RAYNER PROJECT: NOTE OF A MEETING WITH MESSRS PETER ADALS
D FRANK COTTAL, CHAIRMAN AND SECRETARY OF TEE TRADE UNION SIDE
OF THE JOINT CO-ORDINATING COMMITTEE FOR GOVERMMENT INDUSTRIAL
ESTABLISHMENTS (JCC)

1. Sir Derek Rayner, accompanied by me, met Messrs Adams and
Cottam for discussion on 25 September 1979. He explained his
exercise as follows.

ik His job was _to advise the Prime Minister on how to improve
efficiency and reduce waste. He was not concerned with cutii
the size 0f the Civil Service but withm the questions whether tBe
work that had to be done could be done more effectively and,
where there was waste, more economically, Put very simply, he
was taking a managerial look at the way Government did its work.
His exercise at present consisted of three parts:

a. He was trying to assess the impact of Govsra- - - -
ment requests to” industry, especially the smaller businesses,
for information. ‘

b. He had tzken a small area of work from each major
department and had asked an official from that departient
to examine it in depth (the so-called "Rayner project").

Ce Very importantly, he would be considering the
"conventions" that made Government work as they did,
asking the question whether they could be improved or
clarified. = Examples were the annuality rule; the

more negative‘effects of accountability to_Parliament
(the PAC typically being adversely critical in its
commentary and rarely praising work which had been well
done, whereas in order to criticise the less effective

it should familiarise itself with the meore effective);

and how people were promoted to senior management posis -
were the experience and background of such people appropriate?

3.

that the list oI_projects was based onh some suggestions to depart-
ments from himself and on others from departmep%s themselves.

The purpose of the exercise was to cover the whole range of Govern-
ment :ggivity, but individually some projects were very extensive
while others'were guite narrow in their cCoverage. He thought that
the ones in which his visitors would be most interested were those
in the KOD (food procurement) and the PSA (mzintenance etc). The
key point to make was that in all cases he hadesl=c that sameone inside
the department should have the chence of scrutinising some aspsct
of it critically. No project was being conducted by an outsider.
His own role waS to help and advise the project officersand
Ministers. The exercise would be completed in the course of th
next few weeks, leading to reports to individual Secretaries of
State, but on the way coming 1o himself for = contribution and
advice. He expected that each project report would ve "actioned
in departments.

Amnlif¥ing his reference to "Rayner projects", Sir DR sai




4, In response, Yy Adams said that, unlike the 1ISS, he and .
his colleagues did 7OV ceal ezclusiveiy with civil servants.
They liked to think that they could therefore be rather more
objective than the 1SS about the Civil Service; for exampls
they had no ambitions to preserve what was there simply because
it was there. - They were constantly vothered by things which
tne% thought wasteful and duplicative, but the Service seemed
to be able to apbsorb all the exercises which came along without
trouple end to be much the same afterwards; for example, there
nad been numerous en uiries on the Royal Dockyerds which zed
left thlngs muich s they were vefore.” They could not help out
WO tha® the Rayner project was just another exercise into

9

which much effort would ve put for little result.

0. As Sir DR hed said, the-projects which affected the Trade
Union Side were those in LOD and PSA. There had veen a slight
proolen in that the PSA project team had descended on his members
5% Bath with no fore-kmowledge thai taey were coming. This migat
have caused non-co-operation, but 1t waS only 2 852§1 crib.

6. Ur Adams went on to say that he_gssumed that Sir DR was
intereStea in all aspects of waste. If so he should say that he
and nis colleagues believed that many things could be done less
expensively in the management of industrial relation exercises
and of industrial workers. He should also say that in_sconomy
exercises so far, eg cuts in_the defence DTogr e, while there
hed been discussion as provided for, at the end the only people
who were dismissed were industrial workers; no non-industrizl
staff who were not prevared to go had Dbeen made redundant. This

was an interestigf reflection of the fact that over the years

the non-industriel element in Government production_had grovn
while the industrial labour force had decreased. But taere was
no evidence to show that the functions concerned had changed so
mich as to justify this. 7as_so much siministration necessary?
On top of tﬁis, it was wasteful that the managers with whom he
and his collesgues had to negotiate came into their posts on a
Tote or "two-year stint" basis. This neglected the Tact_that

the management of people was 2 peculiar job requiring alot of
expertise and sensitivity. M Cottan added that rotation was
designed to prolong and promotle Unaue centralisation in dealing
with industrial staff (see below). Sir DR said that he was very
conscious of the importance of efent and would want to deal
with it as part of his "conventions" exercise. If lr Adams and
\fr Cottam could give him any information, to enable him to ident-
ify the issues more precisely, it would be very helpful.

g e “r Cottam said that the CSD in particular had a great
abilit7 for cepating things "theologically", eSpe01a;l¥ auring |
pay policy. _ They Seemed to have no understanding of the eliecy
on industrial relations or of the problems which could e caused
down the line by over-centralisation, It produced disputes, like
the one at the Berkeley ROF, but centralisation 2 bad effect over
2 whole range of different 1issues. The central point was tnat
very simple matters had to be discussed with CSD at-a high level,
involving numerous steff and mich delay, whereas productivity Was

-

best negotiated as close as possible to where production took




pla Expensive and counter-productive insistence on central-

isatlion was beginning to turn a traditionally moderate labour
force into a volatile force.

