-part question: namely to what extent were the
current heavy financial losses incurred by the ZSL in recent
years due to

1) exceptional but temporary external economic
circumstances; or

2) the effect of unfavourable long-term trends; or

3) the policies, management and organisation of the
ZSTh .

Unless these questions can be answered authoritatively, it will
not be possible to provide a means of achieving the Secretary of
State's aim of helping the ZSL once again to be self-supporting.

C.3. This section of our Report is in three parts. First we

set down some general conclusions about the ZSL as an institution.
Second we comment on the issues raised specifically in our terms

of reference. Third, we make a number of specific recommendations
which we believe would help on the one hand to set the organization
on the road towards self-sufficiency and on the other would help
answer those questions we have to leave undecided.

The ZSL and the Nation

C.L4. We are satisfied that the ZSL is a unique organization, in
Britain if not in the world. Although it gave the word 'zoo! to
the language, it is far more than a collection of animals open

to public viewing. It is a major national and international
scientific Society, publishes works of considerable importance,
and sustains a major Research Institute which is conferring real
benefits on medicine, agriculture and conservation. The close
interdependence between the elements in the ZSL's work has
impressed us, as we have stated in Section I, and we believe that
to sever these links would not be beneficial to the nation or to
the world. Throughout its history, it has grown in importance and
stature, with major developments in its professional activities,
especially in its role as an educational institution. We must pay




particular tribute to Lord Zuckerman, who has served as both
Secretary and President of the Society. He has made an enormous
contribution to the Society, and he has been instrumental in
obtaining the finance for the huge capital development programmes
which have resulted in the series of modern enclosures. The
Society currently has development plans which could be blueprints
for forward planning: what is lacking now are the funds with which
to implement them.

C.5. It is ironic that a zoological collection like that at London
and Whipsnade which is part and parcel of the culture of the nation
should be supported by a private Society while the main museums and
art galleries are funded by the State and provide free admissions
for visitors. However, the primary purpose of our study is not to
challenge this arrangement but to see whether it can be restored to
financial viability. We believe that if appropriate measures are
taken, it can. But we also accept that if the recommendations for
restorative measures in this report fail, for reasons outwith the
efforts and responsibilities of the ZSL, then other arrangements
must be found to secure the future of the national institution.

We reiterate that the ZSL is not Jjust another zoo: other zoos
depend upon it.

C.6. It also follows that we should seek ways of enhancing the
commercial viability of the ZSL that sustain all the major components
of its work,including the Education Centre, the Institute of
Zoology, and its other professional activities. While different
solutions will undoubtedly be appropriate to the different components,
each has to be scrutinized for its consequential impacts. A solution
that enhanced the attractiveness of the collections to the paying
public, for example, ought not to make it impossible to breed
particular endangered species or to do research on the factors
limiting fertility.

C.7. It does not follow from all this that we assume that the

current organization and management of the ZSL need not change.

We believe that just as substantial managerial changes have been

made in the past, more are likelyto be necessary if the current
disastrous financial trend is to be reversed. We set out below
proposals for a new approach to marketing and financial

management . What we are saying is that

we believe that the services the ZSL provides - in terms of a

public spectacle, education, research and a contribution to scientific
learning - need to be sustained as an interlinked whole.

C.8. We have considered the proposition that the ZSL, the Royal
Botanic Gardens and the British Museum (Natural History) might be
amalgamated as a "Royal Institute of Natural Hitsitorylly Such ia

change would clearly imply a fundamental re-evaluation of the role

of the ZSL, since these other organisations are public sector bodies
largely financéd by the taxpayer. (There is no entrance charge at
the BMNH and a very small one at Kew Gardens). It would not be
impossible to link the three bodies, even if the zoo remained largely
funded by gate receipts, but the result would be a very large,




diverse body and its management would be difficult. It would also
imply the separation of the Collections, and perhap; of the )
Institute, from the Society. We fail to see how this amalgamation
would help financial viability and it could well complicate the
administration and increase costs. Our first conclusion is,
therefore, that the ZSL should not be pressed to amalgamate with
any other body, or to surrender its collections to totally separate
ownership. In our view the correct solution is to keep the
collections, Institute and Society in association with one another.
In the remainder of this Chapter we therefore seek ways of restoring
the 7SL 's finances.

The scope for change

C.9. The terms of reference instruct those conducting the Inquiry
to consider the prospects for the ZSL becoming self-supporting,
taking 7 specific issues into account.

C.10. Our first general conclusion is that whatever is done, the
ZSL cannot become self-supporting quickly. The current slide into
loss began several years ago. The drop in
attendance the ZSL has experienced has also been seen at other
London attractions such as the Tower, and at most other major zoos
and Safari Parks. In part this is unquestionably due to the
recession. In part it may well be due to changing tastes. The
English Tourist Board survey and the ZSL's own market survey this
summer may illuminate these issues. Even if the recession eases,
as is now commonly expected, so that the public is better able to
afford visits to zoos - and presuming they will wish to continue
doing so - we believe that it will be three years before a combination
of such extrinsic factors and the intrinsic changes we believe the
ZSL should make will come to fruition. We conclude therefore that
if the ZSL is to continue, it will need externmal Tinancial help for
at least 3 years. Without further work we cannot put a precise
figure on the scale of that need, but it will obviously be of the
order of £3 million - £4 million, excluding any major capital
expenditure.

C.11. It is clear that the revenues taken at the turnstiles at
Regent's Park and Whipsnade have been the overwhelming source of
revenue for the ZSL for virtually the whole period since the Second
World War. The key to financial viability is therefore to increase
those revenues (while looking for any further operational economies).
We have examined the business of the ZSL and conclude that while
managerial there is room for/possible savings (described in Parts IV and V)
improvement the Iatfer could not alone restore the position. WHat has already
and been done in reducing staff by wastage and contracting out catering
and a substantial part of the publishing has removed the most
obvious areas for economy, and the labour force now engaged in
managing the collections is not large by comparison with other
enterprises of comparable scale, (although we advise that the scope
for a further reduction of 10-15% be explored). We believe that
any further major economies could only be achieved by stopping areas

of activity which would damage the overall service provided by the
Z8SL,




C.12. It has been put to us that the essential centre of "the zoo"
is Regent's Park, and that one way toward financial stability is to
dispose of Whipsnade Park, which is the ZSL's sole large saleable
asset. We agree that this cannot be ruled out, although we regard
it as the least attractive of the options we have considered. We
appreciate that Whipsnade is stated to have a market value of

£2 million. If this was realised it would therefore eliminate the
ZSL's debts, and also annual losses currently running at £320,000
according to the accounts. We stress, however, that this valuation
is a preliminary one. Moreover we consider that surrendering
Whipsnade would be a retrograde step, and far from simple
operationally. It would rule out for ever the ZSL's prospects of
showing large animals in semi-natural conditions - a direction in
which we expect zoos to move. It would destroy an important
contribution to the survival of rare species. It would remove an
important back-up to Regent's Park, to which some expensive
activities might have to be transferred. It could not be done
quickly, since new owners for the more important specimens would
have to be found, and this would involve much negotiation (and
probably some cost). It would also bring redundancy and other costs.
We therefore conclude that the first aim should be to find a soluytion
which retains VWhipsnade Park as a self-financing asset, and this
should be a major feature of our proposed Operational Plan.

C.13. We conclude that the generation of more revenue is the chief
priority. We are satisfied that & more positive approach 1o marketing
along the lines pioneered by some American zoos, could do much and
we list some specific proposals for both 'fire brigade' action in
the current year and prospects for future action in a later section.
We believe that such marketing measures including the further
develovment of new attractions, need not be incompatible with the
location of Regent's Park in a Royal Park and Whipsnade in an Area
of Outstanding Natural Eeauty. Nor need they arfront The natural
dignity of the animals in the collections. e made some sipecifiie
proposals in Part III,

C.14. We are clear that there is much to learn from the experience

of other zoos, even though the ZSL is not strictly comparable with
most of them, since it has so much stronger a scientific side. While
we are aware that the ZSL is in touch with zoo developments throughout
the world, we also know that it has been criticised for not having
benefited fully from such examples in the past. e believe that
insofar as such criticism is valid, it is in the area of marketing.
There is some truth in the assertion that the stress on science may
have led to a lower priority for the satisfaction of public interest.
e set out some specific lessons in Part III.

The special position of Whivpsnade

C.15. There is no doubt that Whipsnade has suffered from being the
first of its kind. Whereas later large outdoor animal displays have
been built around the motor car and the post-war stress on natural
settings for assemblages of species with common ecology, (/hipsnade
is very much a creation of the 1930s, with its extensive walks
around large paddocks. It is a wild animal farm rather than a
contrived diorama,




But we consider that given the resources it could enhance its
attractiveness if it were developed to use its landscape better

and marketed as a centre for the conservation of endangered species,
accepting the fact that the majority of today's visitors will expect
to travel within so large an area partly by car.

The management of the ZSL's operations

C.16. We were asked to consider the case for separating both or
either zoos from the rest of the ZSL's activities, and placing them
under different management. We certainly believe that in accountancy
terms it is right for the two collections, the Institute and the
Society to be treated as distinct cost centres, with overheads
properly apportioned, and we make specific recommendations for
further improvements in this area. We have also made other recommen-
dations designed to improve the financial regime of the ZSL. For
reasons already explained, however, we do not think total separation
would be desirable. We also believe that the "governance'" of the

ZSL needs further examination. We have deliberately stopped short

of a detailed analysis, for this would demand the taking of evidence
from many quarters - and a much longer time than that at our dis-
posal. This examination needs to take place in conjunction with

the preparation of the operational plan.

The educational role

C.17. The two Collections clearly have an important educational
role, although we consider that even more could be made of this.

We believe that more could be done to make a visit to the zoo more
informative, by better labelling, some museum-type displays, better
literature, filmshows, audio-visual aids and guided tours that
explain to parties the significance of aspects of animal behaviour,
diet etel.

C.18. We also believe that the service given to school parties,
valuable though it is, could be made still better. We have been
impressed by the Bullough report, written only a few years ago,

and we believe that more of its proposals could usefully be adopted.
We consider that the educational work of the ZSL could be a
Justifiable continuing use of public money, believing that in
principle the educational potential at Regent's Park in particular
is comparable with that available at Kew Gardens and at many museums
supported almost wholly by the taxpayer.

