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GOVERNMENT STRATEGY: PAPER NUMBER 2 

INTRODUCTION 

1.1 Purpose o f the Paper 

T h i s paper s u g g e s t s a programme o f a c t i o n on s e l e c t e d items 
from t h e c o n s o l i d a t e d l i s t o f p r o p o s a l s c i r c u l a t e d by the 
CPRS, and a l s o on s u p p o r t i n g communications. 

1.2 S t r u c t u r e o f the Paper 

SECTION 2 - STARTING POINT: summarises
a t t h e d i s c u s s i o n on 18 June. 

 t h e p o s i t i o n r e a c h e d 

2. 

SECTION 3 - "ACCELERATORS": proposes a s h o r t l i s t o f items 
from t h e c o n s o l i d a t e d l i s t  , on which work c o u l d s t a r t 
i m m e d i a t e l y . 

SECTION 4 ­ THE RECOVERY PROCESS: summarises b r i e f l y t h e n a t u r e 
and t i m e s c a l e o f the economic r e c o v e r y p r o c e s s . 

SECTION 5 ­ CHANGING ATTITUDES: summarises ,our model o f t h e 
a t t i t u d e change p r o c e s s and s u g g e s t s the main elements 
o f t h e communication programme. 

STARTING POINT 

i 

2.1 The Government w i l l s t a n d o r f a l l by i t s performance i n t u r n i n g 
th e economy round. T h i s means e n d i n g i n f l a t i o n and g e t t i n g back 
onto a growth path i n the f i r s t term, and m a i n t a i n i n g the growth 
a t "Western w o r l d " r a t e s i n t h e second term. 

2.2 The f i r s t S t r a t e g y paper used t h e word " s t a b i l i s a t i o n " . There 
may have been some m i s u n d e r s t a n d i n g here. I t was not the 
i n t e n t i o n t o use t h a t word i n p u b l i c communications, but s i m p l y 
as a l a b e l t o d e s c r i b e the t h i n g s t h a t had t o be done b e f o r e 
r e a l economic growth c o u l d be resumed. We agreed t h a t 
" s t a b i l i s a t i o n " was c e r t a i n l y not a word t o use i n communica­
t i o n s , as i  t s u g g e s t e d z e r o growth. However, we s h o u l d be 
c a r e f u l . O p i n i o n r e s e a r c h s u g g e s t s t h a t p e o p l e a r e more 
w o r r i e d about r i s i n g p r i c e s than about s t a t i c l i v i n g s t a n d a r d s . 
We c e r t a i n l y don't want t o r a i s e p e o p l e ' s hopes o f a growth 
r a t e which w i l l be i m p o s s i b l e t o a c h i e v e i n the f i r s t 2 y e a r s . 
The lower the r e a l growth r a t e , t h e g r e a t e r t h e need f o r 
economic and s o c i a l s t a b i l i t y . 
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A l l p r e v i o u s Government f a i l u r e s have been f a i l u r e s to grapple 

with the c e n t r a l i s s u e s of i n f l a t i o n , p r o d u c t i v i t y and s u i c i d a l 

b a r g a i n i n g . U n t i l those problems are s o l v e d , the economy w i l l 

remain extremely f r a g i l e and the Government w i l l be as e a s i l y 

"blown o f f course" as Governments have been i n the p a s t . 


We agreed th a t an incomes p o l i c y or f r e e z e s h o u l d not be 

c o n s i d e r e d . T h i s would be a c u l de sac, r e p r e s e n t i n g d e f e a t 

on a l l our major p o l i c i e s . The only route open to us i s 

c o n t i n u i n g monetary d i s c i p l i n e and s u s t a i n e d e d u c a t i o n and 

p e r s u a s i o n of the p u b l i c and union l e a d e r s . The more s u c c e s s f u l 

we are i n showing our a b s o l u t e d e t e r m i n a t i o n to f o l l o w t h i s 

path, the more q u i c k l y w i l l people come to see that b a r g a i n i n g 

attempts to get ahead of the i n f l a t i o n r a t e are (a) i r r e s p o n s i b l e 

because they cause unemployment, and (b) unnecessary because 

we have the power to squeeze out of i n f l a t i o n and were e l e c t e d 

to use i t  . 


