10 DOWNING STREET

PRIME MINISTER

Mr. Heseltine has now
written to Cabinet
colleagues spelling out
his internal management
system.

st hainkasi b s Bisiin ol i ik
unfortunate, in view of
the background, that
this should be one of those
letters signed by a Private
Secretary on behalf of a
Minister./
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CONFIDENTIAL

2 MARSHAM STREET
LONDON SWI1P 3EB

My ref:
Your ref:

1 May 1980

N
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Following this morning's discussion in Cabinet I thought it
might be helpful if I wrote to point up the key features of the
management system I am operating in my Department and our
arrangments for making it work.

The enclosed paper (which I prepared for a slightly different
purpose) provides a straightforward description of my approach

to the use and control of manpower and of the system of information
and review (MINIS) I have embarked upon. As the paper says, the
information is now coming forward to me (I will soon have complete
coverage for DOE (Central); PSA will follow in a month or tw0§

My Ministers and I have started a series of meetings over the next
ten weeks to discuss these returns with the senior officials
concerned. At these meetings, we will be deciding what functions

we can phase out or slim down, what organisational changes we

can make to help save staff, what manpower savings each directorate
should aim for by April 1981, and so on. Some questions will of
course call for further examination or reports back to Ministers.

In all cases, an Action Statement will be drawn up for my approval
after consultation with the Staff Side so that a clear course is

set for each part of the organisation. No additional tasks

may thep be taken on without ranicterial approval. (1l handed you,

oI course, a copy ol the INLNIS Statemont on the first 4 Directorates
I have looked at).

I believe, as I know you and Sir Derek Rayner do also, that in
order to manage their Departments successfully, Ministers need

the right kind of support from within. They cannot do it all
themselves. The full support and enthiusiasm of the Permanent
Secretary is vital. In addition we have set up the small central
unit mentioned in paragraph 7 of the note which falls under the
control of an Under Secretary whose other responsibilities include
financial oversight of DOE's administrative expenditure and of all
DOE's public expenditure programmes. He provides me with an inde-
pendent brief for each of the MINIS meetines and takes the lead

in drawing up the AEfTEE‘S?EfEEEﬁfE‘ET?EEﬁ%Eds. In this way we
are building into the system the necessary degree of creative
tension and radical questioning.
e

You will see that what I am doing essentially is to subject the
whole of my Department to a detailed analysis. Needless to say,
this is time-consuming. But I believe it to be essential to

reach into the detail of my Department's functions (which are

many and various) and the resources they consume if early results
are to be achieved and staff numbers reduced in a rational way.
And T am insisting upon the measurement of performance wherever

this is possible and sensible so that output can be monitored

e,
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as we move from one period to the next.

Finally, I am most anxious to achieve the maximum possible interest
of the staff themselves. The Staff Side see the information

coming to me and are free to comment on it and they will of

course be consulted before changes are implemented.

I am copying to the Prime Minister and to Sir Derek Rayner.
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* PAPER BY THE SECRETARY OF STATE FOR THE ENVIRONIIENT
THIE USE AND CONTROL OF DEPARTMENTAL MANPOWER

1. The success of any steps to contain and reduce the size of
Departments depends on the perszonal involvement of the
Minister and on a firm approach to recruitment. These need

not impose intolerable burdens upon Ministers.

2, Last May the staff-in-post of the Department (including
those who provide a common service for my Department and the
Department of Transport) totalled 52,122, By 1 April,

s s
through natural wastage and selective recruitment, numbers

ad fallen to 48,280 (ie by 7.4%) - details are at Annex A,
—— e

I am satisfled the reduction has not harmed the essential work

of my Department,

.

3, I exercise control on the basis of monthly reports of

staff-in-post ~ on the lines of Annex A - and by vetting

PropssalsNiorre crI i tNen RO
——
& delegatvions for identified essential needs and which
are restricted to 2 senior officers. I have operated this

arrangement sgince last May.