The Institute of Zoology

C.19. The Institute of Zoology is a success story. It is clearly
doing some very good research, and developing increasingly close
links with the Research Councils. We advise that as a separate
cost centre its activities must be fully costed: we comment on
this in Part IV. Beyond this, we consider that the Institute is
only justified by its location alongside the Collection, with close
links between the two, and that it is very much in the national
interest to exploit fully the outstanding research potential in

the Collections. We therefore believe that the Institute should
be retained, but we are in no position to evaluate whether the




total scale of its work or the balance between its service to

the collections (eg through the Hospital) and its more fundamental
biomedical research is righte. We think this should be reviewed.
We accept that the Research Councils are in the best position to
evaluate the quality and priorities of the work done in their fields
and see no need to comment on the development of contractual
relationships with them. From all that we have heard, the Institute
committee is operating as an effective Board of Management, well
able (with the Director) to provide a contribution to the overall
Operational Plan and to play an effective part in the future
management structure.

The Learned Society

C.20. Finally we have a comment on the ZSL as a Learned Society.
We consider that it should be treated as a separate cost centre
for accounting purposes and that it should budget to cover its
costs fully so that the Fellows are not subsidised by the paying
public. We are not satisfied that the true cost of running the
Society is apportioned to the membership at present, and we also
consider that more should be done to recover from users the costs
of the Library service. We believe that the publishing activities
of the Society should be fully costed, taking salaries and other
overheads into account, and that much can be done to make them
more profitable on this basis. How the Society adjusts its charges
is for the Council: we would be remiss however in failing to make
the basic point that it should be a financial contributor to the
whole enterprise.

Marketing
C.21. We stress that the ZSL is competing in an increasingly
competitive leisure market. Marketing will be crucial to its
generation of adequate public support. We consider that proper
approprigepresentation,/priciy policyand a clear understanding of visitor
requirements will be essential if the opportunity (which we believe
exists) to increase admission numbers significantly at Regent's
Park and Whipsnade is to be taken. More management effort, market
research and advertising expenditure will be essential. We stress
that a zoo cannot stand still, and new attractions need continually
to be developed and publicised. While in our proposals we concen-
trade on Regent's Park, because it is the most significant and
urgent problem, it is our impression that Whipsnade may offer greater
opportunity for commercial improvement in the long term.

Public Support

C.22. We are concerned by the limited membership of the ZSL compared
with that of other national institutions and argue that it should be
developed more as a 'supporter's club - as the Fellowship was in

the beginning, and the Young Zoologist's (XYZ) Club is, for one

age group, today. Possibly such a Club should differ from the
Associate Membership, and be managed distinctly from the ZSL as

a Learned Society; for the image of the latter as a scientific

body could prove a deterrent to the active enthusiasts the Club
would seek to recruit and serve. An effective 'Friends of the Zoo',
building on the start made recently by the Ilembers Committee,

would not only bring valuable financial support but provide help in
kind, for example as volunteer guides and helpers at sales and
information voints.




The next steps

C.23. We believe that a further study of several months duration
will be needed to develop an Operational Plan, and that should be
the next step. We understand that the ZSL staff are themselves
working on various alternative. scenarios for the future and we
welcome this. We urge that in the meantime two decisions are
now taken:

a) to continue support from public funds on the minimal
scale, and for the minimal period, needed to prevent
bankruptcy and to assist towards revenue maximisation;

b) to establish as a next stage machinery for producing
an Operational Plan to make its operations sgelf..supporting,
for approval by the Council of the ZSL, Government and
other funding agencies.

C.24. This plan should set out development proposals for both Z00os,
covering the animal collections and the way they are presented to

the public. It should cover the phasing of introduction of major
new features, and less costly variations in between these.
Information, interpretative facilities, special features for
children, landscaping, picnic areas, pricing policy, retail outlets,
promotional methods,advertising and continuing market research should
be covered: we set out many detailed ideas in Part IIT,

The plan should include detailed marketing proposals for 1983 and

beyond and this section should be updated annually.

C.25. In parallel and close association with the preparation of
the operational plan we are clear that the governance, organisation
and management of the ZSL needs to be reviewed.

C.26. The actions we now advise fall into 2 categories: 'fire
brigade measures' for the current season, and topics that need to
be explored on a slightly longer time scale during the production
of the Operational Plan. The two overlap, for there are many
measures we consider should be introduced forthwith which will need
extension and development in the years ahead. We have set out our
proposals in Parts III and IV.




Written Answers

Zoological Society of London

Miss Fookes asked the Secretary of State for the
Environment if he will make a statement regarding the
finances of the Zoological Society of London.

Mr. Heseltine: The Zoological Society of London has
indicated to the Government that it is in financial
difficulties, and has sought assistance.

The Govermnment have considered this request
sympathetically, having in mind that the zoo has an
international reputation, that it is a major London amenity
and also an important tourist attraction. The Government,
after a close scrutiny of the society’s financial situation,
have therefore agreed to make a grant to the society of an
amount sufficient to keep it in funds, having regard to
available bank overdraft facilities, for a short period,
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Written Answers

during which a study will be conducted with the utmost
urgency into whether the society can be made self-
supporting in the longer term. The possibility of any
further Government involvement at the end of the period
will be for consideration in the light of the findings of the
study and of the prospects of the society becoming self-
supporting. The form of the study, to be jointly sponsored
and financed by the Government and the society, is under
urgent consideration, and [ shall make a further
announcement shortly.

The grant is not expected to exceed £1 million and can
be met from savings in the Department's existing
provision. Pending parliamentary approval of a
Supplementary Estimate for this, an advance will be made
from the Contingencies Fund, since funds are required
immediately. -
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the Thomas Huxley Award; ‘he Silver dal;
Zoological Society of London; Frink Medal for British
Zoologists and the Prince Philip Prize. Thas Comm

Promotion Committee "To advise Council on measurearrelating to the promotion Once a ymar,
of the Society's aimp and activities in order to ensure
the long-term stability of the Society."




Zoological Society of London

SUMMARY OF THE MAIN PAPERS SUBMITTED REGULARLY TO COUNCIL AND THE COMMITTEES
OF COUNCIL BY THE MANAGEMENT OF ZSL

Papers Submitted to Council

Agenda for next meeting

Minutes of the previous meeting of Council

Statement of Visitors and gate receipts for the month

Minutes of meetings of committees of Council held since previous
Council meeting

Report by the Director of Zoos (monthly)

Report by the Director Science (monthly)

Matters relating to the Fellowship.

Papers Submitted to the Gardens and Parks Committee

Agenda for next meeting

Minutes of the previous meeting of the Committee

Papers Submitted to the Finance Committee

Agenda for next meeting
Minutes of the previous meeting of the Committee
Investment of Portfolio reports

The annual budget for the forthcoming year

Papers Submitted to the Institute of Zoology Committee

Agenda for next meeting
Minutes of the previous meeting of the Committee
Monthly reports to Council by the Director of Science

Record of Board of Studies meetings




Papers Submitted

to the Animal Welfare and Husbandry Committee

Agenda for
Minutes of
Report by
Report by
Report by
Report by
Report by
Report by

Papers Submitted

next meeting

the previous meeting of the Committee
the Senior Veterinary Officer

the Curator of Aquarium

the Curator of Birds

the Curator of Mammals

the Curator, Whipsnade Park

the Veterinary Officer, Whipsnade Park

to the Education Committee

Agenda for

Minutes of

Papers Submitted

next meeting

the previous meeting of the Committee

to the Publications Committee

Agenda for
Minutes of
Summary of

Summary of

Papers Submitted

next meeting
the previous meeting of the Committee

papers submitted for publication by ZSL

requests to produce material from ZSL publications

to the Zoological Record Editorial Board

Agenda for
Minutes of

Editor's ¢

Papers Submitted

next meeting
previous meeting of the Board

eport

to the Zoological Record Advisory Committee

Agenda for

Minutes of

next meeting

previous meeting of the Committee.




Papers Submitted to the International Zoo Yearbook Editorial Board

Agenda for next meeting

Minutes of previous meeting of the Board

Papers Submitted to-the Awards Committee

Agenda for next meeting

Minutes of previous meeting of the Committee
Scientific medal nominations

Thomas Hardy Huxley Award nominations

Prince Philip Price nominations

Stamford Raffles Award nominations

Silver Medal nominations

The ZSL Frink Medal for British Zoologists nominations

Nominations for Honorary Fellowship

Papers Submitted to the Promotion Committee

Agenda for next meeting

Minutes of previous meeting of the Committee




Zoological Society of London

Category of Fellowship/
Meabership te 1)

Honorary Fellows (18)

CATEGORIES OF ZSL FELLOWSHIP/MEMBERSHIP

Eligibility for Membership

Method of Election

Cost of Membership

Bminent and distinguished persons N/A
whose agsociation with ZSL would, in the

At the discretion of Council
on the advice of the Awards

Privileges of Membership

[
®

opinion of Council, be of advantage to Committee.
ZSL are eligible for election as Honorary
Fellows. The number of such Honorary

Fellows may not exceed 25 at any one time.

Automatic election for the holders
of the office of principal officer in
each of the named Societies.

Ex Officio Honorary Fellows The principal officers of 17 named
17) Societies are automatically entitled to be
ex officio Honorary Fellows. The Societies
include the Royal Society, The Royal
Institution and the Royal College of
Veterinary Surgeons.

As for Ordinary Pellows

At the discretion of Council on the
advice of the Awards Committee.

Persons not resident in the British Isles but
who have, in the opinion of Council, through
their scientific work or in other ways
promoted the objects of the Society are
eligible for election as Honorary Fellowa -
Corresponding Members. The number of
corresponding members may not exceed 200

at any one time.

Corresponding Members (61)
(llonorary Fellows)

Annual

Subscription
£6 to £25

Scientific Fellows (1,171) Applications ln respect of Scientific Entrance
Fellowship must be supported by evidence, Fee
acceptable to Council, that the candidate
is making or has made, a contribution to the Nil
advancement of zoology. The following will
be considered as prima facie evidence for
this purpose:- N
a) an honours or higher degree of a
recognised university, or an equivalent
qualification in natural science or
veterinary science, or
b) the possession of a degree of a recognisel
university, or equivalent qualification,
taken at least partly in zoology, combined and the 4 strong Selection Committee-
with a profeasional post in zoological work, Scientific Fellowship. On their
or recommendation applications will be
an original contribution to zoological rejected or submitted to Council for
knowledge, of a standard judged adequate final approval. R
by Council, published elther in book form
or in a recognised scientific journal.

A candidate must complele and submit
an applicution form and be proposed
by a fellow personally acquainted
him and seconded by two other
Fellows. The candidate must

submit "acceptable evidence" with
his application to illustrate

that he is making or has made a
contribution to the advancement of
zoology. All applications are
considered by the Assistant Director
of Science (Publications and General)

As for Ordinary Fellows




.Iagical Society-of London

Category of Fellowship/
Membership (Note 1)

Ordinary Fellows (1,222)

CATEGORIES OF ZzSL FELLOWSHIP/MEMBERSHIP (cont'd)

Cost of Membership

Method of Election

Eligibility for Membership

Entrance Annual

Fee

£15 £6 to £20
(Note 3)

Applicants for Ordinary Fellowship
must be at least 18 years of age

and must be able to display an interest
in the purposes and activities of the
Socliety.