We a l s o d i s c u s s e d the p o s s i b i l i t y of p u b l i s h i n g monetary 

t a r g e t s 2 or 3 years ahead as p a r t of t h i s process of lowering 

i n f l a t i o n a r y e x p e c t a t i o n s . 


We s a i d that we needed a s u i t a b l e name f o r the recovery 

programme - f o r example Renewal, R e s t o r a t i o n , R e b u i l d i n g , 

R e c o n s t r u c t i o n - and a l i s t of p o s i t i v e " a c c e l e r a t o r " measures. 


A l i s t of p o t e n t i a l s t r i k e problems would be p r o v i d e d by the 

C i v i l C o n t i n g e n c i e s U n i t . 


ACCELERATORS" 


CPRS has c i r c u l a t e d a c o n s o l i d a t e d l i s t of p r o p o s a l s by 

M i n i s t e r s . 


The l i s t i s a long one and now goes beyond the o r i g i n a l 

" a c c e l e r a t o r " concept. But we s h o u l d m a i n t a i n i t as an 

e x h a u s t i v e l i s t of a l l the ideas we have come up with so f a r . 

The q u e s t i o n now i s what we should s e l e c t from the l i s t f o r 

immediate a c t i o n . 


As we have s a i d i n e a r l i e r papers, p o l i c y measures are 

themselves the most powerful messages of a l  l about a 

Government's va l u e s , i t s o b j e c t i v e s , i t s d e t e r m i n a t i o n . If 

we agree that the most important of our tasks i s to j o l t the 

B r i t i s h economy i n t o l i f e , then we s h o u l d choose those measures 

which w i l l be both b e n e f i c i a l in themselves and a l s o have t h i s 

p s y c h o l o g i c a l shock e f f e c t . 


We s h o u l d then aim to work up these measures d u r i n g the summer, 

so t h a t we can s t a r t to r e l e a s e them i n the autumn. T h i s would 

have the added e f f e c t o f p r o v i d i n g a background of p o s i t i v e 




measures a g a i n s t which the (probable) moaning and p o s t u r i n g 

of the Trades Union Congress would look n e g a t i v e and 

i n a p p r o p r i a t e . We c o u l d oven c o n s i d e r an " A c c e l e r a t o r 

Conference", i n 1980, j u s t b e f o r e Congress, to make o l d - s t y l e 

union conference behaviour look even more i n a p p r o p r i a t e to 

the p u b l i c eye. At present, union conferences get a l l the 

p u b l i c i t y . 


5 A c c o r d i n g l y , I suggest the f o l l o w i n g s h o r t l i s t of measures. 

Most of them were s t a r r e d on the o r i g i n a l l i s t , though some 

of the s t a r r e d items are omitted from t h i s s h o r t l i s t . The 

s e r i a l numbers of the items, on the main l i s t , are shown f o r 

easy r e f e r e n c e . 


L i s t Items 


A. 	 Increase I n c e n t i v e s 


( i )	 Corporate t a x a t i o n 6.5 


( i i )	 P e r s o n a l t a x a t i o n and 2.1, 2.2, 9.1 

d i f f e r e n t i a l s 


( i i i )	 E n t r e p r e n e u r s h i p , s m a l l b u s i n e s s e s 10.2, 10.3, 6.3(?) 


(NB: The a d d i t i o n a l p r o p o s a l s from the S e c r e t a r y of S t a t e f o r 

Industry are p a r t i c u l a r l y r e l e v a n t to these measures.) 


B. 	 Remove B a r r i e r s 


( i v )	 De-regulate i n d u s t r y : 


- General and R e g i o n a l 	 6.6, 7.1, 7.2, 10.7 


Small firms 	 10.1 


(v) Free up housing and l a n d 	 5.2, 11.1, 11.2, 

11.4 


C.	 Free up the Labour Market 


( v i )	 C o n s i d e r r e s t r i c t i v e p r a c t i c e s , 3.2, 3.4, 4.1 

c l o s e d shop, ACAS, EPA 


(NB: Some of these are a l r e a d y i n hand.) 


D.	 Encourage Healthy Market Economy 


( v i i )	 Competition p o l i c y 8. 1 


( v i i i )	 Reduce p u b l i c s e c t o r monopolies 13.1, 13.2 
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L i s t Items 


( i x ) Involve workers 2.6 and note to 

^ 3.7 


(NB: ( v i i ) and ( i x ) are a l s o "symbolic" p o l i c i e s . They 

emphasise that a h e a l t h y economy b e n e f i t s everyone, not j u s t 

unions or bosses.) 


