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/ Thank you f o r y o u r l e t t e r o f 23 J u l y and f o r s e n d i n g me a copy 
o f y o u r r e c e n t one t o t h e Lord P r e s i d e n t on the s i z e o f t h e C i v i l 
S e r v i c e . 

The "Rayner p r o j e c t " 


2 . Your assurances a r e welcome. The Prime M i n i s t e r expressed 
some s c e p t i c i s m when I saw h e r on 16 J u l y about the s u b j e c t o f 
s t u d y . I e x p l a i n e d t h a t you b e l i e v e d t h e r e were r e a l i s s u e s here 
and t h a t I m y s e l f was h o p e f u l t h a t t h e s t u d y would be w o r t h w h i l e , 
n o t l e a s t because t h e Paymaster General had expressed some a n x i e t y 
t o me about h i s .computer o r g a n i s a t i o n a t Crawley w i t h which your 
o r g a n i s a t i o n a t D a r l i n g t o n has c o n n e c t i o n s . I had hoped t o d i s c u s s 
p r o g r e s s w i t h Mr Chattaway on a v i s i t t o D a r l i n g t o n an 1 August b u t , 
owing t o i l  l h e a l t h , I have had t o postpone t h a t u n t i l l a t e r . At 
t h i s s t a g e , I t h i n k t h a t we may l e a v e t h i n g s as t h e y are on t h e 
b a s i s t h a t t h e p r o j e c t r e p o r t w i l l have t o be a c c e p t _ o l e t o us bo t h 
and t h a t t h e Prime M i n i s t e r i s l i k e l y t o take an i n t e r e s t i n i t  . 

E f f i c i e n c y and Waste i n l o c a l government 


3. The Prime M i n i s t e r has asked me f o r a d v i c e i n c o n n e c t i o n w i t h 
e f f i c i e n c y and waste i n l o c a l government. I s h o u l d ta g r a t e f u l f o r 
t h e h e l p o f y o u r s e l f and Lady Young i n r e s p e c t o f e d u c a t i o n and the 
s e r v i c e s a s s o c i a t e d w i t h i t  . My t h i n k i n g i s as y e t p r e t t y u n informed 
b u t i t may h e l p you t o h e l p me i f I t e l l you what i s i n my mind a t 
the moment. 

4 . F i r s t , t h e r e may be p o l i c y c o n f l i c t s between a d e s i r e t o 
reduce s t a t u t o r y c o n t r o l s over l o c a l a u t h o r i t i e s on the one hand 
and the d e s i r e t o h e l p ensure t h a t e d u c a t i o n a l r e s o u r c e s are used 
t o good e f f e c t on t h e o t h e r . I t would be v e r y i n t e r e s t i n g t o have 
y o u r views on the r i g h t b a l a n c e , assuming t h a t , i  f s t a t u t o r y c o n t r o l s 
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a r e c u t back, you and y o u r Department would be w o r k i n g on t h e b a s i s o f 

some a c t u a l c o n t r o l s which you and the l o c a l e d u c a t i o n a l a u t h o r i t i e s 

would hope t o see as more r a t i o n a l and l e s s i r r i t a n t t h a n t h e p r e s e n t 

p a t t e r n and o f c e r t a i n o t h e r means o f a d v i s i n g and i n f l u e n c i n g LEAs, 

i n c l u d i n g the n e g o t i a t i o n o f t h e e d u c a t i o n a l element i n the Rate Support 

Grant, c e n t r a l s e r v i c e s and i n s p e c t i o n . 


5. Secondly, b e i n g u n f a m i l i a r w i t h the d e t a i l o f c e n t r a l a d m i n i s t r a t i o n 

i n e d u c a t i o n , I do n o t r e a d i l y see how a c e n t r a l department w i t h l i m i t e d 

powers and v e r y l i m i t e d r e s p o n s i b i l i t y f o r t h e d i r e c t management o f i n s t 

i t u t i o n s can e x e r t any e f f e c t i v e i n f l u e n c e over autonomous, s t a t u t o r y 