4, Tollowing our decisions on the 1980 Civil Service pay
settlement I intend to achieve during this year, a further
cut of 3% (over and above the 1980/81 tranche of

the option cuts arnounced on 6 December 1979) and to achieve




. this as far as possible through wastage and without resort to

e R
redundancy. But the incldence of wastage can be capricious

Nem———

with a risk of serious mismatch between staff and

functions, particularly in a Department like mine with such a
wide range of activities and of classes of staff carrying them
out, So while control of recruitment cen bring overall numbers

under control, it needs to be supplemented Dy an analysis of

Departmental activity that provides a basis for securing an

effective deployment of manpower,

5, For this purpose Ministers need management information
of a kind and in a detail not traditiénally available to them,
The annual scrutiny arrangements proposed by Sir Derek Rayner
will enable them to take a critical view of overheads, but

Ministers also need information to enable them to -

set aims and objectives
(PES—3

— .

establish priorities

’
examine whether tasks should be done at all and, if
so, whether they need to be done in the Department
examine in respect of tasks that need to be done, The

manpower (and associated costs) involved in ovder to

achieve the most effective and economical arrangements.

All this across the whole of the Department's work, not only

the areas which come naturally to their attention.




6. Last summer I put in hand (as a Rayner exercise) a pilot
study into the management information system I would need

to enable me to reach considered judgement across-the-board
about the issues mentioned above. That study has been com-
pleted and the resulting information system has just been run
for the first time. Each of the Department's directorates
under-secretary commands) is asked to provide information,

in respect of the half-year just ended about:

- 1its functions and tasks, grouped by principal aims

and subject areas

the priority attached to them

whether they are statutory or discretionary

Vote or public expenditure involved

the manpower and associated costs (Basic Staff

Costs) involved

the objectives of the work in the period under review
- an agsessment of performance

and information, in respect of the half-year just beginning

and (in less detail) the next :

- objectives to be achieved
- foreseen changes in tasks and workload
and consequently

- foreseen changes in manpower and assoclated costs.

To A small central unit has been established to cow~ordinate
the system, provide advice, help with costing, etc and to
present the information to Ministers, grouping together so

far as possible directorates dealing with related work.,
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8., The information is presented in a standard format,
e c

The first returns have just come to me - they are for some

of the Planning Directorates (szmple sheets from one of them
are at Annex B). I have already examined these particular
returns and held a meeting with the senior officlals

concerned, as I propose to do in each case,

9. The point of the system is to enable me and my Ministers

to reacﬁ down Into the work of the DOE and take decisions on

the activities consuming staff time. The informatlion will

not, of course, enable final decisions to be reached
immediately on all matters but it will provide a basis for
the systematic and comprehensive scrutiny which I think is
essential if we are to take a permanent grip on the size of

the Civil Service,

10. I expect to have completed my initial review of the
Department's work (including PSA) by the summer. I shall

then be considering whether modifications are neaded in

system I have described.
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DCE(C) PSA %
Monthly
o = = s
Non=- o . e Non- =, & . 5 Rate of
N Industrials Sub Total . g Industrials Sub Total .
Industrials ¢ Industrials = Reduction

1Bay . - 10334 12252 52122

1 June 10328 1221k 3 51952

1 July 10240 12132 ; 51458

1 August 10226 12066 , 51073

1 Sept 17994 : 50649
Oct 11891 50284
“Nov. 11859 - ' 49830
Dec - 1178555 30 : Lgks8.5

_ 11702.5 48362.5
Yar 11691.5 { L8617.5

;i
.
1
o 969 .- 11756 49200
-
.
1 April 80 11654,5 48280.5

TOTAL No: ‘ 597.5 3841.5

‘REDUCTIONS 5 4.9 T.4




‘

TAGE 1.6,75-1.3.80 (IiON-INDJSTRIAL

June July g Sept

Vastage 140 108.5 138.5 140 1i5 110.5 100 87.5
Recruitment 55 935 71.5 83 84 46,5 55.5 83.5

Net Loss 85 15 67 77 31 64 19 40,5 4

(Veriebigns in ST2 | (43) (1) (1) (:2) (1) (-2) (0.5) (:0.5) (-2.5)
igures) j

Staff in Post : Staff in Post Net Loss1
1

1.6.79 .4.80
10328 . 3893 435

NOTE 1: The slight variations between the net loss figures derived from the wastage and recruiiment
records and those derived from the SIP figures are accounted for vy the fact that, while the latter
record any changss in the full or part-time status of "individual employees during any one month,

the former do not.
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ANNEX B

MANAGEMENT INFORMATION SYSTEM FOR MINISTERS (MINIS)

The attached sheets represent part of the MINIS submission

for the Planning Intelligence directorate.