(Associates of at least 7 years standing
may seek Ordinary fellowship in which
case the proposal requirement is waived).

Subscription

A candidate muat fill in and submit an
application form and be proposed by a
Fellow personally acquainted with him

and seconded by two other Fellows.
Candidates applications are reviewed by
a 4 strong Election Committee immediately
prior to Council meetings and they decide
whether or not specific applications
should be put up before Council. The
Election Committee usually comprises

Lord Zuckerman, Dr. Barlow, Mr. Rawlins
and one other member of Council.

Privileges of Membership

-to attend all meetings of the
Society and to attend Sympoaia;
.to use the Society's library;
-to ndnission to the Zoological
GCardens, Regent's Park, with
two accompanied gu s without
Chargas;

-to wlnission to Whipsnade Park,
with two accompanied g

with charge with
and jurking for his/
Bubjuect to certain limitutions;
.to purchase guest tickets at a
conceusionary price. (Tne
admisinion priviles
enjoyed by the wife/huuband of
a Fellow in his/her abaence).

ey may be

Assoclates (4,314)

Rotes:

The number
The actual
The actual
of Charing
The actual
of Charing

£6 to £15

Applications must be at least 18 years
(Note 4)

of age. Applicants between 14 and 18
will be required to submit a reference.

Age is the only criteria regarding
elegibility for Associate Membership.

of members, as at March 1982, is shown in paranthesis after each category of membership.

A candidate must fill in and submit
an application form. Applications are
submitted to Council for approval.

-to attend Scientific meetings
Symposia;

y for a ticket to uze the

ety's library;

and

1
Gardens, Regent's Park, with one
accompanied guest without charge

-to admisaion to Whipanade Park,
with one accompan guest without
charge, with free entry and
parking for his/her car, subject
to certain limitations;

-to purchase guest tickets at a
co sionary price. (The
privileges of an Associate are
personal to him/her and are not
tranaferable).

subscription payable depends on whether or not the Fellow wishes to receive the Journal of Zoology and whether resident in the UK or overseas.
subscription payable depends on whether the Fellow is resident in the UK or overseas and if living in the UK whether in the London area (within a 50 mile radius

Cross) or elsewhers.
subscription payable
Cross) or elsewhere.

depends on whether the Associate is resident in the UK or overseas and if living in the UK whether in the London area (within a 50 mile radius




COMMERCIAL IN CONFIDENCE
2.
R“_;*Eﬁ

DEPARTMENT OF EDUCATION AND SCIENCE

ELIZABETH HOUSE, YORK ROAD, LONDON SE1 7PH
TELEPHONE 01-928 9222
FROM THE SECRETARY OF STATE

The Rt Hon Michael Heseltine MP

Secretary of State for the Environment

Department of the Environment

2 Marsham Street

LONDON SW1P 3EB ’ 2k February

b Mo
LONDON Z0O

You sent me a copy of your letter to Leon Brittan of 26 January
about the London Zoo, in the course of which you said“that you
saw no reason why the financing of the research and veterinary
work of the Zoological Society of London should not be self-
financing on a project grant basis.

So far as reseavch is concerned, I outlined in my letter of

27 November last the special support currently being given from
Research Councils for research at the Zoo's Institute of Zoology .
The purpose of the special Research Councils' subvention - which
is obviously on a very small scale alongside the sums discussed
in your letter - was to provide ''core' support with a view to
helping the Institute to be in a position to obtain financing for
its research programme through the normal mechanisms; but the
Institute also depends on money from the Society itself. (Some
work of the Institute is concerned with ensuring the health of
the Ho's animals and clearly this is particularly a matter for
the Society.) This "core" support was seen as additional to
grants which might be attracted from individual Research

Councils and other research funding bodies in the ordinary way .

I understand that the Councils are still considering the question
of any further support beyond 1982/83; I will do what I can to
ensure that their thinking on this, if it is available in time,
1s made known to the people conducting the study which you
recently announced.

I am copying this letter to the Prime Minister, Patrick Jenkin,
John Biffen, Leon Brittan and Sir Robert Armstrong.
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DEPARTMENT OF INDUSTRY
ASHDOWN HOUSE
123 VICTORIA STREET
LONDON SWIE 6RB

TELEPHONE DIRECT LINE 01-212 3301

SWITCHBOARD 01-212 7676
Secretary of State for Industry

6’ February 1982
Rt Hon Leon Brittan QC MP
Chief Secretary to the Treasury
HM Treasury
Parliament Street
London SW1

D e

LONDON Z0O

Michael Heseltine kindly copied to me his letter to you of/EGK
January no doubt because my officials have been involved in the

preparation of the accountants'report.

2 The accountants' report shows clearly the growing burden of
interest on the Zoo's finances and I suggest that Lord Zuckerman
be encouraged to realise all pcssible asse

overdraft rather than use them to secure it. It is, of co rse,
necessary to "buy time'" in which to dispose of assets in an
orderly manner and the advisability of any disposal at any time
will depend on the balance of possible capital appreciation and
income foregone as against the reduction in interest payable. No
doubt there will also be need for time to resolve legal points of
detail on assets earmarked to particular funds. Nevertheless, it
does seem to me that the financial structure of the Zoo will not
be sound until the overdraft is eliminated and early steps in
that direction need not depend on the further review recommended
as a condition of the guyarantee.

te to reduece the hank

3 I am copying this letter to the recipients of Michael
Heseltine's.

o
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Ireasury Chambers. Parliament

Rt Hon Michael Heseltine MP

Secretary of State

Depattment of the Environment

2 Marsham Street

London SW1P 3EB 4 February 1982

/2/

1LONDON ZOO

Tl.ank you for your letter of 26 Jénuary. It paints a depressing
picture of an institution not only basically insolvent, but
whose management appears to be so weak that it has no plan of

its own for turning round its deficit. We need to know, quickly,
whether the Zoo can be made into a financially viable organisa-—
tion. Until then I am unwilling that we should commit any
resources to the Zoo beyond the minimum necessary to give time

to enable this guestion to be answered.

T am prepared to agree now that we support the Zoo for a period
of 4 months only, during which time a study should be conducted
with the utmost urgency into whetber the Zoo can be made viable.
It is not necessary that a plan be settled during this period
down to the last detail. What we need to know by the end of the
4 month period is whether such a plan can be worked out at all.

As to the form of support I favour a grant. This will better
emphasise the limited mature of the support. leaving the finmanc-
ing of the longer term operation - if there is to be one - to be
considered separately. Lf, afiter L months, there appears to be a
good prospect of the Zoo becoming viable, we could consider giving
any further bridging support by way of a loan to be recovered

over a period, but I make no commitment to agree to this and will
want to consider the position as a whole in the light of the
findings of the study.

I{f you are prepared to go ahead on this basis, we need to decide
the minimum grant required over this period over and above what
the bank are prepared to accept on pledged security. I suggest
that our officials get together to sort this out, and also tihe




details of, for example, the timime (it might be convenient
to do it in 1981-82) and Vot aspects. I should exjpect vou
to find this amount, as well as vour share of the cost of 1l

study, from within the present -cash provisions of the DOE.

The five conditions you propose are clearly right. My present
agreement is subject to the Zoo signing up on them.

LEON BRITTAN
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The Rt Hon Sally Oppenheim MP,
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LONDON ZOO

As the Zoo is not only a national institution but also a major tourism attraction,
the Department of Trade shares Michael Heseltine's concern that it should
continue.

As 1 believe has been made clear in the correspondence between Permanent
Secretaries, the Department of Trade may well have a contribution to make to the
task of gerting the Zoo onto a more sound footing for the future, particularly by
way of marketing advice and joint promotional schemes through the British Tourist
Authority and the English Tourist Board. With this possibility in mind there is one
thought which you may like to take into account when considering the conditions to
be attached to the type of limited guarantee suggested in Michael Heseltine's
letter of 26 January to you.

Although increases in costs have no doubt played a large part in the difficulties
which the Zoo now faces, a very major consideration is that the number of people
visiting the Zoo has slumped dramartically. The accountants' report mentioned in
Michael's letter shows for example that the number of admissions to Regents Park
Zoo fell from 1,668,000 in 1977 to 1,022,000 in 198l. Similarly for Whipsnade they
fell from 415,000 to 344,000. Had the admisions remained at the 1977 level,
income would now have been approximately £1.4 million per annum higher than it
currently is and it is almost certain that we would not have had this current
crisis. This gives rise to two points which should perhaps be taken into account in
future considerations.

r
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The accountants

that in 1982 the will be a s '_H[ increase in JP n Inrr r)f fr%!l s and that
the 1982 Jevel m]] be m ained in 1983 and 1984. In the light of the severe
downward trend for the lds[ five years it is a little suprising that Lord Zuckerman
regards the accountant's report as pessimistic in respect of attendance levels.

It will clearly be very important in any in-depth study of ways of rerurning the
Zoo to long term viability that the necessity to attract more visitors to the Zoo is
given full weight. It will probably be quite relevant to Condition d of Michael
Heseltine's proposals that changes in the top management approach to the
marketing of the Zoo will be just as important as their approach to financial
control.

I am copying this letter to the Prime Minister, Michael Heseltine, Keith Joseph,
PatrickJenkin and to Sir Robert Armstrong.

7
) e
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LONDON 200

The Prime Minister has seen Mr. Heseltine's
letter to the Chief Seecretary of 26 January.
She has commented that there are strong reasons
why the Government should assist the Zoo, at
least until it has been established whether
the Zoo can be made viable.

I am sending copies of this letter to
Helen Ghosh (Department of the Environment),
Imogen Wilde (Department of Education and
Science), John Rhodes (Department of Trade),
Jonathan Spencer (Department of Industry)
and David Wright (Cabinet Office).

Terry Mathews, Esq.,
HM Treasury.
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LONDON Z00

You will recall that, following an approach from Lord Zuckerman for
Government assistance to London Zoo in the form of a guarantee of
their bank overdraft, you agreed (in your letter of 5 November) that
the Department of Industry's Accountancy Services Division should
carry out a quick factual study of the Zoo's finances. Your
officials have a copy of the report and my permanent Secretary has
had some discussion with Sir Anthony Rawlinson.

By way of background, you will remember that this is not the first
time that the Zoo have sought Government assistance. The earlier
requests were in 1964 and 1969, when various loans and guarantees were
given; and in 1969 there was also agreement to Government funding
towards the Zoo's capital building programme. This finished in 1975.
While the Zoological Society of London, as a charity and learned
society, would wish ideally not to seek Government support (because
this hampers its finding private money), the fact remains that almost
all zoos in other countries receive substantial support from either
the State or from the city in which they are situated. Zoos generally
and particularly city zoos, have suffered in recent years from

steep increases in staff and running costs, although Lord Zuckerman
maintains that London Zoo have sought every possible economy and

have for example put their catering operation out to private contract
with Grand Metropolitan in order to seek a larger contribution to
their funding problem.

