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C O N F I D E N T I A L 

P R I M E	 M I N I S T E R 

C i v i l S e r v i c e M a n p o w e r 
(C(79) 7) 

B A C K G R O U N D 

C a b i n e t d e c i d e d l a s t w e e k to i m p o s e a f r e e z e on C i v i l S e r v i c e m a n p o w e r 

u n t i l the L o r d P r e s i d e n t c i r c u l a t e d p r o p o s a l s f o r m o r e l o n g l a s t i n g cu t s i n 

C i v i l S e r v i c e m a n p o w e r . Y o u w e r e not happy w i t h the f i r s t d r a f t of h i s p a p e r 

and ( in M r  . L a n k e s t e r ' s l e t t e r of 14th M a y ) m a d e a n u m b e r of p o i n t s w h i c h 

have b e e n i n c o r p o r a t e d i n the l a t e s t d r a f t . The p a p e r i s c l o s e l y r e l a t e d to 

the C h i e f S e c r e t a r y ' s p a r a l l e l p a p e r on C a s h L i m i t s (C(79) 5) w h i c h I have 

sugges t ed m i g h t be d i s c u s s e d i m m e d i a t e l y a h e a d of th i s one . 

H A N D L I N G 

2. Y o u m i g h t c a r e to i n t r o d u c e the i t e m y o u r s e l f by s a y i n g that the n e e d 

f o r cuts i n C i v i l S e r v i c e m a n p o w e r i s c o m m o n g r o u n d . It s t e m s p a r t l y f r o m 

the n e e d to e l i m i n a t e w a s t e but m u c h m o r e i m p o r t a n t l y , f r o m the w h o l e 

a p p r o a c h of the new G o v e r n m e n t w h i c h i s to r e d u c e i t s i n v o l v e m e n t i n the day 

to d a y l i f e of the c o m m u n i t y and to sh i f t the b a l a n c e f r o m State to p r i v a t e 

d e c i s i o n - m a k i n g . O f c o u r s e i t w i l l be a r g u e d that, w a s t e a p a r t , c u t t i n g 

C i v i l S e r v i c e n u m b e r s s h o u l d f o l l o w , not p r e c e d e , cu ts i n the func t ions the 

S e r v i c e i s a s k e d to p e r f o r m . B u t t h i s i s not enough . U n l e s s D e p a r t m e n t s 

(and be i t s a i d , M i n i s t e r s ) a r e f a c e d w i t h s t a r k q u e s t i o n s of p r i o r i t y i n the 

a l l o c a t i o n of s c a r c e r e s o u r c e s , p r o g r e s s w i l l be s l o w a n d the d e s i r e d 

m o m e n t u m w i l l n e i t h e r be g e n e r a t e d n o r s u s t a i n e d . It w i l l a l s o be a r g u e d 

that c a s h l i m i t s a lone s h o u l d do the t r i c k . A g a i n , t h i s i s d o u b t f u l . O b v i o u s l y 

c a s h l i m i t s a r e v e r y i m p o r t a n t . B u t a c t i o n on s taf f n u m b e r s w i l l r e i n f o r c e 

the p r e s s u r e b y i m p o s i n g a s e p a r a t e , d i s t i n c t a n d u n a v o i d a b l e f o r m of 

d i s c i p l i n e . A g a i n s t th i s b a c k g r o u n d the C a b i n e t has to c o m e to g r i p s w i t h a 

s e r i e s of q u e s t i o n s : ­

(a) W h a t r e d u c t i o n s a r e a c h i e v a b l e t h i s y e a r ? 

(b) C a n a t a r g e t be set fo r fu ture y e a r s ? 

(c)	 W h a t a r e the b e s t m e a n s a v a i l a b l e f o r a c h i e v i n g the 

d e s i r e d r e s u l t s ? 
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(d)	 In this connection how do the Cabinet rank reduction in 

numbers against reduced expenditure - bearing in mind 

that some of the techniques for reducing staff (redundancy 


and early retirement) may cost more in the short run than 


they save ? 

(e)	 What steps can be taken to preserve the integrity and 


efficiency of the public service during what w i l l be, by 


any reckoning, an unprecedented period of contraction? 

3. You might then ask the Lord President to introduce his paper and the 


Chief Secretary to comment, particularly on the cash li m i t aspects. 


Departmental Ministers, especially those with large staffs - e. g. DHSS, the 


Revenue and Defence, w i l l also wish to contribute. 

4. Among the points you may expect to hear advanced are:­

(a)	 A freeze on recruitment, if prolonged for any significant period, 

can impose substantial penalties both in terms of creating 

severe shortages of staff in particular disciplines (computer 


programmers are bound to be mentioned) and i n the longer 


term through distorting the age structure of the Service as a 


whole. 


(b)	 A freeze on recruitment bears very hard on the many thousands 


of youngsters leaving schools or university who would normally 


expect to make their career in the C i v i l Service. In fact the 


ban need not catch this year's intake of graduates and A-Level 


school-leavers most of whom have already been offered places, 

conditional on their examination results. It w i l l however hit 

recruitment of clerical and typing staff particularly hard. 