8. Mr Adams adduced an "hilarious but serious example". The
general managgq at Rosyth Dockyard, in charge of some 7,000
eople, had difficulties with the balance of labour in his work
force, lacking skills which he could not recruit_locally. The
llewcastle shipyards had had redundancies and he laid on” trensport
to bring people from there to look at jobs at Rosyth. The necess-
arrangements must include a meal but he had no discretion to

rovide it and had to get dispensation from CSD to allow £ per
ead. He obtained it, but was told that there would have to be
an examination of how many people took jobs as a result before he
could be assured of a repetition.of this authority. In industry,
on the other hand, this sort of decision would be taken at a very
junior level indeed.

9. Another example from Rosyth was that the lack of copper-
smiths held up other work. Local management had wanted to remove
the backlog by overtime working, but had no authority to offer

this, It was® true that the ROFs had Trading Fund accounting,

but in his experience this produced little exira room for manoeuvre.
He accepted the need for accountability, but believed that_the
Service could devise much greater delegated authority for locel
managers, for which they should then be held properly accountable.

10.  Returning to the question of industrial relations, lir Adems
said that his impression was that people found themselves Tespons-
ible for IR if they were not much good at anything else. _
Mr Cottam again reTerred to "rotation' of staff. = For example, in
TJ72 toe annual negotiation wifh CSD had eventualég gone to arbitre-
ion; the officer who led for the official side had been in post
for one month and knew little about his responsibilities. After
he had been in post for three years he wes replaced by another
ill-informed official. Lr Adams added that this was someone whose
action was to determine i7ie comaitions for 160,000 industrial
workers and while it could be said that there were_ advantages for
the Trade Union side in this, in that they would always be better
informed, it seemed a_curious way of managing affairs. Tading
this point at the local level, lr Cottam said that shop stewards
would always prefer to deal a manager who could say "no!' rather
than have to refer to CSD who would say "yes" some months later.

11. Mr Adams said that things were not quite as bed in the PSA,
where The uniis were smaller and more conducive to localised
arrangements, but the same principle applied nonetheless. Ta$
great worry was the formaliSation of procedures. In the Royal
Dockyards one could be absolutely sure that any problem would
attract a2 committee or a workingparty; this weni against ine
grein because people wanted "inStant justice" nowadays, not a
Slow machinery grinding away at simple questions waica merited
simple answers.
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12. lir Adams continued that the CSD rightly thought that more
devoluiion 1n industrial matters would Iead to more leverage by
the TU side, But ithad to ve_recognised that the Service was

no different from any other employer in this respect. He did

not think that workers would take® excess advantage of devolution
but there would be a difficult period at first. ~The cuestion was
whether one gresned the nettle or not. The way things were done
at present involved untold wasteful activities and top level
treatment of trivia. For example, he had been sent by mistake

an official file of papers on 2 case involving the settlement of
a level of reward for an individual under the staff suggestions
scheme; the 1ssue had been opened two years before he got the
file and was still not settled. This seemed to confirm his
suspicion that there was a vested interest in not taldnz decisions
in the Service and in having inguiries but no_action. For example,
there had been an examination of the personnel function in the
Royal Dockyards; he did not lmow whai had happened %o it. There
was at present an exercise, again in the Dockyards, to try and
reconcile the difference between workers who believed that they
had not enough work to do and managementi who thought they had,

The documentation for this exercise was massive, but he expected,
on past performance, the result to be buried., He himself believed
that the records of work capacity at the Dockyards on which manage-
ment worked were an accumulation of errors and that management had
never really gotl to grips with the issues. Ingquiry upon inguiry
seemed to him to be merely "fighting cotton wodl".

13. Sir Derek Rayner said that his own view was that one should
pinpoint what was wrong and get a course of action but then in
his own exzperience of I0D the original problem was not always

specified correctly.

14, lr Adams concluded by saying that his main point was that
there Tn0ULQ oe more devolution oI authority making those respons-
ible for it accountable, whereas the reward for error in LOD was
often promotion or a move sideways. Sir Derek Raynmer concluded
by thanking Mr Adams-and Mr Cottam for taeir ooservacions which

he had found very helpful and by suggesting another talk later.

He believed very much in delegated authoriiy, but to menagers

who were qualified for their %asks. It was no-good having
pe%?y-pinc ing economies, as this rarely got to the heart of the
matter.

C PRIESTLEY
26 September 1979