The accountants report paints a gloomy picture, showing an immediate
need for some £1L§jgigggfcash with a continuing need on reasonable
assumptions (but which Lord Zuckerman regards as pessimistic in
respect of attendance levels) for a gradually rising annual cash
input of around £2m. The report is well argued, and must now form
the basis for decisions on the way ahead. My officials have discussed
it in detail with yours and with Lord Zuckerman, and we have sent

a copy of it to the Zoo's bankers who, carrying an overdraft of £1.8m,
are pressing for urgent remedial action. The bank indicated to ——
Lord Zuckerman this week that their credit line will cease at the

end of January, so there is a need for urgent decisions.

- S ral wrem—pmw e
In discussion with your officials a number of options have been
identified. First, we might simply say to the Zoo that Government

is not prepared to assist them. It is possible that the bank might
in these circumstances still continue to support the Zoo and try to
safeguard their financial stake by themselves pressing for remedial
measures. On the other hand they have apparently told Lord zZuckerman
they will not. He has made it clear in discussion that if Government
did indeed fail to respond to the request for a guarantee he would

feel impelled to mount a national appeal for funds, making clear his

O N i oo P T D T e s et s e e e e
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view that central and local government should contribute the main
part of meeting the annuel deficit. Given the importance of the
Zoo as a national institution I believe that if we had appeared
to do nothing to establish the facts about the possibilities of a
return to viability there would undoubtedly be a major public row.
I therefore feel that we do need to respond positively to the Zoo,
though I am sure our assistance should be limited both in quantum
and time and should be expressed publicly as buying time to the
limited extent needed to establish whether the Zoo could be made
viable. The possible options for providing assistance are then as
follows: -

a. We could guarantee for 12 months the full £3m overdraft

which the report indicates will have accumulated by December 1982.
This is what Lord Zuckerman has asked for; but it ignores the
(unsecured) overdraft of £1.8m which the bank have already
accepted, and also the availability of some assets, in particular
Whipsnade Park, which the Zoo could offer as security.

b. We could give only a "topping up" guarantee on an amount
over and above what the bank were prepared to accept on .
pledged security, but subject to an overall maximum overdraft
of £3m.

c. We could make a loan, or an outright grant, to the Zoo.

A grant in particular would save interest payments, but would
have to be found immediately from public expenditure. This
would have to be a call on the contingency reserve. Either
course means finding money now, whereas a guarantee is a
contingent liability for later on.

I favour course (b) above, as the least expensive and committing
one, and the one which forces the Society to practise self-help
to the maximum possible extent.

A grant or loan could appear to them as an invitation to postpone
unpleasant decisions. The details of a guarantee would need to be
sorted out between our officials, the Zoo and their bankers, and I
would see great advantage in involving the Bank of England in those
discussions. It should be possible, given the potential value of
Whipsnade (it was I believe valued at £im in 1962 when it was
temporarily mortgaged) to restrict the amount of our guarantee to
very much less than the £3m originally sought.

Any action of this kind must be accompanied by stringent conditionms,
to include:-

a. Agreement to an in depth study (at mutually shared cost)
of ways of returning the Zoo to long term viability.

b. Agreement that such a study would not imply further
Government assistance at the end of it.

c. Agreement that the Zoo would not dispose of any assets
without Government agreement.

COMMERCIAL IN CONFIDENCE
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d. Agreement to any necessary changes in the top management
of the Zoo, particularly in the financial control area.

e. Consultation between the Zoo and the Government on major
financial decisions such as the level of admission charges.

I would also see advantage in seeking to separate out from this
operation the financing of the research and veterinary work of

the Society, which is highly regarded worldwide. I see no reason
why this should not be self-financing on a project grant basis. I
hope Keith Joseph could help in securing this.

While Lord Zuckerman regards this preferred option as a minimum one,
and is concerned at whether 12 months is long enough for the
necessary studies, I believe he would accept it if it is all that
is on offer. He is taking informal soundings of his bankers to
assess their reaction.

I would be grateful for your early agreement to our taking forward
detailed discussions on the basis of a limited guarantee as
described above.

I am copying this letter to the Prime Minister, Keith Joseph,
John Biffen, Patrick Jenkin and to Sir Robert Armstrong.
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Rt Hon Michael Heseltine MP

Secretary of State

Department of the Environment

2 Marsham Street

London SW1P 3EB 5 November 1981
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I am sorry to have been slow to reply to your letter of 7 October
about the finances of the London Zoo

I am content to agree your suggestion that the first step is to
obtain an independent and reliable assessment of the Zoo's
financial position. But I have to say that I would be extremely
reluctant to agree any financial support for the Zoo. I therefore
regard it as important that the assessment should be so conducted
that it does not prejudice our ability to refuse their application
or in any way imply that assistance of any kind is at all likely
to be forthcoming

Yon asked me whether the work should be carried out by a Government
or private sector accountant. On the whole I favour use of a
Government accountant. That would keep the study,and its cost,
under control, and reduce the danger that it would be the first
step towards a commitment to support: the Zoo. Your department will
no doubt want to assure that a suitable accountant is available
inside the Government service.

Ken Sharp, head of the Government Accountancy Service, knows of

this matter and will no doubt be willing to help ir finding someone.
As to payment, my view on balance is that since the Zoo want the
money it is they who should pay. If the work is done by the Govern-
ment accountant, we should be able to keep control over it, even
though the Zoo pays.

I am copying this lettecr to Ken Sharp at the Department of Industry.




Ref: A05624

MR, WHITMORE

The London Zoo

The Prime Minister should perhaps be aware that the financial

difficulties of the London Zoo are getting worse. Though there was the

customary summer rise in the number of visitors to the Zoo, the levels

still remain well below those of previous years. There might be a boost

to attendanceg, if the panda gives birth {o one or two baby pandas. Without
B I ) Vi

that, it is expected that the Zoo's bank borrowing will need to pass its

present limit of £17 million before very long and will rise to a peak of

&Z'_': million by next spring. Unless there is some change in the prospect,
—————————
the time cannot be far off when the Council will have to say that they cannot
continue to keep the Zoo open without outside help.
2 The immediate need may be for some kind of guarantee to cover

an increase in bank borrowing over the £1% million limit. In the not very
much longer run, however, there will probably need to be a more fundamental
look at the managing and financing of the Zoo. Ifitis to continue as a
major London amenity and tourist attraction, the style of management may
need to be changed and more effort and money spent on promotion. If that
were done, it might be justifiable to contemplate more public assistance for

the scientific side of the Zoo's activities.

8 The Department of the Environment is taking the lead in considering

the Zoo's problems, and is in consultation with the Treasury. I do not think

that there is any call for the Prime Minister to intervene at present; but
reports of the Zoo's plight may reach her and I thought that it might be worth

sending this background note.

Robert Armstrong

22nd September 1981
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Thank youfor your minute of 9 March,
eference 4

[inister is entirely content
Armstrong should reply to
proposed.

3 March 1981
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Rawlinson has asked me to thank you for the copy of
to Mr Pattison of 9 March about the London Zoo.
by now have seen Sir Anthony's letter to lMr Moseley dated
Sir Anthony suggests that the last paragraph of the
oposed letter from Sir Robert Armstrong should be omitted.
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2. Copies of this go to Mr Pattison and the Private Secretaries
to Sir Kenneth Clucas, Sir James Hamilton and Mr George Moseley.
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MRS E BALLOCH
10 March 1981
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I mentioned to youon the telephone that Sir Robert Armstrong had received

a letter from Lord Zuckerman about the question of financial support for London

Zoo. I attach a copy of the letter, from which you will see that Lord Zuckerman
—

says that he raised this with the Prime Minister at the recent luncheon of the
Parliamentary and Scientific Committee.

2 The question of financial assistance for London Zoo is at present under
—y,
consideration by the Department of the Environment and the Treasury. The
e ———
Department of the Environment have suggested to the Treasury that the Zoo should

be encouraged to launch an appeal both to stabilise its current account problems

and also to help to fund the new aviary. If the Zoo do this, the Government might
———em
fund any shortfall between the total appeal outcome and the capital cost of the Zoo's

new bird complex, subject to a maximum Government outlay of £1 million at 1981

e
prices, probably in 1982-83. Part of such a deal would be for the Department of

the Environment to review the plans for the bird complex before any payment were
made. They would also ask the Zoo to review its management structure and
operations with the aid of management consultants. The Department of Trade

have indicated that they support these proposals. They see the Zoo as a major

tourist attraction and would be prepared to press the British Tourist Authority and
el B e cliy

the English Tourist Board (both grant-aided by the Department of Trade) to

co-operate with the Zoo in joint promotional and marketing exercises. The

Treasury have yet to comment on these proposals.

3. Sir Robert Armstrong is proposing to reply to Lord Zuckerman along the
lines of the attached draft unless you have any additions to suggest to take account
of Lord Zuckerman's reference to his conversation with the Prime Minister,
Copies of this minute and of the enclosures go to the Private Secretaries to
Sir Kenneth Clucas, Sir James Hamilton, Sir Anthony Rawlinson and

Mr. George Moseley, whose comments I should also welcome,

D.J. WRIGHT
9th March, 1981
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At the Parliar on Wednes-—
day, I had a g . about the desperate state of the
Zoological Society . She said that she would see
what could be done as soon as she was back from Washington.

Society's Annual port for O, and it tells tue wuo

text will be set up in galley while am away, and I am hoping
my return it will be possible to change the concluding two
Otherwise I fear that the press is bound to make more than

I am enclosing a statement which is going over ny name in the

I do hope the P.M. can encourage the Secretary of St
Environment and/or the G.L.C. to step in with the promise of
let us say, £3 million a year for three yea i
possible to keep our charges below > £3 level. z
if we did what we would have to do, it would mean th: father, mother,
and two children would have to be ready to spend £20 for t to the
Zoo, excluding their transport costs.

I shall be back fram Barbados in the week beginning 23rd March.
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DRAFT LETTER FROM SIR ROBERT ARMSTRONG
TO THE LORD ZUCKERMAN, OM, KCB, DSc, FRS,
THE ZOOLOGICAL SOCIETY OF LONDON,
REGENT'S PARK, NW1 4RY

London Zoo

Thank you for your letter of 27th February
about London Zoo. I was grateful for the copy
which you enclosed of your statement to be included
in the Society's Annual Report for 1980. As you
spoke to the Prime Minister on 25th February, I
have sent copies of your letter and of the statement
to No. 10; Ihave also sent copies to the
Department of the Environment.

I hope that we shall be able to let you have an
answer, one way or the other, when you get back

from Barbados.