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

c o s t o f a d m i n i s t r a t i o n , what happens i n e d u c a t i o n a l e s t a b l i s h m e n t s and 

a n c i l l a r y s e r v i c e s . This is not so much i n terms o f such c r i s i s i n t e r v e n t i o n s 

as now when t h e c e n t r e seeks l a r g e c u t s i n t h e quantum o f spending as 

i n terms o f the ongoing search f o r v a l u e f o r money. The problem i n 

e d u c a t i o n i s , perhaps, i n g i v i n g a n e f f e c t i v e e x p r e s s i o n t o what I might 

c a l l t h e " g u a r a n t o r " r o l e o f t h e c e n t r e as embodied i n i t s g e n e r a l d u t y 

t o promote the e d u c a t i o n o f t h e p e o p l e . T h i s " p r o m o t i o n " r o l e conveys 

t o me t h e i d e a o f e i t h e r s e t t i n g e d u c a t i o n a l o b j e c t i v e s f r o m t h e c e n t r e 

o r i d e n t i f y i n g and making known those s e t by o t h e r s ; p r o m u l g a t i n g them 

a t t h e l e v e l o f i n d i v i d u a l e s t a b l i s h m e n t s as a b a s i s f o r s t a f f , c u r r i c u l u m 

and e d u c a t i o n a l r e s o u r c e management; and m o n i t o r i n g t o e s t a b l i s h whether 

t h e y a r e b e i n g a c h i e v e d . I n t h i s r e s p e c t I have g r e a t sympathy w i t h 

t h e enclosed n o t e sent me by t h e heads o f two comprehensive s c h o o l s . 

I have d i s c u s s e d t h e i r i d e a s w i t h them a t l e n g t h and am impressed by the 

emphasis t h e y l a i d on d e f i n i n g aims; e s t a b l i s h i n g c r i t e r i a f o r success; 

l e a d e r s h i p ; and, g i v e n what t h e y b e l i e v e t o be t h e d e f e c t i v e arrangements 

f o r t h e a c c o u n t a b i l i t y f o r s c h o o l s , t h e need f o r o b j e c t i v e e x a m i n a t i o n s 

f r o m o u t s i d e the employing LEA (as t h e y p l a c e l i t t l  e v a l u e on i n s p e c t i o n 

by t h e LSAs themselves and r e g r e t t h a t t h e y and t h e i r s t a f f s see y o u r 

I n s p e c t o r s i n t h e i r s c h o o l s so l i t t l e  ) and f o r t h e p u b l i c a t i o n o f t h e 

examiners' r e p o r t s . (V/hat t h e y s a i d t o me about i n s p e c t i o n r e c o g n i s e d 

v e r y c l e a r l y t h a t s c h o o l s a r e d i f f e r e n t but t h a t i t i s p o s s i b l e t o s e t 

s e n s i b l e c r i t e r i a f o r each and t o measure each a g a i n s t them. They a t t a c h 
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great importance t o t h e i d e a t h a t p a r e n t s and p u p i l s , 

e s p e c i a l l y those i n the l o w e r ranges o f a b i l i t y , s hould b e l i e v e 

t h a t an LEA and i t s s c h o o l s w a n t t o d e l i v e r good and r e l e v a n t 

e d u c a t i o n and t h e y f e l t t h a t the "value f o r money" aspect of 

c e n t r a l i n s p e c t i o n v/as an i m p o r t a n t element i n t h i s . They a l s o 

suggested t h a t a damaging l a c k i n our arrangements was t h a t of 

e f f e c t i v e p r o v i s i o n f o r " s t a f f c o l l e g e " t r a i n i n g i n management 

f o r s e n i o r s t a f f . ) 