3.6	 There are many other important items on the l i s t . In 

p a r t i c u l a r , you w i l l see t h a t I have omitted some of the 

s t a r r e d items (1.1, 1.2, 3.6, 5.1, 9.5, 12.2, 12.5). T h i s 

i s not because work s h o u l d not s t a r t on them soon, or even 

immediately, but because I b e l i e v e t h a t we should c o n c e n t r a t e , 

i n i t i a l l y , on a s m a l l number of measures capable of g e n e r a t i n g 

the maximum communications impact. 


3.7	 I f we can agree such a l i s t , then we w i l l need t o c o n s i d e r 

the mechanics f o r p r o g r e s s i n g i t  . 


4.	 THE RECOVERY PROCESS 


4.1	 T h i s s e c t i o n b r i e f l y summarises the nature and t i m e s c a l e of 

the economic recovery p r o c e s s . That process i s of course 

f a m i l i a r to M i n i s t e r s , but I t h i n k i t i s worth p u t t i n g i t 

down on paper because i t can be f o r g o t t e n under the p r e s s u r e 

o f day-to-day events. When that happens, the long-term 

p e r s p e c t i v e of Government S t r a t e g y i s f o r g o t t e n a l s o . 


4.2	 Changing I n d i v i d u a l Behaviour 


The l i s t of p r o p o s a l s c i r c u l a t e d by CPRS reminds us t h a t 

t h e r e are no new ideas f o r s o l v i n g the UK problem. There i s 

simply a l a r g e number of measures, a l l worked over many times 

b e f o r e , each o f which can do no more than move the system a 

l i t t l e b i t nearer r e c o v e r y . In the end, e v e r y t h i n g depends 

on the aggregate behaviour of m i l l i o n s of i n d i v i d u a l s . T h i s 

i s why we have to i n v e s t c o n s i d e r a b l e e f f o r t i n communica­

t i o n s - both p o l i c y measures and messages - which w i l l a l t e r 

a t t i t u d e s and thus behaviour. 


4.3	 G e t t i n g the Framework Right 


4.3.1	 G e t t i n g the recovery process going i s r a t h e r l i k e moving a 

t r e e which has been p l a n t e d i n a p l a c e where i t cannot 

t h r i v e . 


4.3.2	 Once we have t r a n s p l a n t e d the t r e e , i t w i l l s t a r t to 

r e c o v e r i n i t s own time. So i t i s with the economy ( o r 

any o t h e r l a r g e s e l f - o r g a n i s i n g system). There w i l l s t i l l 

be a c c e l e r a t o r measures we can take to ensure t h a t i t has 

every chance, but ( d e s p i t e the use of the word a c c e l e r a t o r ) 
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4.3. 


, vWXv 


4.4 


4.4.1 


4.4 .2 

4.4.3 


4.5 


4.5.1 


4.5.2 


i t i s not easy to make i t "go f a s t e r " . That has to wait 

f o r the gradual change in i n f l a t i o n a r y e x p e c t a t i o n s , 

economic understanding, the f e e l i n g s of hope and p r o g r e s s , 

the emergence of e n t r e p r e n e u r i a l t a l e n t . 


The main o b j e c t i v e s o f the Government's programme - r e s t o r i n g 

sound currency, r e d u c i n g union power and thus f r e e i n g - u p the 

labour market, r e d u c i n g p u b l i c spending and t a x a t i o n - may 

seem too simple f o r i n t e l l e c t u a l s . But they are n e v e r t h e l e s s 

the only way to b r i n g about changed economic behaviour. 

There was never much hope tha t Government e x h o r t a t i o n c o u l d 

change the a n t i - b u s i n e s s b i a s of the e d u c a t i o n system or 

produce a t e c h n i c a l design r e n a i s s a n c e i n i n d u s t r y , i n a 

country whose top tax r a t e s ranged from 83% to 98%. Those 

tax r a t e s spoke more p o w e r f u l l y than any o t h e r message c o u l d 

about the v a l u e B r i t a i n a t t a c h e d to the w e a l t h - c r e a t i n g 

process. 
X 


The Process Takes Time 


Everyone knows that t u r n i n g round one s i c k , medium-sized 

company can take 5 years of single-minded e f f o r t by a team 

o f capable i n d i v i d u a l s . The r e s u l t i s not j u s t f i n a n c i a l 

h e a l t h and c o m p e t i t i v e n e s s , but r e s t o r e d morale and 

c o n f i d e n c e . 