H M Treasury

Parliament Strest London SWIP 3AG

§witchboard  01-233 3000
Direct Dlalling 01-233 5362

Sir Anthony Rawlinson KCB
Second Permanent Secretary

Public Services 6 March 1981

G W Moseley Esq CB
Department of the Environment
2 Marsham Street

London SW1P 3EB

I am sorry to have been slow to reply to your letter dated

12 February about the suggestion of a grant to the Zoological
Society of London towards the cost of a mew bird complex in
Regents Park, about which Ken Clucas also wrote on 26 February.

On merits this looks an unpromising proposition in the present
climate for public expenditure. If you do not want to say no
firmly now, it would be possible to have it on the table as an
additional bid for consideration in the forthcoming public
expenditure survey, when the programmes for next and subsequent
years within which you say the cost would be contained will be
more firmly established. In that event, perhaps it could be
explained why it should be suggested that the grant should be
paid in 1982-83% when on-site work is not expected to begin before
198%-84 or to be completed before 1986-87.

But it would be unwise to assume that you will have any room in
your programme when it has been revised. Surely the better course
is for the Zoo to go ahead with their appeal and trim their
expenditure within the limits of what they can raise.

I send a copy of this letter to Ken Clucas and Robert Armstrong.

% o
i o

ANTHONY




President: Professor Lord Zuckerman

The Zoological Society of London OM, KCB, DSc, FRS
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Regent’s Park London NW1 4RY
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Sir Robert Armstrong, KCB,
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day, I had a chance to remind the P.M. about the desperate state of the
Zoological Society and the London Zoo. She said that she would see
what could be done as soon as she was back from Washington.

I am enclosing a statement which is going over my name in the
Society's Annual Report for 1580; and it tells the whole story. My
text will be set up in galley while I am away, and I am hoping that on
my return it will be possible to change the concluding two paragraphs.
Otherwise I fear that the press is bound to make more than a little fu

I do hope the P.M. can encourage the Secretary of State for the
Enviromment and/or the G.L.C. to step in with the promise of a grant of,
let us say, £% million a year for three years. This would make it
possible to keep our charges below the £3 level. Given no grant, and
if we did what we would have to do, it would mean that a father, mother,
and two children would have to be ready to spend £20 for a visit to the
Zoo, excluding their transport costs.

I shall be back fram Barbados in the week beginning 23rd March.
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LEGISLATION COMMITTEE

Z0O LICENSING (NO 2) BILL

Memorandum by the Secretary of State for the Environment.

1. Mr John Blackburn has drawn sixth place in the Ballot for his
Zoo Licensing Bill (a copy of which is attached) which is down for
Second Reading in the House of Commons on 6 March, when it has
first place in the order of business. H Committee has given policy
approval for the Government to support such a Bill if introduced
privately (Home Secretary's letter to me of 7 August 1980).

2. The purpose of the Bill is to provide for the systematic control
and inspection of zoos and similar establishments where wild ,
animals are kept for exhibition to the public. The Rill would

make it unlawful to maintain a zoo except under the authority of

a licence issued by the local authority. It sets out procedures

for granting, and grounds for refusing, a licence and provides for
periodic inspections which would be carried out by inspectors,

some appointed by the local authority and others nominated by the
Secretary of State.

3. Most establishments in which wild animals are kept are subject
to some form of statutory control, but there is no legislation
dealing specifically with zoos. Successive administrations have
indicated that they were not in principle opposed to legislation
To control zoos, provided that its provisions were agreed by the
interests concerned and did not involve unacceptable demands on
central or local government manpower or resources.

4. Mr Blackburn's Bill is based on one which has been prepared by
Lord Craigton and introduced into the House of Lords. Lord
Craigton's Bill was drawn up in consultation with a Working Party
which consisted of representatives from zoo organisations, animal
welfare bodies, local authority associations and the Home Office

(RESTRICTED)
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2 until Febru 1280 was the lead Government

for zoos). Mr Blackburn's Bill incorpo
c ng improvements which have been suggested by, or discussed
th my Department. However, it differs from Lord Craigton's
in principle by being less lenient in its treatment of
ing zoos. Whereas Lord Craigton's Bill is framed to promote
dual improvement of zoo standards through the conditions

oo Qs

to refuse a licence to any zoo whose standards of accommodation,
staffing or management are judged inadequate 6 months after the

Act comes into effect. I consider Mr Blackburn's approach to be
too harsh and inflexible and I shall be seeking to have his Bill
amended to allow local authorities discretion to decide whether

or not a licence should be granted.

5. I expect that attempts will be made to amend the Bill to
strengthen the protection given to zoo animals. I intend to oppose
any proposals which would involve the creation of costly bureau-
cratic machinery or which would lead to zoos being put out of
business instead of being given time to effect improvements. I
consider that the arrangements proposed in the Bill for administering
the licensing system should be adequate to ensure the development
of national standards while making minimal demands on central and
local government resources. The provisions for licensing to be
carried out by local authorities seem to offer the most economical
machinery for administering the licensing system. The Secretary

of State's involvement (nominating zoo inspectors and arbitrating
in the event of disagreements over recommendations as to licensing
conditions) will provide for harmonisation of standards. The

fees of the Secretary of State's inspectors will be paid by the
licensing authority and recovered from the zoos in charges. The
work involved in nominating the Secretary of State's inspectors etc
can be carried out by staff already in post.

6. The Bill will empower local authorities to set zoo licensing
conditions relating to measures for ensuring the health, and safety
of the public and zoo staff. I am advised that zoos are already '
covered by the Health and Safety at Work etc Act 1974 and that the
HSE consider that the provisions of this Act are adequate to control
the health and safety of staff and the public in zoos and similar
establishments. HSE are concerned that licensing conditions set

by local authorities could conflict with HSE requirements and they
wish to see the Bill amended to make it clear that health and

safety at work matters are not the concern of the zoo licensing
authority nor the local authority inspectors. They do not consider
that the saving provision in Clause 20 of the Bill fully meets

their requirements; an appropriate amendment will therefore be
needed. -

7. I am advised by the Lord Chancellor's Department that the
provision whereby a person aggrieved by the decision of a Magistrate's
Court (to whom he has appealed against a licence :

condition or refusal of a licence) may appeal to the Crown Court

is unnecessary and undesirable. An amendment will therefore be
required.

(RESTRICTED)
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he Bill has no implications for our European Community
tion

ga

9, I invite the Committee to agree that the Government should

support the Bill in principle but should seek appropriate amendments

as indicated above.

Department of the Environment
20 February 1981

(RESTRICTED)




® Zoo Licensing (No. 2) Bill

EXPLANATORY MEMORANDUM

The object of this Bill is to provide for the systematic control
and inspection of establishments where wild animals are kept
for exhibition to the public. In order to maintain such an
establishment the proprietor would require a licence from the
local authority (clause 1). The grounds for refusing an applica-
tion for a licence are set out in clause 4, and relate both to the
health and safety of the public and to the proper care of the
animals exhibited. Licences would be granted in the first instance
for a period of four years, and any subsequent extension for a
period of six years (clause 5).

Once licensed, a zoo would be subject to periodical and
special inspections carried out on behalf of the licensing
authority by inspectors appointed for the purpose. These would
include members of a list of veterinary and other experts to
be appointed by the Secretary of State for the Environment. The
licensing authority would be enabled to make charges to the
proprietors of zoos on account of their costs on inspections and
other functions under the Bill (clauses 8 to 14). Licences would
be required for existing zoos in operation before the Bill comes
into force, subject to the transitory provisions of clause 19.

Financial effect of the Bill

Clause 8 provides that the Secretary of State may defray or
contribute towards the cost of appointing and maintaining the
list of veterinary and other experts.

[Bill 28]




Zoo Licensing (No. 2) Bill

ARRANGEMENT OF CLAUSES

Licences

Licensing of zoos by local authorities.
Application for licence.

Consideration of application.

Grant or refusal of licence.

Period and conditions of licence.

Renewal of licence.

Transfer, transmission and surrender of licence.

Inspections

Secretary of State’s list.
Periodical inspections.

Special inspections.

Informal inspections.

Local authority zoos.
Dispensation for particular zoos.
Fees and other charges.

Miscellaneous

Temporary transfer of collection.
Revocation of licence.

Appeals.

Offences and penalties.

Supplemental

Transitory provision for existing zoos.
Interpretation.

Consequential amendments.

Short title, commencement and extent.

[Bill 28] A2




Zoo Licensing (No. 2)

B 1L L

Regulate by licence the conduct of zoos.
E IT ENACTED by the Queen’s most Excellent Majesty, by and A.D. 1981
with the advice and consent of the Lords Spiritual and

Temporal, and Commons, in this present Parliament
assembled, and by the authority of the same, as follows:—

Licences

1.—(1) Subject to this section it is unlawful to maintain a zoo Licensing of
to which this Act applies except under the authority of a licence zoos by local
issued under this Act by the local authority for the area within authorities.
which the whole or the major part of the zoo is situated.

10 (2 In this Act “zoo” means an establishment where wild
animals (as defined by section 20) are kept for exhibition to the
public otherwise than for sale, or, for purposes of a circus (as
so defined) ; and this Act applies to any zoo to which members
of the public have access, with or without charge for admission,

15 on more than seven days in any period of 12 consecutive months.

(3) The local authorities for the purposes of this Act are—

(a) in England and Wales, the district councils, the councils
of London Boroughs and the Common Council of the
City of London ;

20 (b) in Scotland, the islands councils and district councils.
(4) In relation to zoos in operation before the commence-

ment of this Act this section and section 2 have effect subject
to the provisions of section 19.

2.—(1) An application to the local authority for a licence for Application
25 a zoo may be made by the proprietor or intending proprietor. for licence.

[Bill 28] 48/2




Consideration
of application.

Zoo Licensing (No. 2) .

(2) An application shall not be entertained by the local
authority unless, at least two months before making it, the
applicant has given notice in writing to the local authority of
his intention to make the application, has published notice of
that intention in at least two newspapers circulating in the 5§
locality and has exhibited a copy of that notice at the site.

(3) Any notice given or published under subsection (2) must
identify the situation of the zoo for which the application is to
be made ; and the notice to the local authority must specify—

(a) the kinds of animals listed in taxonomic category 10
of Order and approximate number of each group kept
or to be kept for exhibition on the premises and the
arrangements for their accommodation, maintenance
and wellbeing ;

(b) the approximate numbers and categories of staff em-15
ployed or to be employed in the zoo ;

(c) the approximate number of visitors and motor vehicles
for which accommodation is or is to be provided ;

(d) the approximate number and position of the means of
access provided or to be provided to the premises.2(

(4) Any notice given to the local authority under this section
shall, until the disposal of the application to which it relates,
be kept available by the authority at their offices for public
inspection free of charge at reasonable hours.