6. I should be g r a t e f u l i f , as a f i r s t s t e p , you would be good 

e n o u g h t o l e t me h a v e n o t e s o n t h e m e a n s 

a v a i l a b l e t o you t o promote e f f i c i e n c y and v a l u e f o r money i n the 

p r o v i s i o n o f e d u c a t i o n a l s e r v i c e s and i n the use o f manpower by 

l o c a l a u t h o r i t i e s . Then I sho u l d v e r y much l i k e , g i v e n h e r l o c a l 

government e x p e r i e n c e , t o d i s c u s s these w i t h Lady Young. I note 

t h a t i n y o u r l e t t e r t o t h e Lord P r e s i d e n t you propose no r e d u c t i o n 

i n the s i z e o f y o u r I n s p e c t o r a t e ; I share the view t h a t i  t should 

be e f f e c t i v e ( e s p e c i a l l y as I u n d e r s t a n d numbers o f l o c a l a u t h o r i t y 

i n s p e c t o r s a r e b e i n g c u t ) , b u t i  t would be h e l p f u l t o know how i  t 

i s i n t e n d e d t o use i t t o m a i n t a i n and improve s t a n d a r d s i n e d u c a t i o n . 


B u i l d i n g and o t h e r c o n t r o l s over l o c a l a u t h o r i t i e s 


7. The Prime M i n i s t e r has asked me about c o n t r o l o f c a p i t a l 

e x p e n d i t u r e on b u i l d i n g by LEAs and about t h e i n t e n d e d l e v e l o f 

othe c o n t r o l s e x e r c i s e d on y o u r b e h a l f . I should oe g r a t e f u l f o r 

a s s i s t a n c e i n p r o v i d i n g h e r w i t h i n f o r m a t i o n abouT t h i s n e x t month. 


8. I u n d e r s t a n d t h a t t h e s i z e o f y o u r A r c h i t e c t s and B u i l d i n g 

Branch has been reduced - t h a t , f o r example, i t row has j u s t over 

40 p r o f e s s i o n a l s i n p o s t as a g a i n s t 65 i n 1975. I  t would be h e l p 

f u l i f you o r y o u r Department c o u l d g i v e me s t a f f numbers, d i s 

t i n g u i s h i n g between p r o f e s s i o n a l and o t h e r s t a f f , f o r t h e p e r i o d 

s i n c e June 1970; a p r e d i c t i o n o f f u t u r e numbers, t a k i n g account 

o f t h e " s i z e o f t h e C i v i l S e r v i c e " e x e r c i s e and zz t h e g e n e r a l 

r e v i e w o f c o n t r o l s as i t bears upon t h e t o t a l l e - a l o f e x p e n d i t u r e 

on t h e one hand and on t h e q u a l i t y o f e d u c a t i o n a l premises and 

equipment on t h e o t h e r ; and a n o t e on the quest-on whether s e r v i c e s 

p r o v i d e d c e n t r a l l y by t h e Branch do o r do n o t d u ; l i c a t e o r o v e r l a p 

those o f o t h e r a g e n c i e s , i n c l u d i n g LEAs - f o r e;:^aple, whether LEA 

a r c h i t e c t s and s u r v e y o r s r e a l l y need a d v i c e on l e t t e r s o f q u a l i t y . 


As f o r o t h e r c o n t r o l s , I s h o u l d be g r a t e f u l i  f I n i g h t be i n f o r m e d 

o f the outcome o f t h e r e v i e w now i n t r a i n . 


I am s o r r y t h a t I have t o send you a l o n g l e t t e r — t h a t I have a 

r e a l i n t e r e s t i n e d u c a t i o n as an employer o f your.- people who have 

ex p e r i e n c e d i  t w i l l I hope do something t o excuse i t  . 


Dejpe^rTTayner 


PS I " am c o p y i n g t h i s t o t h e Lord P r e s i d e n t . 
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 N E E D E D
?££?5I..2!!L.SI2£IM;I£S  TO COPE WITH SOME OF THE PRESENT 

L'^KglNATlVE^US^^ 


^I«=^..Il^E._2F..ECgNgniC__DIFFIC^ 


This i s the personal r e p o r t -from the Headteachers of two la r g e S.P.S. 

Comprehensive Schools which should on any c r i t e r i a be " s e r i o u s l y d i f f i c u l t " 

to run. They are not - and we t h e r e f o r e put the f o l l o w i n g ideas forward 

because we f e e l s t r o n g l y t h a t i  f sound management techniques have solved 

many of the problems we have faced then any school should be able t o 

achieve more and cope w i t h impending c u t s , micro-technology and f a l l i n g 

r o l I s / r o l e s . 