By c o n t r a s t , we have seen Governments i n the past t r y i n g to 

demonstrate success i n two years and thus e n s u r i n g f a i l u r e 

i n f i v e . We have to get the framework r i g h t , u s i n g a l l 

p o s s i b l e a c c e l e r a t o r s , and then wait f o r the r e s u l t s . Our 

main concern, d u r i n g that w a i t i n g p e r i o d , w i l l be t o m a i n t a i n 

s o c i a l cohesion and thus f r u s t r a t e the e f f o r t s of l e f t - w i n g 

a c t i v i s t s - whether i n unions or i n d e p r i v e d urban areas ­
to make t h i n g s f a l l a p art b e f o r e the r e s u l t s can show. 


In p u b l i c spending i n p a r t i c u l a r , the r e a l b e n e f i t s of 

today's e f f o r t s w i l l show through i n two to three years 

As a newspaper a r t i c l e put i t : " M i n i s t e r s must say 'No''and 

keep on s a y i n g 'No', u n t i l t h e i r jaws ache". There w i l l 

of course, be e x c e p t i o n s , but they must be e x c e p t i o n s t h a t 

prove the r u l e . 


Government S t y l e 


A l l t h i s means that Government must pace i t s e l f f o r the long 

h a u l . It i s running a marathon, not a s p r i n t . It has to 

have enough " s l a c k " o r r e s i l i e n c e i n i t s own system t o handle 

the i n e v i t a b l e shocks and s e t b a c k s . I t needs r e g u l a r s t o c k ­
t a ! ^ ? ? to ensure that i t has not l o s t i t s sense o f d i r e c t i o n 

and that i t has l e a r n e d the l e s s o n s of past mistakes. 


P a r t o f the Government's s t y l e should be the importance i t 

a t t a c h e s to communicating th a t s t y l e - "the way we t h i n k 

the way we work" - to a l l who work i n i t  . 
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5. 	 CHANGING ATTITUDES 


> 
 Nothing W i l l Happen Unless A t t i t u d e s Change 
5.1 


5.1.1	 There i s no p o s s i b i l i t y of economic recovery without d i f f e r e n t 

i n d i v i d u a l behaviour; no hope of d i f f e r e n t behaviour without 

d i f f e r e n t a t t i t u d e s . 


5.1.2	 We need the new a t t i t u d e s not only f o r r e v i t a l i s i n g the 

economy, but a l s o f o r f a c i n g the J-curve s t r e s s e s of the 

f i r s t two to three years. And we need major s h i f t s i n 

a t t i t u d e to be sure of winning a second term. 


5.1.3	 We won't change a t t i t u d e s u n l e s s we understand the process 

by which a t t i t u d e s change. The next s u b - s e c t i o n b r i e f l y 

r e c a p i t u l a t e s the o r i g i n a l Stepping-Stones t h i n k i n g on 

t h i s . 


5.2	 The A t t i t u d e Change Process 


5.2.1	 The t r a d i t i o n a l model of p o l i t i c a l communications resembles 

a m i l i t a r y bombardment, i n which you bomb your audience i n t o 

a g r e e i n g with you, s h o u t i n g louder when they appear not to 

understand. 


5.2.2	 The model we have suggested i n e a r l i e r papers i s q u i t e 

d i f f e r e n t . I t i s based on the p r i v a t e p e r c e p t i o n o f r e a l i t y 

by the i n d i v i d u a l . The analogy we used was the b u i l d i n g of 

a model of, say, St P a u l ' s , out of m a t c h s t i c k s . The s t r u c t u r e 

would g r a d u a l l y take shape, but only when most of the match­
s t i c k s were i n p l a c e would the obse r v e r suddenly r e a l i s e the 

meaning o f the model. At t h a t p o i n t h i s a t t i t u d e would s t a r t 

t o change. 