3.—(1) On the consideration of an application for a licence 25
the following persons in addition to the applicant are entitled
(subject to subsection (2) below) to be heard in person or by
representative : —

(a) an appropriate officer of police ;
(b) the chief fire officer of the fire authority ; 30

(c) the governing body of any established national institu-
tion concerned with the operation of zoos

(@) where the local authority are not the local planning
authority for the_ area in which the premises or any
part of the premises are situated, the latter authority ; 35

(e) the owner or occupier of any premises in the neigh-
bourhood of the zoo which would or might be ad-

versely affected by the establisment or continuance of
the zoo.

(2) An objector is not entitled to be heard unless he has given 40
to the applicant and the local authority at least seven days
before the hearing of the application notice in writing of the
grounds on which he proposes to contend that the application
ought to be refused or the licence granted subject to conditions.




. Zoo Licensing (No. 2)

4.—(1) The local authority shall refuse to grant a licence for Grant or
a zoo if they are satisfied that the establishment or continuancerefusal of

of the zoo would injuriously affect the health or safety of persons

licence.

living in the neighbourhood of the zoo, or seriously affect the

5 preservation of law and order.

(2) The local authority shall refuse to grant a licence for a zoo
if they are satisfied, after consultation with the list, that the
standards of accommodation, staffing or management are in-
adequate for the proper care and well-being of the animals or

10 any of them or otherwise for the proper conduct of the zoo.

(3) The local authority shall also refuse to grant a licence if the
applicant (or, where the applicant is a body corporate, any
director or manager thereof) or any person employed or pro-
posed to be employed as a keeper in the zoo has been convicted

15 of an offence under this Act or under any of the following

enactments—
The Conservation of Wild
Creatures & Wild Plants
Act 1975 ;
20 The Protection of Birds Acts
1954 to 1976 ;

The Pet Animals Act 1951 ; 1975 ¢.

The Animal Boarding Estab- 1951 ¢,
lishments Act 1963 ; 1963 c.

The Riding Establishments
Acts 1964 and 1970 ;

The Breeding of Dogs Act
1973 ;

The Endangered Species (Im-
port & Export) Act 1976 ;1976 c.

The Protection of Animals
Acts 1911 to 1964 ;
The Protection of Animals
25 (Scotland) Acts 1912 to The Dangerous Wild Ani-
1965 ; mals Act 1976 ;

or of any other offence involving the ill-treatment of animals

(no account being taken for the purpose of this subsection of a

conviction which has become spent for the purposes of the
30 Rehabilitation of Offenders Act 1974).

1973\¢c.

1976 c.

1974 c.

(4) If the local authority are not satisfied that any planning
permission required under Part III of the Town and Country
Planning Act 1971 or under the Town and Country Planning 1971 c.
(Scotland) Act 1972, for the establishment of the zoo or for the 1972 c.

35 continuance of the zoo during the period for which the licence
would be in force, has been, or is deemed to be, granted, they
shall either refuse to grant the licence or grant the licence but
suspend its operation until the local planning authority within
the meaning of the said Act of 1971 or, as the case may be, 1972

40 have notified the local authority that any such planning per-
mission has been or is deemed to be granted.

(5) Except as provided by this section the local authority shall
not refuse to grant a licence pursuant to an application and if
they do refuse to grant it they shall send to the applicant by post

45 a written statement of the grounds of their refusal.




Period and
conditions
of licence.

Renewal of
licence.

Zoo Licensing (No. 2) .

(6) When a licence is granted the local authority shall send
it to the applicant by post and the licence or a copy of it shall
be publicly displayed at each public entrance to the zoo.

5.—(1) An original licence granted under this Act shall be
granted for a period of four years beginning with the date
specified in the application as the date on which it is granted
or any later time specified or described in the licence.

(2) A fresh licence granted under this Act to the holder of an
existing licence shall be granted for a period of six years
beginning with the end of the period of the existing licence.

(3) Any licence under this Act may be granted subject to such
conditions as the local authority think necessary or desirable
for ensuring the proper conduct of the zoo during the period
of the licence, including conditions relating to the following—

(a) precautions to be taken against the escape of animals,
and steps to be taken in the event of any escape or
unauthorised release ;

(b) records to be kept of acquisitions, births, cause of deaths,
disposals, escapes if any and the health of animals ;

() insurance against liability for damage caused by animals.

(4) Every licence shall include the condition that no exotic
animal shall be knowingly released without the permission of
the local authority.

6.—(1) Where application for the renewal of an existing
licence is made to the local authority not later than six months
before the end of the period of the licence or such shorter
time as the local authority may in special circumstances allow
the local authority may either—

(@) by order extend the period of the existing licence ; or

(b) direct the applicant to apply for a fresh licence in
accordance with sections 2 and 3.

(2) Where application for a fresh licence is made by the holder
of an existing licence, the existing licence shall, if the applica-
tion is made before the end of the period of that licence or within
six months after notice of a direction given to the applicant under
subsection (1)(b), continue in force until the application is dis-
posed of, and if the application is refused, for a further period
of three months.

(3) Any extension of the period of an existing licence under
subsection (1) (a) shall be granted for a period of six years begin-
ning with the end of the period of the existing licence.

_ (@) The local authority shall give notice to the holder of any
licence granted by that authority, not later than nine months

5

10

15

20

25

30

35

40
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before the end of the period of the licence, of the latest date on
which application for renewal may be made under this section.

7.—(1) A licence for a zoo may with the approval of the local

authority be transferred to another person, and in that case the
5 transferee becomes the holder of the licence from the date on
which the transfer is registered by the local authority.

(2) On the death of the holder of a licence, the personal
representatives of the deceased are deemed to be the holders of
the licence during the period of three months after the death or

10 such longer period as the local authority may approve.

(3) The holder of a licence may at any time surrender it to the

local authority who shall thereupon cancel the licence.

Inspections

8.—(1) The Secretary of State shall, after consultation with

15 such persons as he thinks fit, appoint a list of veterinary

surgeons with experience of exotic animals and of persons who

are qualified to inspect and advise on matters relevant to the
health and welfare of animals kept in a zoo.

(2) Members of the list may make to the licensing authority
20 such charges for their services and other expenses as the Sec-
retary of State may from time to time determine.

(3) The Secretary of State may, to such extent as may be
approved by the Treasury, defray or contribute towards the
expense of appointing and maintaining the list and he may give

25 guidance as he considers appropriate on matters connected
therewith, and he may consult with any or all of them as he
considers appropriate.

9.—(1) The local authority shall carry out periodical inspec-

tions in accordance with this section of any zoo for which a
30 licence granted by that authority is in force.

(2) Before any such inspection the local authority shall, after
consultation with the proprietor of the zoo, give him at least
four weeks notice of the date upon which it is proposed to carry
it out.

35  (3) Inspections under this section shall be made at the follow-

ing times—

(@) in the case of an original licence, during the first year
and not later than six months before the end of the
fourth year of the period of the licence;

40 (b) in the case of a renewed licence or fresh licence granted
to the holder of an existing licence, during the third
year and not later than six months before the end of
the sixth year of the period of that licence.

Transfer,
transmission
and surrender
of licence.

Secretary of
State’s list.

Periodical
inspections.
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(4) The following provisions apply to any inspection to be
carried out under this section:

(a) the inspection shall be conducted by the following
inspectors, namely—

(i) not more than three appointed by the local
authority, being persons who appear to the authority
to be qualified for the purpose, at least one of
whom shall be a veterinary surgeon or veterinary
practitioner ; and

(i) two nominated after consultation with the
local authority by the Secretary of State from the
list, one of whom shall be a veterinary surgeon, and

the names of all persons inspecting shall be notified
to the proprietor of the zoo ;

(b) the proprietor may give notice to the local authority of
objection to any one or more of the inspectors, and
the local authority or the Secretary of State as approp-
riate may if they think fit give effect to any such
objection ;

(c) representatives of the proprietor not exceeding three
in number may accompany the inspectors on the inspec-
tion ; and the inspectors may require the attendance of
any veterinary surgeon or veterinary practitioner
employed in or retained in or for the purposes of
the zoo ;

(d) the inspection shall extend to all features of the zoo
directly or indirectly relevant to the health, welfare and
safety of the public, the staff and the animals, including
measures for the prevention of the escape of animals ;

(e) the inspectors shall require the production of all records 3
kept by the proprietor in pursuance of conditions of the
licence under section 5(3)(b).

(5) The inspectors shall send their report to the local authority,
and the report may include advice on the keeping of records
and recommendations for any practicable improvements de- 35
signed to bring any features of the Zz0o up to the normal
standards of modern zoo practice.

(6) Any disagreement between the inspectors over recom-
mendations to be made in their report relating to the welfare
of the animals or any of them may be referred to the Secretary 40
of State, who may, after consultation with such members of the
list as he thinks fit, give such guidance as he thinks proper in
regard to the recommendations to be made.

_(7) Within one month after receiving the report of the inspec-
tion the local authority shall send a copy to the proprietor of 45
the zoo and give him an opportunity to comment on it.




‘ Zoo Licensing (No. 2)

10.—(1) The local authority may at any time and without Special
reference to the Secretary of State carry out a special inspection inspections.
of a zoo for which a licence granted by them is in force if they
consider it appropriate to do so having regard to—

S (a) any periodical report on the zoo made to them pursuant
to section 9 ; or

(b) any representations made to them on behalf of a pro-
perly constituted body concerned with any aspect of
the management of zoos or the welfare of the animals ;
or

(c) any other circumstances which in their opinion call
for investigation.

(2) A special inspection under this section shall be conducted
by persons appearing to the local authority to be qualified for
15 the purpose: and paragraphs (c) to (e) of subsection (4) and
subsections (5) to (7) of section 9 apply as they apply to a
periodical inspection except that the references in subsections
@)(d), @)(e) and (5) to features and records and improvements
are references only to features and records and improyvements
20 relevant to the purpose of the special inspections.

11.—(1) Without prejudice to sections 9 and 10, the local Informal
authority shall make such arrangements as they think fit to inspections.
ensure that any zoo for which a licence granted by that authority
is in force is visited by an inspector appointed by that auth-

25 ority at least once in any calendar year in which no inspection
is made under those sections.

(2) Any such visit may be made either by arrangement with
the proprietor of the zoo or, without such arrangement, by the
use of facilities available to the public when the zoo is open to

30 the public.

12.—(1) When a local authority is the owner or occupier or Local
proprietor of a zoo to which this Act applies they shall appoint authority
a director or other person to be responsible to them for the Z00s:
conduct of the zoo under this Act and to whom section 7(1)

35 may apply.