Sheet 1 is the summary for the unit,

Sheets 2{(1) show functions, costs, etc in the period

October 1979-April 1980, for two of the

directorates main subject areas - International

planning and (part only) cartographic services.
Sheets 2(2) show related performance assessments for this

period and planned performance for the next

6 menths,

Sheets 5(1) and 5(2) show future objectives and manpower

requirements for the directorate up to March 1981
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FR. D,.X, JOINSON AT BECKET HOUSZ: PRINCE CCHSORT HUSE

MANAGEMEN

PLATNING INTELLIGENCI

t OFFICIAL

ONI'T'*S PRINCIPAL AIMS AND SUBJECT AREAS COSTS: THIS PERIOD ' £000s

Professional planning and planning Senior official + 1.9 Unified Structure
rescarch staff management. L immediate suoport
- Administration Group
ATMS/SUBJECT AREAS

International planning 2 Scientific Group

B Planning and Research Officers

Cartographic Services
1

Ironstone Adviser
Policy planning and analysis
Voluntary bodies

School for Advanced Urban Studies

Support for other Directorates

OTHER ACTIVITIES

within vnit - unspecified

administretive suppor:t in
unit i

in support of other units :
Secretarial Category

BASIC STAFF COSTS

Supermiuweraxy

PLUS ACCOMMODAPION

Support from other units
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QY ;‘r“[‘ AT‘ A»C‘
S/TA5KS (GEGGRAPHICAL COVERAGE)

e

FUNC

\.v

\/;\u/lh >

3
OBJECT IVES

T
LTURE

THI° PIERIOD:

UPPLY /EXPEND

Co-ordination of UK contribution to EEC on urban and

regioniil planning (in particular on project assessment)

Participation in 0ilCD Programme on Urban Problems, in
particular the formulation of projects on urban de-
clive, puidance on urban growth, fiscal managemrent and
ithe role of centril government. )

Participation in HCE Working Party on Urban and

Rog ionnl Planning and associated Committees, contribu-~
ting; Lo projects on integrated planning and citizen
pnvtiri»uLion. Preparation of UK contribution to
Regearch Conference on changes in the nature of the
urban structure (Paris, June 1980)

Support for FCO representation on-UK Commission on
Hurin Dettlementsa.

.
Participation in Council of EKurope activities in urban
and regional planning, in particular on urban renewal.

Orgeanisntion of the 5th Buropean Conference of Regiona
Plonning Ministers (CO=) in London, October 1980

Participation in bilateral ugrpements with France
(#lternitives to high-rise development) Mexico (plan-
nirss policies) and the USSR (urban transport, housin
lohubilitation)

To ensure an adequate UK represensation
and that UX interests are promoted and
protected.

To ensure adequat

S
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2
THIS PERIOD ETRFORMAIICE ASSESSMENT

—ordinntion achieved to a limited degree.

Bstinblishment of a 3 year work programme of interest to
the UK.
Fajor role in initiating further work on integrated plan-
nir.;. UK interests safeguarded at meeting of Group of
LZxperts and in preparation for Research Conference.

lio work this period.
(a) Succecsful first meeting of National Committee
for Europcnn Renaissance Campaign.

(b) Selection of dcmonstration projects and formulation
of a UX programme of events which appear promising.

(¢) Preparation of draft national report slightly
be

nind schedule.
Initial preparations successfully made for the Conference

ts of visits to the UK organised for
nrance, Mexico and USSR who expressed

O'r‘.:

Continuvation of co-ordinsting role.

Participaticn in three

Preparation for and attendance
Committee sessions.

Attendance at third session of UN Ccmmiscion.
(a) Second and third meetings of the Committee
(b) Preparation of techaical documentation projects.

(¢) Preparation of final version of national xrep

the Conference.

No work forescen.
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u"um. /TASKS (CEOGRAPHICAL COVERAGE)

THIS PBRIODL: OBJECTIVES AND :
SUPPLY/EXP VDITURE RESPONSIBILITIES

Overating the computer statistical analysis

and man: )1 ng

Development of an improved system of comuuter statist-
ical analysis & mapping facilities (B &

on automated digitising, computer mapping &

remote sensing for measuring land use change.

Maintaining map records and records of departmental
decisions on land use.

Briefing Planning Inspectors form the records.

Statutory work.