TH§_.£jn^- t o p o i n t up the present un-imaginative use of resources i n 

Education and t o emphasise s t r a t e g i e s which may be brought 

t o bear t o shed such i n e f f e c t u a l use, thus l e a v i n g t i m e , 

energy and space f o r f u r t h e r achievement at a l l l e v e l s . 


1.1	 The Aims o f every school should be c l e a r l y d e f i n e d [and agreed 

upon) i n an e x p l i c i t School Management document. 


1.2	 The O b j e c t i v e s i n c l u d e d t h e r e i n should bs c l e a r cut c r i t e r i a w i t h 

Education t a k i n g prime place de f a c t o and other aspects of the 

school community t a k i n g a n e c e s s a r i l y s u b s i d i a r y r o l e . 


1«3 The q u a l i t y o f the Ed__ation provided depends upon sound teaching 

supported by the e f f e ~ i v e management of resources) teachers and 

p u p i l s being t h e prime resource. 


1.4	 Sound te a c h i n g may only occur w i t h i n a c l e a r l y d e f i n e d framework 

of order and c o n t r o l . 


1.5	 The p a s t o r a l and academic aspects of schools should NOW be 
i n t e g r a t e d . This may be done by c a r e f u l assessment of academic 
standards t o g e t h e r w i t h s o c i a l i n t e r - r e l a t i o n s h i p s completed by 
the CLASS TEACHER. Once s p e c i a l i s t needs have been i d e n t i f i e d 
then the r e l e v a n t e x t e r n a l agency should be i n v o l v e d as teachers 
are unable per SB t o i n f l u e n c e some s o c i a l f a c t o r s over which 
they have l i t t l  e c o n t r o l . 
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2.0 

2.1 


Education at Primary l e v e l should concentrate i t s resources 

on numeracy, l i t e r a c y and oracy and thus prevent unnecessary 

underachievement at I I  4 . 


Considerable r a t i o n a l i z a t i o n of post 16+ education should take 

place immediately t o prevent a d d i t i o n a l wastage o f resources. 


With such r a t i o n a l i z a t i o n , middle schools w i l l no longer be a 

vi a b l e p r o p o s i t i o n . 


I f schools are t o be managed wel1 then Headteachers and Deputies 

should have basic t r a i n i n g i n management• I s there any Company 

th a t would put i n a Managing D i r e c t o r who had never directed? 

I n a d d i t i o n , w i t h o u t the re-establishment of acceptable s a l a r y 

d i f f e r e n t i a l s one o f the prime m o t i v a t o r s of i n c e n t i v e w i l l 

remain i n a c t i v e , p a r t i c u l a r l y w i t h Scale IV post holders and above. 


The D.E.S. should be i / c such management t r a i n i n g yet appear t o 

be i n s u f f i c i e n t l y geared to management techniques [ f o r example. 

Cosmos N.BI - October 1978, outmoded, outdated and i r r e l e v a n t 

m a t e r i a l was used at a cost of some £25,000 i n s a l a r i e s and time} 


As Secondary Education has no c e n t r a l t r a i n i n g centre of i t s own 

to compare w i t h the S c o t t i s h Centre f o r Studies i n School Admin

i s t r a t i o n at Moray House then u n t i l such a n a t i o n a l establishment 

i s set up i n s t i t u t i o n s such as the Anglian Regional Management 

Centre and B r i g h t o n P o l y t e c h n i c should be u t i l i z e d f u r t h e r (although 

some o f t h e i r courses are already o u t d a t e d ) . 


When the D.E.S. c a r r y out " s p e c i a l p r o j e c t s " they should be 

s i g n i f i c a n t l y f o l l o w e d up. On a recent exercise one school 

completed 500 man-hours of s t a t i s t i c s f o ra p a r t i c u l a r p r o j e c t . 

