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CIVIL SERVICE MANPOWER: THE &30, 000 TARGET

Memorandum by the Lord President of the Council

INTRODUCTION

1, Our public commitment i a Civil SGervice of 630, 000 by 1 April 1984,
When we last discussed it, colleagues had offered 40, 000 in new savings.
After extensive consultations they have offered 8, 000 more, which gets us
down to 637, 00U,

WHAT NOwW?

Z. We agreed to aim at 620, 000 s0 as to provide a margin of 10, 000

for contingencies, But many of us wera worried that the margin might be
too small. Ewvents since then have proved this right., For we can already
see claims of around 10, 000, without allowing for any rise in unemployment
above the present level, It would be fooligh to assume there is not more
to come. I coneclude that we should aim at 615, 000, which would give us a
margin of 15, 000, So I have seen it necessary to find another 22, 00C below
the 637, 000 which colleagues have offered.

3. Owverall, after allowing for the growth we have already approved,
we need a reduction of 16 per cent of the staff in post on 1 April 1979. But
this cannot fall evenly, and I am therefore asking some departments for
mora, some for less. My proposals for each department are in Annex A,
with a brief explanation; I am writing separately to colleagues in greater
detail,

SCOPE FOR EFFICIENCY SAVINGS

4. Most cifers have included savings from greater efficiency. But

Il believe they are over-cautious. For the three years starting from

L April 1981 they amount to little more than 1 per cent per annum, and I am
sure we can do better than this., Looking at forward plans for staff
inspection, Rayner scrutinies and other studies, including Service-wide
reviows (see Ainnex B), I believe we can achieve not less than 2 per cent
per annum overall, and my proposals reflect that,
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LEGISLATION

. Some gavings will need legislation., Annex C gives detpdls, Firm
places will have to be found for these bills in the relevant legislative
programmeg,

THE POSITION AT 1 APRIL 1982

6. A hMgh proportion of the savings will accrue towards the end of the
period. Present ]:Iln?lnki indicate a Service of 695, 000 on 1 j.,;—urij 1981 and
665, 000 on 1 April 1982 (details are at Aanex D). This will lock bad; the
efizcts on staff mumbers of rising unemployment could make it much woraa,
So colleapues will see the need to hrinE their savings forward to the
maximum extent, which should be reflected in the Estimates next month,

HEW DEMANDS AND THE CONTINGENCY MARGIN

e Now is not the time to make plans for the use of the contingency
margin; we must create it first by agreecing the targete. But it is already
clear that there must be tight restraint, Apparently we sghall need up to

2, 000 new staff for every 100, 000 unemployed above two million. Ewen if
these requirements are pared to the bone, the room for new indtiatives

may be very small indeed. I am egpecially concerned about the effect of
the taxaton of unemployment and incapacity benefits (where the departments
concerned have already asked for up to 5, 000 staff). We cannot settle the
question today. Eutunless part of this demand can be absorbed, it will of
itself claim up to one-third of the new margin.

SAVINGS AND THE COST OF THE RUNDOWN

8. The gross amount saved between 1979 and 1984 will be about

£1, 000 million and some £675 million a year thereafter. But there will

be offsetting costs. We shall need to retire some people early, and some
redundancies will be unaveidable, A round estimate of the costis some
£150 million over the period. Some efficiency changes may call for

capital expenditure on, for example, accommodaticon and cemputers. Than
privatisation, including the transfer of pension rights, will also cost money,
though it is not yet possible to put a fipure to it.

PRIVATISATION

9. Whether a proposed transfer of work out of the Civil Service is to
the private or to the public gsector, it must be commensurate as the Prime
Minister has told Parliament, with sound management and good value for
money for the taxpayer, S50 each Minister responsible will wigh to assure
himgelf that he can justify his plans on that basis.
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CONCLUSION

10. I invite colleagues:

to adopt the global target of als, 000;

b. to adopt the department:] targets proposed in finnex A

for 1l .-~pri1 1984;

to note the nead for leglglnton as set out in Annex C.