Cartorraphic support for Inner City and allied
Dixecclorates

Illustrate River Pollution Survey

~rapid and efficient anhl-

o maintain a
ving service for DOE users.

vsis and mar
Design a2nd implement the system in time
to handle 1981 Census data

Developing automated computer technigued
and software. RRC1l Triza D £7.8k
RRC1 Triac B £19.1Kk

Prepa.qtlon and mzinter e of a new
map recoxrd as recommend by a Working
Party on Land Use Records in 19571, and
maintenance of a card index record of
planned decisions.

made awaxr
(vpto six
been made i
2¢
y

-

Maintain an effective mapping service
r the DOB

effective mapping

tain an effective mapping
for the DOE

Tt C{F
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2
THIS PERIOD: PERFORMANGCE ASSESSMENT : LEREOXMANCE

166 tables/maps produced on weekly turnover service. Continuation of service abcuv same level. = New contirac

at
digitise 1981 awards for Census mapping.

ed. Work

Awaiting decision on financial approval, no work on system Subject to DIMMS approval, new systenm will be develope
ditional

elo
specification and development started. Liaison with OPCS load will be heavy. Lxisting PRO post vacant. £dd
and ouliers active in computer mapping started to co-ordin- PO support needed for +this work.
ate handling of Census data. Working group set up to co-
ordinate remote sensing system and mapping system. ‘

Stase 1 Contract on automated digitising completed satis- Three research contrzcts will reach a critical st
faclorily. Computer plotting service to.analyse results control at risk because of staff shortage at appr
of land use survey (Devcloped Areas) inaugurated. Delay and experience.

in agreement on commercial contract has restricted service
on arcs measurement. Backlog of customer requests. Stage
2 Centract on remote sensing completed satisfactorily.
stage 3 started.

work undertaken on preparation of new map Virtually no work is expected on preparation of necw reccrd m
to rhortage of basic grade cartogriaphic staff.
was started in 1973 and is about # complete.
mniptensance of that part of the new map record in use for Only partial maintenanc £ the map record can be planned for,
bricfins has not been kept fuoly updated due to shortage of{ and in consequence th irdex record also will not
besic prade cortorraphic staff. Staff resources have had fully maintained.
to be conzentrated on function 5§, below.

function has been satisfactorily achieved, but a2t the The principal customer uniz (PIA) forSshils

above. A small backlog of cases mated a 7-10% increase ove: 1979 intake in

1iting briefing has developed within the past two months for briefing. The members of cartographic s
but v 5 not reached serious proporuions. An average of not be able to keep abreast of workloads of
510 briofings per weok are being undertaken.

Priorily work all targets met Continuous programme of work.

103 maps produced for 10 topics. Barely coping. Increased production sudject to availability of an additionsi
basic cartographer.
3 Z 3

Yoxdially dependont on WDU and Ordnance Survey. Satis- | | Completion within 6 monihs 198C water qualizy suxvey to follow

4y

are acefnreense overall,




OCTORER 1980 — MANCE 1981: ERINCIPAL OBJECTIVES

ESTIMATED ADDITIONAL MAN2OWER REQU

SA S Tars)
AVIHES

[TREMITTS
————a -~

sontinue head of profession service

ervice

for Ucsbuar

Continue cartographic services

Continue islation, guidance and processing of cases.

Continue policy analysis services

Continue tration of grants
iew of relations with School following transfer
insfer of responsibility to University.

iev
<4
Lran

Continue input to housing directorates & D/Tp

.

*

T
Wastage

Reduction of staff in post by cne CO
Reduction of staff
ference ( nd by f
the Campzign -

by one EO
urther two posts at
Autumn 81)

after Con
the end of

t by 3 vposts by

*Further reduction of complement
But recruitment of

ruming down services. Bu
6 basic grade cartographers
(Reduction of complexent by l vosts v

lativn and guidance completed - Autumn 8

reductions
made for recruiting

is now outsir
& case may need t
some junior staff for training.

pPping pianned

and o be




N CONMTIDENCE

L-SEPTEMBER 1980: PRINCIPAL OBJECTIVES

ESTIMATED ADDITIONAL MANPOWER REQUIRSMENTS ‘"fo_IZCZ

hde of profession service for professional
7 and research staff.

Continue preparations for COE Conference of Ministers
#2d Canpaiyn; maintain limited but effective links with
activilies of intecr-governmental organisations.

Continue cartographic services for the Department

P

Preparation of legislation and policy guidance relating
to cont ol "of miner 11 working. Contirue processing
cazes before Department.

Continue policy anelysis service for planning director-
aies.

Continue administralion of programme of grants to
voluntary bodies and review of pollvy towards voluntary
sector with other Departments

Uransfer responsibility for funding of School wholely to !

Nzigtol University - July/August

Continue planning input to housing directorates and D/Tp

Reduction of complement
down services

by 3 posts by running