5.2.3	 Each nugget of i n f o r m a t i o n th a t reaches him (a speech, two 

seconds on TV of the Grunwick p i c k e t s , an a r t i c l e , the 

r e p o r t o f a new wage c l a i m , the p l i g h t of the Boat People) 

may only be one m a t c h s t i c k . T h i s i s why major speeches 

which take a great d e a l o f e f f o r t to prepare are o f t e n not 

p a r t i c u l a r l y c o s t - e f f e c t i v e i n communication terms. T h e i r 

" y i e l d " i s u s u a l l y o n l y one or two m a t c h s t i c k s , i n a few 

column inches. And of course they are d i s c o u n t e d to some 

extent as propaganda, which l i v e events - eg Grunwick, 

NUPE - are not. 


5.2.4	 S i n c e i n the nature of t h i n g s we w i l l seldom get e v e r y t h i n g 

r i g h t , i t i s a matter o f making su r e we take two o r t h r e e 

s t e p s forward f o r each s t e p back. Of course t h e r e w i l l be 

o c c a s i o n a l l y a r a p i d s u c c e s s i o n of m a t c h s t i c k s - as, f o r 

example, the events of l a s t w i n t e r which a l t e r e d the "mental 

s e t s " , at l e a s t t e m p o r a r i l y , of a s i g n i f i c a n t p r o p o r t i o n of 

the e l e c t o r a t e . But whenever we get something wrong, a 

m a t c h s t i c k w i l l be removed from the model. 




i.2.5	 The important t h i n g to r e c o g n i s e i s t h a t the process r e q u i r e s 

many ma t c h s t i c k s and l o t s of time - u s u a l l y years r a t h e r 

than months. 


5.3 	 Our Approach to the Communication Task 


5.3.1 	 E s t a b l i s h i n g the C r i t e r i a by which we want to be Judged 


5.3.1.1	 We must e s t a b l i s h very c l e a r l y i n the p u b l i c ' s mind the 

"job you voted us i n to do", with p a r t i c u l a r emphasis on 

i t s moral dimension, not j u s t the economics. The e l e c t o r a t e 

s a i d t h a t B r i t a i n j u s t c o u l d not go on l i k e t h i s , t h a t 

t h i n g s had to change and t h a t i s why we are changing t h i n g s . 


5.3.1.2	 The c r i t e r i a o f judgment must be r e l a t i v e l y modest on 

economic growth. They w i l l be high on ending i n f l a t i o n , 

whether we l i k e i t or not, because people w i l l i n s i s t on 

h o l d i n g us accountable f o r t h a t . 


We have to show that the h e a l t h y economy and the h e a l t h y 

s o c i e t y are c l o s e l y r e l a t e d . I n f l a t i o n i s the obvious 

example	 of a breakdown i n economic h e a l t h l e a d i n g to a 

breakdown in moral h e a l t h . 


5.3.1.3	 Every o p p o r t u n i t y must be taken, when responding to events 

or p r e s e n t i n g new measures, to do so i n the context of 

t h i s complete p i c t u r e o f what we s t a n d f o r , what we were 

e l e c t e d to do and our calm d e t e r m i n a t i o n to do i t . 

Government's s t y l e must p r o c l a i m our values ( f i r m but f a i r , 

c o n s i s t e n t , no f a v o u r i t e s , t r e a t i n g people as a d u l t s and 

e x p e c t i n g them to behave i n an a d u l t way). 


5.3.1.4	 S i m i l a r l y , every o p p o r t u n i t y must be taken to teach 

economic r e a l i s m . P u b l i c s e c t o r pay awards sho u l d be 

i n s t a n t l y t r a n s l a t e d i n t o p r i c e or tax r i s e s . The impact 

of p o s s i b l e f u t u r e awards on p r i c e s , taxes or jobs c o u l d 

be e x p l a i n e d i n the same way. No more euphemisms, no 

more p a i n k i l l e r s . 