Civil Service Department

17 October 1980
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©. Bmployment 6 25,641
MSC 22,141
HSC/E 3,968
ACAS 729

49,000

fe l_‘l':':)

0DA 11,786

S« Transport 11,265

Y« Environment 10,719

PSA (inecl

Supplies) 33,705
Ordnance

Survey b 2,986
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1C, Home Office 33,490 34,095 36, 300 1,400

A

1. Lord Chancellor's
Department 10,211 10, 500

Land Registry 5+531 098 5,700
Public Trustee 350 273
Public Record 426 406

« Zducation and
Scilence - 2,596 2,431

« Arts and
Tipraries 1,102 1, 150 1, 130 50

:, DHSS 8,369 96,209 100,672 12,972
OPCS 2,560 2,648 2,265 135
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15.Chancel lor of

Exchequer

Inland Revenue 84,546

Customs and 3
Excise 28,771

National
Savings 10,808

Royal Mint 1,375
Treasury 1,056
Others 249

i 126,905
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1..d8.048 On

existing
plans
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New
Saviness
required

of

as percenta

staff in post

1.2.79 (1.4.80)

Iord President
of the Council:

CSD (incl Parl
Cl) 3,350

CISCO T, T35
HMSO 6,689
COI 1, 182

Paymaster ¥
General 373
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Scottish Office 11,119
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ary's Other
Departments
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Welsh Office

Eorthern Ire-—-
1and Oifice

Other Depts
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APPENDIX TO ANNEX A

on individuagl departmental targets

Ministry of Defence (including Royel Ordnance Factori

lew savings of 17,00 tTve% of N 4 8
thoge referred to i he note &t thi
partly through increa efficienc
proportion dependent on privatisation {
i in the Appendix to Annmex C¢). Savings
i posslible through further improvements

rent per annum,

[

Figheries and Food

have been gffered from =
offget by astaffing requirem
the transfer of the 500
to the Eritish Museum (Natursal
the remainder of the savines

11 nesd t ; affici rovementa across the whole

JIATTMETIG,

Departmer

avinga of 53 ste have been offered from
itional saving of 99 b ntensiiying
flelency is proposed.
PAroadd +a

Department of g, Office of Feir Trading,

Guarantea:

gavings of €640 affered in the Department of Trade,
removing personal bankruptcies ITom Lhe N80 LVERCY

{with a Turther reduction of | 1 1984 - 85),
ishing the Hegistry of Businegs N: and 43 Irom

ort gurveillsnce licensing

Department of Energy

New savinga of 23 posta have been offered from improved ef'ficie
L Turther saving of 47 might be made f aonamias in the

] Petroleum

for Offshore Supplie:
Engineering Divigion and i he netionalised $ndustrv divisione
ropesed overall percentarse savis hatwaar A4 80 and 1.4 8
{exeluasive of approved ' it _
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or more of a numbel

ita work, security staffing, ;
1id rﬁdﬁﬂrlﬁﬁﬁf 10 review of
sAVings be ns I offaet by
1tk 'I"'".I'J"'h

ality laws,
"-'I |.'|-'l‘

UK

+ 1 7 - o IR ey o
the ! 79 stalff=in-post

from improved eflicien
In sddition, with the di
the work of some 1,600 stafi
'Lloy;esﬁ will be transferred
g2 significant reduction ir
in the public gector.

Ak

he Environment/Property Services Ageo

DOE of 10% "1 4 BO staff-in-post have been
improvementa iciency,; reductiong in funetions
status. E : asgumes that it will be possil
f 4 B0 staff-in-post. New
I have also been
building maintenance work,
r_,1.|:|r.1.-' “ndt roma_rluadu] tuilding degign
that it will be pos to increase theae to
starf=-in-post. The sta Lu* ml the Ordnance Survey
review. The target assumes thet new savings of 171 (5%
gtaff-in-post) can be made from improvements in effici
eetive implementation of recommendations in the Serpell
Iransfer out of the Civil Service would, on the ather
gave almost 3,000 pomts.
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Home Q11

Xigting plans allow for an it poli suppor 1mml g£rati
._.1 origon gervioe :_-L-"-: - ¥ I ) i h
inpower will go towards

1Ng requlrements o ey

Office ill come from

gfer, to be negotis

olice recruit iralning an
services, and from j igation of dg 3tic sam 18 i the
‘olice, Fire .-'{-':1“-;1-:-_- x.‘-.-i H

The Lord Chancellor's Departments

impraved
gen aApprov in the pn {crir J G 1 to
regaing lume of detected erime Exc lu.lJ...J.;'
'|'|:|1,r|lr1 Frowth, fthe overall saving he 1=08 d ] :_;nujl 1:& B
The Land Regig 1 savings

'-Ir-';'ﬁbl.. tation ol vaArious efficiency measures
rowth of 25 =years to cope with the most

of com sory registration. Excluding

ing between 1 4 79 and 1 4 84 is 15.5 1
i new gsavings of 48 posts (15% of e

en identified as & consequence of the 1._..,<_J.J. tlnr.