(c)	 An across the board reduction in staff numbers w i l l hit some 

Departments more severely than others and may even, i t w i l l 

be said, jeopardise the carrying out of statutory functions (a 


point likely to come from the Department of Social Security). 
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(d)	 It w i l l also be argued that the C i v i l Service unions w i l l compare 
the cuts being imposed on them with those operating on local 
government and draw the conclusion that they are being heavily 
discriminated against. Whether this point is valid w i l l depend 
on the decisions Cabinet takes about the reduction in Rate Support 
Grant. A reduction of £200 million in RSG implies, so I 
understand, a Z\ per cent reduction in the cash limits of local 
authorities though they of course have cash balances and other 
sources of revenue which would enable them, in the short run at 
least, to avoid the manpower implications of tighter money. 
You may feel that the answer lies not in reducing the squeeze on 
the C i v i l Service but in increasing that on the local authorities. 

(e)	 Many Ministers are likely to argue for flexibility in the operation 


of the new policy in order to meet their particular problems. 


The problem is of course that the exception quickly becomes 

the rule. 


5. A l l of these arguments have some validity but you w i l l not want them to 


build up into a case against action. Equally you may feel that the Lord 


President's paper, by concentrating on percentage across the board options ­
and thus opening itself to detailed objection - is not particularly helpful. On 


the other hand it is to be doubted whether the Cabinet w i l l produce a viable 


alternative arrangement in the course of a hurried discussion at the end of a 


long meeting. Nevertheles, however, you w i l l not wish the Cabinet to be 


totally inconclusive on this important matter. 


6. Might I suggest that the minimum immediate decisions you need are:­
(a)	 That the absolute ban on recruitment should be maintained for a 


short period - say to the end of July - while longer term 


policies are being worked out. The only exception would be 


for the honouring of existing commitments to individuals who 


have not yet actually taken up post. 
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(b)	 T h a t , sub jec t to c o n f i r m a t i o n at a f u r t h e r C a b i n e t d i s c u s s i o n 

i n a w e e k o r t w o ' s t i m e , the C a b i n e t m i g h t d e c i d e on two qui te 

s epa ra t e a c r o s s the b o a r d c o n t r o l n u m b e r s f o r th i s y e a r . T h e 

f i r s t w o u l d be a t a r g e t f o r s taff r e d u c t i o n s - s ay 4 o r 5 p e r cen t . 

T h e s e c o n d w o u l d be a m o r e g e n e r o u s r e d u c t i o n i n c a s h l i m i t s ­

s ay 2 o r 3 p e r cen t - w h i c h i f s t r i c t l y a p p l i e d w o u l d l e a d to 

s m a l l e r s taff s a v i n g s . T h e m a r g i n of f l e x i b i l i t y w o u l d enab le 

D e p a r t m e n t s , at t h e i r d i s c r e t i o n , to d e c i d e w h e t h e r to p r o c e e d 

b y l o w e r r e c r u i t m e n t o r r e d u n d a n c y as t h e i r own c i r c u m s t a n c e s 

d i c t a t e . T h e y w o u l d of c o u r s e have to m e e t bo th t a r g e t s , but 

p r o v i d e d the net t a r g e t s w e r e m e t w o u l d have m a n a g e m e n t 

d i s c r e t i o n to o p e r a t e t h e i r own r e c r u i t m e n t / r e d u n d a n c y p o l i c i e s 

as they saw f i t . 

(c)	 P r i o r to f i n a l d e c i s i o n s b e i n g t a k e n the T r e a s u r y , C S D and 

i n d i v i d u a l D e p a r t m e n t s s h o u l d g ive m o r e thought to the a c t u a l 

n u m b e r to be adop ted and the c a s e f o r any u n a v o i d a b l e 

e x c e p t i o n s . (The L o r d P r e s i d e n t ' s p a p e r w a s c i r c u l a t e d v e r y 

l a t e ) . 

(d)	 M i n i s t e r s w o u l d a l s o be a s k e d to p r o v i d e u r g e n t l y no tes on the 

i m p l i c a t i o n s fo r t h e i r D e p a r t m e n t s , and t h e i r p o l i c i e s , of a 

r e d u c t i o n i n , s ay , 10 o r 15 pe r cent of s taff n u m b e r s to be 

a c h i e v e d o v e r a p e r i o d of 3 y e a r s . T h e s e r e p l i e s too c o u l d be 

l o o k e d at at the s a m e C a b i n e t m e e t i n g as the s h o r t - t e r m t a r g e t s 

i n o r d e r to p r o v i d e a l o n g e r t e r m se t t i ng for t h e m . A l o n g 

t e r m s t r a t e g y fo r m a n p o w e r w o u l d h o w e v e r have to be e v o l v e d 

i n p a r a l l e l w i t h t h i s s u m m e r ' s l o n g t e r m p u b l i c e x p e n d i t u r e 

r e v i e w . 

C O N C L U S I O N S 

7. T h e s e m u s t be v e r y m u c h dependent on the c o u r s e of d i s c u s s i o n but i f 

y o u a g r e e , y o u m i g h t a i m fo r an e n d o r s e m e n t of s o m e t h i n g l i k e the p r o p o s a l s 

i n m y p r e c e d i n g p a r a g r a p h . 

^ J o h n H u n t 
16th M a y 1979	 -4 