5.3.2	 The Importance of S u r p r i s e 


5.3.2.1	 T h i s was r e f e r r e d to i n s e c t i o n 3.3 above. It i s not 

i n v a r i a b l y r i g h t to move s l o w l y and c a u t i o u s l y when 

i n t r o d u c i n g change. T h i s w i l l be a matter f o r c a r e f u l 


-> p o l i t i c a l judgment, but i t may w e l l be t h a t the g r e a t e r 

the problems, the g r e a t e r the g e n e r a l f e a r and u n c e r t a i n t y 

among the p u b l i c , the g r e a t e r w i l l be the need f o r boldness 
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5.4

5.3.2.2 There are two main reasons why speed can be h e l p f u l , 
t F i r s t l y , i t can make i t e a s i e r , not harder, to pusb through 
W r a d i c a l changes b e f o r e the defenders of the s t a t u s quo can 

o r g a n i s e	 r e s i s t a n c e to i t . 


Secondly, shock treatment may be the only t h i n g t h a t w i l l 

> j e r k the B r i t i s h economy and people out of i t s t o r p o r . 


The widespread e x p e c t a t i o n that n o t h i n g w i l l change (because 

n o t h i n g ever has changed, i n most people's expe r i e n c e ) i s a 

major o b s t a c l e to recovery. 


5.3.2.3	 A good example o f shock was the Budget. For t h i r t y years 

B r i t a i n has d i t h e r e d and agonised about whether i t was 

p o l i t i c a l l y p o s s i b l e to b r i n g top tax r a t e s down to the 

l e v e l s which have been accepted as p e r f e c t l y normal i n 

most o t h e r c o u n t r i e s . Then, suddenly, i  t was done, and the 

heavens d i d not f a l l . The p o i n t i s not the m e r i t s o f the 

p a r t i c u l a r measure taken, but the sudden d i s m a n t l i n g of the 

c o n v i c t i o n t h a t change i s i m p o s s i b l e . 


5.3.2.4	 I f we agree t h a t the B r i t i s h economy i s on the verge of 

dying from an overdose of t r a n q u i l l i s e r s , then we may have 

t o take some r i s k s , w i t h a s u c c e s s i o n of q u i t e v i o l e n t 

shocks, i f we are to get i t s heart b e a t i n g again. Too 

much c a u t i o n may turn out to be dangerous. 


 Key Elements of the Programme 


5.4.1	 At p r e s e n t , we see the f o l l o w i n g elements: 


( i )	 Counter-Propaganda. T h i s was r e f e r r e d to i n the 

f i r s t S t r a t e g y Paper and i s a long-term P a r t y 

p o l i t i c a l programme geared towards the 1983 e l e c t i o n . 


( i i )	 Economic Education. T h i s i s a Government-sponsored 

" f a c t s of l i f e " programme which has been d i s c u s s e d 

b r i e f l y at today's meeting of the Committee c h a i r e d 

by the S e c r e t a r y of State f o r Industry. 


( i i i )	 Head-Off. T h i s i s a programme to head o f f the 

immediate t h r e a t o f absurd union wage c l a i m s and 

then to s t a r t moving the unions to a more 

c o n s t r u c t i v e r o l e . Norman S t r a u s s i s c u r r e n t l y 

working on t h i s , but the s h o r t - t e r m p a r t of i t 

was a l s o d i s c u s s e d at today's meeting of the 

Committee r e f e r r e d to above. 


5.4.2	 There w i l l be other important p a r t s of the communication 

programme. For example, a p a r t i c u l a r l y d i f f i c u l t problem 

may be the c o u n t e r i n g o f a n t i - n u c l e a r propaganda. An 

e f f e c t i v e counter-propoganda i n that area r e q u i r e s very 

c a r e f u l a n a l y s i s and de s i g n . The programme i t s e l f c o u l d 

take years r a t h e r than months to be e f f e c t i v e . 
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5.5 	 C o - o r d i n a t i o n 


5.5.1	 An e f f e c t i v e communication programme r e q u i r e s the constant 

search f o r o p p o r t u n i t i e s , i n terms of day-to-day events, 

to p r o v i d e pegs on which to hang our messages. 


5.5.2	 We r e a l l y need a s m a l l t e c h n i c a l committee which meets 

f r e q u e n t l y to ensure tha t we are r i g h t up-to-date, a n t i c i p a t i n g 

the events of the next few days and thus able to r e a c t f a s t 

to both o p p o r t u n i t i e s and problems as they occur, i n a way 

which i s a b s o l u t e l y c o n s i s t e n t with our long-term s t r a t e g y 

( i n other words, e n s u r i n g that we add f u r t h e r m a t c h s t i c k s , 

r a t h e r than a l l o w someone to knock a few o f f ) . 