Ne further sevings in the Public Record Office

Aroas

Department of Bducation and Science

savings of 95 ataff have been fered from simplification of
nrocedures 2nd controls over ady ucation tuilding, r‘f--1 iction in
functions relating to tuilding development, stude awarda and
teachner _r-rnr:.-if,]'r:-n and in=-service tI‘.'lJ.JIJ..'.ﬂ', and reduction in

gtaff. To reach I'. s proposed target, additions
) T in statistic Architects and Buildings Bran
from general efficiency measures = including HM Inspectorate of

‘hoola and t supporting gtaff = will be necesgsary.

ol Arts and Libraries

new aavings of 105 }
of the Office : 14 furtn
%) in th2 two departmental maseums
ert and S i
gorutiniea.,

Socience Museums) will depend on g outcome of proposed

vepartment oi Health asnd Soci: Security/0PC

jome: 8,000 of the savings will come from I} mejor policy change:
iployers' Statutory Sick Ps Unifiied Housing Benel
inplementary Benefit. betantial aress still remair

department where REyner=type scrutinies and cther reviews
produce efficiency eavings beyond those mlready offered, eg
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aFainst

{exeluding

2TE0 amount

from privatisation of films
activities with consegquenti
gupport staff.
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17k

epsing workload
to implement

328 1Il

the stafl-in
he reductic
analogous

scale of opernm

iN1t0 account

irid the 1

LUN1ng 1 produce new savings of

gtalf 18 © dered S posalbl of the
partment ith problems of and order,
Other rtments

ipproved g : 1N some =small legal departments because
loads Intervention Board for Agricultural
& result ol ELC policies, is slightly greater than the

iropoged, with incresge of 136 on 1 4
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AN INE
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'.'..:.:.JJ'n_iL Efficienc ¥

he drive for greater efficiency in Departments is producing encouraging results
far. In particular, the disciplines applied in Rayner scrutinies hawve

proguced very good yalue, But the scope for improvement is still clearly

s Ul - g . -y - - R e

very great.
The following points stand out:

a. Rayner-type scrutinies of manpower-intensive areas are both producing

considerat savings in their owm right (for example, 1 ¢

{EVENUR E Customs and Excige in the past year) and provi !
further gtudies. [fhe ce S0 ongly sta that ther

more to find. I'he present = 3 the unemployed may

produce very subatantial savings i sxpendit on staff and administration.

reviews uy the UoD and departments of existing formulae for translating

work=loads into staffing needs, especially where repetitive clerical
that there is widespread scope

complementing. ‘or example, the Department of Employment ax
around 1000 by
Cs substantial savings are being attained from service-wide reviews of
common functions : roview of statisties is likely to recommend savings
overall of about 20% The CSD review of messenger services is finding
possible savings of %0=50%. olmilar studies of supporting services in
regsearch and development establishments, typing., training and
telecommunications have begun;

ds it i worthwhile to pet managers of large establishments to conduct
Chelr own Teviews. The Ministry of Defence have launched a
of this kind:

2. there is scope for substantial savings from streamlining
i

£

of regional and local offices. Successful exercises in MAFF,
Exclse and Transport are being followed by others in PSA and DOE.

While departments have been understandably re
iges in advance, it should be borne in mind

there are still 3. years to go;

ii. not many plans have yet been made for efficiency programmes after
April 19c2:

n

iii. there are no sipns so far of diminishing returns.

11 this supports the view that there are still large additional savings
found from improving efficiency if the pressure is sustained.
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Appendix
to Annex C

Gap Turbine Eetablighment
4

gtalfl

nic Weapona Research
stablishment (4,700 staff) Tranafar to UKAEA

kD Establishments Privatisation and//or research
ta 21,500 staff) institute status

Fleet Auxiliary (31,200 ataff) Privatisation/nationalised
induatry status

Ordnance Frctories (up to Privatisation (in whole
000 staff) in part)

&

orological Office (3,150 staff)

Birographer (1,1

)

! Research Institute or ot
8 E non=departmental body

J

snce Operational Analysi
istablishment (200 staff)

Departmemt: desizn ateff (B00)

ish Forces Draaﬂtﬂ?tlnﬁiﬁgqylcp o "Hiving of f" into fringe body
1 ataffr)
Hospital, Chelsea (220 staff) Independent charity funded by

grant-in-aid

College of Defence Studies
iohal Defenca College,
al Military College of Science,
rineering College

Independent academic
institutions

i Statua unepecified
§ 100 staff)
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Footnotes to Annex
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