This was f o l l o w e d by a t o t a l l y inadequate and s u p e r f i c i a l ( i n 

the o p i n i o n o f both s t a f f and p u p i l s of the school) v i s i t a t i o n 

by f o u r H.M.I.'s. The exe r c i s e concluded w i t h an apology p e r s o n a l l y 

d e l i v e r e d by a f i f t h H.M.I, from a c h i e f I n s p e ctor. The school 


-
s t i l  l awaits the r e t u r n o f the s t a t i s t i c s some seven months-*  l a t e r . 




w
 .3 Likewise courses and p r o j e c t s mounted by L.E.A.'s should be r e l e v a n t 

and s i p n j f i c a n t . Frequently they prove t o ho^c n e i t h e r of these 

q u a l i t i e s . 


2.4	 Schools should be t r a i n e d and encouraged to rnojnt t h e i r own 

S t a f f Development programmes 


2.5	 By such i n t e r n a l programmes a t t i t u d e s of the p u p i l s and c u r r i c u l u m 

i n n o v a t i o n b e n e f i t enormously, q.v. the schools of the present 

w r i t e r s . 


2.6	 When S t a f f are encouraged to develop, c e r t a i n v u l n e r a b i l i t i e s 

are reduced and h i t h e r t o unknown and u n r e a l i z e d p o t e n t i a l i s 

f u l f i l l e d . 


2.7 	 A basic p r i n c i p l e here concerning appointments i s t h a t every j o b 

above scale one should have a d e t a i l e d s p e c i f i c j o b s p e c i f i c a t i o n . 


2.6 	 Agreed methods o f decision-making (taken at the lowest a p p r o p r i a t e 

l e v e l ! should be i n s t i t u t e d i n a l l schools, tnereDy g i v i n g s e c u r i t y , 

r e s p o n s i b i l i t y and accountabi 1 itv, t o every member o f s t a f f . 

2.9 	 The expected and normal aggression and c o n f l i c t may then be 

faced openly and d e a l t w i t h so t h a t unhealthy c h a r a c t e r i s t i c s 

are minimized. S t a f f , p u p i l s and parents should a l l have t h e i r 

due place f o r decision-making w i t - . i n the school. 


3.0 	 Entry t o schools should have a s - r s t a n t i a l element o f p a r e n t a l 

choice. This a c t s both as a s t i r _ l u s and a moderator on standards 

and increases t h e p u b l i c a c c o u n t e z i l i t y o f schools. 


3. I L.E.A.'s l i k e w i s e must show g r e a t e r evidence of p u b l i c account

a b i l i t y i n t h e c o n t r o 1 systems operated by p u b l i c works. 


3.2 	 V.'itn m i c r o - t e c h n o l o g y , t h e s i l i c o n chip and huge non-unemployment 

a t IB-*, I B * and 2 1 * , massive c u r r i c u l a changes w i l l need t o be 

made f o r t h e I9B0's and IS90's. This w i l l NOT be p o s s i b l e unless 

a t t i t u d e s begin t o change now by sound i n - s e r v i c e - t r a i n i n g both 

a t i n i t i a l and l a t e r l e v e l s . 
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j . 3 
 Concerning I n i t i a l Teacher T r a i n i n g , students are " l i c e n s e d t o 

p i a c t i c e " but a t times l i t t l  e e lse. We would suggest t h a t t o 

improve t h i s s i t u a t i o n s t a f f i n the U n i v e r s i t i e s and Colleges 

exchange w i t h Secondary teaching s t a f f on a r e g u l a r b a s i s . 


3-4 The D.E.S. cou l d and should provide a framework f o r these changes 

by the c l o s e m o n i t o r i n g o f schools and the d i s s e m i n a t i o n of good 

p r a c t i c e more q u i c k l y and e f f e c t i v e l y . 


I n c o n c l u s i o n , i f such techniques work (and they do) i n OUR SITUATIONS 

then they can and w i l l i n any s i t u a t i o n . What we need i s b e t t e r t r a i n i n g 

f o r Managementi t h e a b i l i t y t o use the resources we already have w e l l and 

t h e r u t h l e s s c u t t i n g out o f waste space, energy and manpower. I n the longer 

term Unions and Management must agree on a code of p r o f e s s i o n a l standards 

and procedures t o m o n i t o r these. Meanwhile we would suggest t h a t t h e 

recommendations o f t h i s r e p o r t should be implemented w i t h a l l p o s s i b l e speed. 
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