(2) For all purposes connected with the health and welfare
of the animals they shall appoint a veterinary surgeon or
veterinary practitioner as referred to in Clause 9(4)(c) who shall
have no pecuniary connection with the veterinary surgeon or

40 veterinary practitioner in section 9(4)(a)(i) and section 11.
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13.—(1) In the case of a small zoo comprising one or only a
few kinds of animals the Secretary of State may at any time
after the passing of this Act, on the recommendation of the local
authority and after consultation with the list if he thinks fit,
direct—

(a) that this Act shall not apply to that zoo ; or

(b) that sections 9 and 10 or either of them shall not apply
thereto.

(2) Any directions given under subsection (1) may be revoked
or varied by the Secretary of State in accordance with that
subsection.

(3) In the case of any zoo which is subject to periodical inspec-
tions under section 9, the attendance of members of the list
at such inspections may be dispensed with (unless specifically
requested by the local authority or the proprietor) if the report
of the first or any subsequent inspection under that section
includes a recommendation to that effect.

14.—(1) Subject to this section, the local authority may charge

such reasonable fees as they may determine in respect of—

(a) applications for the grant, renewal or transfer of such 20

licences ;

(b) the grant, renewal or transfer of licences ;
and may charge to the proprietors of zoos such reasonable
sums as they may determine on account of expenses incurred
by them upon inspections under sections 9 to 11. 25

(2) Any fee charged under paragraph (a) of subsection (1) in
respect of an application shall be treated as paid on account of
the fee charged under paragraph (b) on the grant, renewal or
transfer applied for.

(3) In the case of a special inspection of a zoo under section 30
10 the local authority shall consider whether having regard to
all the circumstances a reduced charge or no charge should be
made, and before deciding to make any charge shall notify the

proprietor and take into account any representations made by

him. 35

(4) In determining the amount of any fee or other sum to be
charged under this section the local authority may have regard
to the importance of the zoo as an amenity or for purposes of
education, research or conservation of endangered species, to the
rateable value of the premises and to the ability of the proprietor 4(
to pay ; and the authority may, if so requested by the proprietor,
accept payment by instalments.

(5) Any fee or other charge payable under this section by any
person shall be recoverable by the local authority as a debt due
from him to them. 45
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Miscellaneous

15.—(1) The local authority may, on the request in writing of Temporary
the holder of a licence for a zoo, by order authorise the transfer transfer of
to another site of the whole or any part of the collection of collection.
animals for exhibition there during a period not exceeding six

§ months in any period of twelve months.

(2) Before making an order under this section, the local
authority shall satisfy themselves that the conditions under
which the animals are to be transported and maintained at
the other site are satisfactory and, if the site is within the area

10 of another authority, that the transfer is agreed to by that
authority.

(3) The local authority and, where the site is within the area
of another authority, that other authority shall make such
arrangements as they think reasonable for the inspection as

15 provided in sections 9 and 10 of any site to which an order
under this section applies; and section 14 applies to any such
inspection as it applies to inspections under sections 9 to 11.

16.—(1) The local authority may, after giving the holder an Revocation
opportunity to be heard, revoke a licence for a zoo granted by of licence.
them under this Act—

(a) if any reasonable requirements relating to the premises
or conduct of the zoo notified by them to the holder
in consequence of the report of any inspection under
this Act are not complied with within such time as is
reasonable in the circumstances ;

(b) if they are satisfied that the zoo has been conducted in
a disorderly manner or so as to cause a nuisance, or
in breach of any conditions of the licence ;

(c) if the holder (or, where the holder is a body corporate,

30 any director or manager of that body) or any person
employed as a keeper in the zoo is convicted of any
such offence as is described in subsection (3) of section
4;

(d) if any person who to the knowledge of the holder, has
been so convicted is employed as a keeper in the
Z00.

(2) Before notifying under paragraph (a) of subsection (1) any
requirements which relate in any way to the care and treatment
of the animals, the local authority shall consult such members of

40 the list as the Secretary of State may direct.

17.—(1) A person aggrieved by the refusal of an application Appeals.
for a licence, by any condition imposed under section 5(3), by any




1980 c. 43.

Offences and
penalties.
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requirement notified under section 16(1)(a) or by the revocation
of a licence may appeal—
(@) in England and Wales, to a magistrates’ court acting for
the Petty Sessions area in which the zoo is situated ;
(b) in Scotland, to the Sheriff within whose jurisdiction the 5
Z0o is situated.

(2) Any such appeal shall be brought within twenty-one days
from the date on which the notice of the relevant decision of the
local authority is served on the person desiring to appeal.

(3) The following provisions apply to an appeal to a magis- 10
trates’ court under this section—
(a) the procedure on the appeal shall be by way of com-
plaint for an order, and the Magistrates’ Courts Act
1980 shall apply to the proceedings ;
(b) any person aggrieved by the decision of the magistrates’ 15
court may appeal to the Crown Court.

(4) The decision of the Sheriff of an appeal under this section
shall be final.

(5) A licence revoked under section 16 shall be deemed to
continue in force until the expiration of the period within which 20
an appeal may be brought under this section and if such an
appeal is brought until the determination or abandonment of
the appeal ; and if the court or sheriff confirm the revocation
they may, if they think fit, order that the licence shall be deemed
to continue in force for a further period not exceeding six 25
months from the date of the order.

18.—(1) If a zoo is maintained without a licence in contra-
vention of this Act, the proprietor is guilty of an offence.

(2) Any person who—
(a) ill-treats or causes the ill-treatment of an animal kept in a 30
700 is guilty of an offence ; or
(b) intentionally or by negligence fails to comply with any
condition included in a licence pursuant under sub-
section (3)(a) or subsection (4) of section 5 ;
is guilty of an offence. 35

(3) Any person who intentionally obstructs an inspector acting
pursuant to this Act is guilty of an offence.

@) A person guilty of an offence under this section is liable
in summary conyiction to a fine not exceeding £500 for an
offence under subsection (1) or (2) and £200 for an offence under 40
subsection (3).

(5) In the application of this section. to Scotland, for the ref-
erence to summary conviction there shall be substituted a ref-
erence to conviction in a court of summary jurisdiction.
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(6) Where an offence under this section committed by a body
corporate is proved to have been committeed with the consent
or connivance of, or to have been attributed to any neglect on
the part of, any director, manager, secretary or any other similar

5 officer of the body corporate, or any person who was purporting
to act in any such capacity, he, as well as the body corporate,
1s guilty of that offence and liable to be proceeded against and
punished accordingly.

Supplemental

10 19.—(1) A person who immediately before the date of the Transitory
commencement of this Act was maintaining a zoo on any Provision
premises may continue to maintain that zoo on those premises for existing
without a licence under this Act— Z0OS.

(a) during the period of six months beginning with that
15 date ; and
(b) if within that period application is made for a licence
until that application is finally disposed of or with-
drawn.

(2) In the case of an application made as mentioned in sub-

20 section (1)(b), notice of intention to make the application shall

not be required under section 2, but the application shall specify

all such particulars as would be required to be included in a
notice to the local authority under that section.

(3) On any such application the local authority shall carry out

25 an inspection of the zoo in accordance with the provisions of

section 9 before deciding whether to grant or refuse the licence,

and may, if the licence is granted, include in it any conditions

which appear to the authority to be required in consequence
of the report of the inspectors.

30 (4) If the licence is granted—
(a) the inspection required by this section is in lieu of the
first inspection under paragraph (a) of subsection (3)
of section 9.
(b) it shall be granted for a period of four years beginning
with the date on which the licence is granted.

20. In this Act— Interpretation.

(1) “ animals >> means animals of the classes Mammalia, Aves,
Reptilia, Amphibia, Pisces and Insecta and any other
multi cellular organism that is not a plant or a fungus
and “wild animals” means animals not normally
domesticated in Great Britain ;

“ circus ” means a place where animals are kept or intro-
duced wholly or mainly for the purpose of performing
tricks or manoeuvres at that place ” ;
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“keeper ”’ includes any person employed under the direc-
tions of a keeper ;

“the list” means the list maintained by the Secretary
of State under section 8 ;

‘ proprietor ”, in relation to a zoo, means the occupier of 5
the premises or other person who maintains the zoo ;

 taxonomic category ” means a group or assemblage of
species recognised as an entity in scientific classifica-
tion ;

‘zoo ” has the meaning assigned by section 1(2). 10

<

(2) Nothing in this Act shall prejudice or affect the operation
of any of the relevant statutory provisions as defined in Part I
1974 c. 37. of the Health and Safety at Work etc. Act 1974.

21.—(1) The Dangerous Wild Animals Act 1976 shall be
amended as follows— 15

Consequential (a) in section 4, for paragraph (1) there shall be substituted

amendments; “(1) a zoo within the meaning of the Zoo Licensing

1976 c. 38. Act 1981 for which a licence is in force (or is not for
the time being required) under that Act .

(b) in section 6(4) the definition of zoological garden shall 20
be omitted.

(2) For the purpose of the said Act an animal shall be
treated as kept in a zoo—

(@) when it is kept at another site authorised under section
15 of this Act or being taken to or returned from that 25
site ;

(b) when it is elsewhere in the personal possession of the
proprietor of the zoo, or of competent persons acting
on his behalf.

22.—(1) This Act may be cited as the Zoo Licensing Act 30
1981.

Short title, (2) This Act shall come into operation on such day as the
?n(’g{“;gd‘w Secre.tary of State may by order made by stautory instrument
extent, appoint.

(3) This Act does not extend to Northern Ireland. 35
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Ref. A04143

MR. WHITMORE

The London Zoo

Thank you for your minute of 28th January.

2 I am sorry if I seem to be a bit of a bore about the Zoo. That is not
because Ilive near Regents Park, but because the President of the Zoological
Society of Liondon is a part-time adviser to the Cabinet Office.

3% Lord Zuckerman has now addressed me a four-page minute about the

precarious state of the finances of the London Zoo. It does not add very much

to the first paragraph of my minute of 27th January, but I attach a copy herewith.,

It was clearly given to me in the hope that I would pass it on to the Prime
Minister.

4. I wonder whether the Prime Minister would be prepared to authorise you

to send a letter on the lines of the draft attached.

ROBERT ARMSTRONG

30th January, 1981
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DRAFT LETTER FROM MR. WHITMORE TO
D.A. EDMONDS, ESQ., PS TO SECRETARY OF
STATE FOR THE ENVIRONMENT

The Prime Minister understands from
Lord Zuckerman that the finances of the London Zoo

are in a precarious state, with attendances down last

year and costs (predominantly labour costs) rising

inexorably. I gather that Lord Zuckerman is in
touch with your Department about this, and is
pursuing the possibility of some financial aid either
from the Government or from the GLC.

The Prime Minister would be grateful if you
could keep me in touch with your Secretary of State's
thinking on this problem. It would clearly be
unthinkable for the Zoo to close. We do not want to
turn it into a public department or some kind of
permanently Exchequer-financed quango. Clearly
they will have to put up the entrance charges, though
there will be limits to what they can do in this way if
attendances are already falling. Is there any means
by which money can be found for them via the GLC
if not direct from the Exchequer?

I am sending a copy of this letter to

David Wright.




To SIR ROBERT ARMSTRONG
From: LORD ZUCKERMAN

e I am sending you this minute so that you should know about

the precarious state of the finances of the London Zoo.

2. Until a few years ago the Zoological Society of London (of

which I am now President) was able to assure HMG that it could go
on managing the London Zoo without resort to public funds. As it

is, we have managed to scrape along with our running costs; we have
also been able to embark on the rebuilding of the 36 acres of Regent's
Park which the Zoo occupies and which had been left in a derelict
state after the Second World War. With support from private donors
we have rebuilt more than half of the Zoo in Regent's Park and have
carried out major improvements at Whipsnade (which is also in the
care of the Society). With the help of the major Foundations we have

also been able to establish major research Institutes.

3 In 1978 our total expenditure was £3.25 million and the
balance between total revenue and expenditure + £0.3lm. The
corresponding figures for 1979 and 1980 were £4. 0lm and - £0.13m,
and £4.7m and - £0.6m respectively. The most depressing feature
of these figures is that 1980's big negative swing occurred in spite
of a 12 per cent increase in our revenues at Regent's Park, and
25 per cent at Whipsnade. It is the disproportionate rise in costs
that has hit us so badly, the major factor being salaries and wages,
where we have to abide by public-service wage settlements. When
I became the Honorary Secretary in 1955, less than a half of our total
expenditure went on the payment of staff. Today the proportion is

about three-quarters - with fewer people employed.




4. We operate on what we call an 'expenditure-demand' pricing

system. As an educational charity and national institution, there
has never been any question of our being in a position to make what,
in a commercial context, would be called 'profit', but our aim has
always been to break even. But it now seems that we have reached
a water-shed. 'Demand' to go to the Zoo may have been 'inelastic'
in the days when Londoners did not have cars; when there were few
other attractions; when in the words of the Victorian music-hall
ditty, ''Walking in the Zoo was the OK thing to do'; when there
was a snob-value to being a member of the Society (for the first 20
years or so of the Zoo's existence, it was in fact a private garden
granted by the Crown for scientific study, but also the pleasure of the
aristocracy and for the wealthy who were moving in on them). But
all that's over. Attendances at the Zoo by UK residents have gone
down as our gate charges have gone up. The number of visitors
went down last year by Ll per cent at Regent's Park, although
Whipsnade still kept to its existing, but alas, low level. I can see
nothing ahead that is going to reverse this trend. The average
annual attendances in Regent's Park in the 50's was 1, 986, 000;

in the 60's 1,899, 000: in the 70's L, 765, 000.

51, To help meet our estimated expenditure for 1981 we shall
have to raise the entrance charges as follows (figures in brackets
give the present rate):

Whipsnade

Adults 3 2 £ 2. 500 (Z.100)

Children : (L. & 250 00)
Taking into account what people spend getting to the Zoo, and once
they are there on food etc., father and mother plus two children
might have to spend all of £20 for a visit to the Zoo. Attendances
are bound to fall (other perhaps than tourists from abroad, on whom
we count a great deal), and the rise in admission charges is

therefore likely to be self-defeating, with an even bigger deficit




this, and certainly next, year. The Charity Commissioners have

allowed us to raise our borrowing limits at the banks, but heaven

alone knows how we are going to meet the inter est charges. We

cannot reduce our total staff further (now about 475) without neglecting

the animals, the public and the educational and scientific activities

which we have to undertake in order to justify our existence.

6. I have said that we rely greatly on tourists. The fact is that
from that point of view the Zoo is the third of the national attractions,
after the Tower of London and Madame Tussauds (disregarding events
such as the Changing of the Guard, and, of course, state-supported
Museums). The GLC and Tourist Board are much interested in

this fact.

T Unlike other national zoos (e.g. Washington, Paris and Moscow)
or the major civic zoos (e.g. Bronx, Rotterdam, Frankfurt), we are
not in receipt of any public funds. Only twice so far have we been
helped by HMG, and once by the LCC. But all this was on capital
account. Some of the major civic zoos, such as the Bronx, receive
funds not only from their cities, but also from the central exchequer.
We are a national institution, acknowledged as such by Parliament.
The Society is, in effect, custodian of that part of Regent's Park
which the Zoo occupies rent-free, and we are also responsible for
the management of a major national society. More than that, we
are regarded world-wide as the premier Zoo, not for any single one
of our activities, but for the whole en ble. This we owe largely
to the fact that we are an educational charity directed by a Council
and a series of Committees, none of whose distinguished members
(over a hundred in all) are paid a penny. If, instead of standing
aloof in the 19th century, the then Zoo Council had, like Kew and the
Natural History Museum, got onto the public bandwagon, the position
today would be different from what it is. But that would have cost

the country millions a year.




8. The Society could, of course, give the whole thing up, and
just say to the Government and to the &}LC - "Take over our 36
acres of Regent's Park, and run it yourself''. But, the chances
are, that we would then stop being, as at present, a pre-eminent
national and international institution, a major centre of education
and research, and a leading tourist attraction. The public would,

I believe, strongly resent such a change. Neither can I see the Zoo

being run on a commercial basis as a 'honky-tonk' in a Royal Park.

O The Society is prepared to go on. I see no need why HMG

should undertake to do much more than help tide us over the bad
years we now face. I don't know how much, but I reckon that, in
whatever way it can be devised, we could ride out this storm with

the help of, say, £500,000 a year for some 3 years.

10. The GLC is much concerned about the position in which we
find ourselves, but is hamstrung because of the constraints on public
expenditure within which they have to operate. There must be a
way out of our present difficulties. The alternative is that we put
up our charges straight away and see what happens. But my
considered judgment is that by the end of 1981 we would then find

ourselves in a situation very much worse than it is today.

S. ZUCKERMAN

7./0928
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From the Principal Private Secretary

You wrote to Mike Pattison on 29 January
about the financial problems of the London Zoo.

I can confirm that Lord Zuckerman has been
in touch with Sir Robert Armstrong, who in turn
has let the Prime Minister know of Lord Zuckerman's
approach.

The Prime Minister knows that your Secretary
of State is considering an application from the
Zoo for financial help, and as Mike Pattison told
you earlier today, she will do nothing until she
knows what view Mr. Heseltine takes.

I am sending a copy of this letter to
David Wright (Cabinet Office).

J.P. Channing, Esq.,
Department of the Environment.




Cf/dbv/ G5 2 MARSHAM STREET

LONDON SW1P 3EB
/ Ko Cotel Do’ (Aatl ce

K&Mc communlid (G Aode Zokhoronam
a«yw Havolas . and That; o
Wﬂmd«ajm/@ e codld ot
Yerpond woithout- G /T [ tlora |

teawns

Y,

/ -

My ref:

Your ref:

29 January 1981

Decoy Mkt

Lord Zuckerman has recently been in contact with the Department

both about the building of a new aviary at London Zoo and the
precarious financial position of the Zoo. It seems that the Zoo
incurred a deficit in 1980 of about £% million (roughly 12%

of operating cost)partly, but by no means exclusively, because of a
fall in attendancies. We understand that Lord Zuckerman has been in
touch with Sir Robert Armstrong with a view to a direct approach

to the Prime Minister

The Secretary of State is urgently considering Lord Zuckerman's
aporoach and the problems of the Zoo His initial reaction is that
this is by no means a straightforward issue and he will be looking
to assemble a package of measures which will enable the present
deficit to be wiped out but, perhaps more importantly, ensure an
operating loss is not incurred in future years. He would therefore
urge the Prime Minister to defer action until he has had a chance
to consider the position in more detail.

I am copying this letter to PS/Sir Robert Armstrong.

wa eV

bl e

J P CHANNING
Private Secretary

Mike Pattison Esq




Sir Robert Armstrong

The London Zoo

The Prime Minister read your minute
AO4079 of 27 January to me with some interest
and amusement .

\

She has commented that she is not taking a
panda with her, - '"Pandas and politicians are
not happy omens!". She has gone on to say
that Lord Zuckerman knows more about pandas
than she does, and she is sure that he can
arrange these things.

I hope that that gives you enough
guidance on how to reply to Lord Zuckerman.

28 January, 1981.
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Lord Zuckerman tells me that the London Zoo, of which he is the

Ref. A04079

MR WHITMORE

presiding genius, are undergoing one of their periodic financial crises.

Attendances fell off last year, and revenue is therefore down; expenditure

(largely labour costs)is up. They face the possibility of having to increase

the entry fee from £2.80 (for an adult) to £3.50, unless they can get financial

Y

——,
support. Lord Zuckerman says that they need £500, 000 a year for three

years. Private support has been generously given for development, butis
—
not being easy to come by to finance a revenue deficit. The GLC has been

unable to help. An application has now gone to the Department of the
Environment, and is being considered by the Secretary of State.
2, The Smithsonian Institution in Washington has asked the London Zoo

— — —

for the loan of its male panda, to be mated with the female panda which the

Chinese people gave to the United States. Both are believed to be fertile, so
that there is reason to hope that the outcome will be happier than that of the
London Zoo's loan of a panda to Moscow. The London Zoo are minded to
agree to lend their panda. Lord Zuckerman sees this as a signal demonstration
of the special relationship, and would be very happy to time the announcement
of the loan or the delivery of the panda in any way that the Prime Minister
thought would be most likely to benefit Anglo-American relations; he even
suggested that the Prime Minister might like to take the panda in the back of
her Concorde, when she goes to Washington next month.

3. I should be grateful for instructions on how I should reply to

Lord Zuckerman.
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ROBERT ARMSTRONG

27 January 1981
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From the Private Secretary 18 October 1979

I am writing to confirm that the
Prime Minister is content with the
transfer of responsibility on zoos and
associated matters proposed in the Home
Secretary's minute of 18 October. :

I am sending copies of this letter
to David Edmonds (Department of the
Environment) and David Laughrin (CSD).

John Chilcot, Esq.,
Home Office.
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TRANSFER OF RESPONSIBILITY FOR Z0OS AND ASSOCIATED MATTERS

TSN e

I am writing to seek your approval to the transfer of
Ministerial responsibility for zoos and associated matters to the

Secretary of State for the Environment.

s, and fordangerous wild animals kept in private ownership

in practice work relating to the latter responsibility, which consist
£ =} £ J Y

ly of licensing, is dealt with by the local authorities).

transfer would be right because

S

the functions fit » y with E.'s responsibilities
L k)
particularly those relating to the provision recreational

protection of endangered species, and with the

health

local authorities.

effected administratively. The manpower

implications are very small and can be accommodated within D.0.E.'s

existing complement. The manpower savings promised by the

Secretary of State for the Environment would not be affected. No

staff would be transferred from the Home Office.
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