
PRIME MINISTER 


"THE RAYNER PROJECT" 


1. S i n c e I r e t u r n e d from the F a r East a week ago, I have begun 

a round of c o n s u l t a t i o n s w i t h M i n i s t e r s and s e n i o r o f f i c i a l s and 

have thought f u r t h e r about the commission you gave me, t a k i n g i n t o 

account the Cabin e t d e c i s i o n s on 10 May. I have met the 

Lo r d P r e s i d e n t , Mr Channon and S i r Ian B a n c r o f t . I sh o u l d have 

seen enough s e n i o r M i n i s t e r s t o enable me t o submit a p l a n t o 

you and your c o l l e a g u e s i n J u l y , a l l o w i n g f o r 2 weeks absence 

from London on b u s i n e s s . " 


2. My purpose i n w r i t i n g t o you now i s to t e l l you the p r o v i ­

s i o n a l shape of my thoughts and t o say t h a t I sh o u l d welcome a 

b r i e f meeting w i t h you, so t h a t I can answer any q u e s t i o n s you 

might have and you can g i v e me any f u r t h e r t houghts of your own. 


3. My p r e s e n t view i s t h a t I s h o u l d undertake t h r e e t y p e s of 

work. These a r e , i n as c e n d i n g o r d e r of im p o r t a n c e , as f o l l o w s : ­

a. An e y e - c a t c h i n g pmon.gt-rpti nn t n i l l u s t r a t e t h a t c e n t r a l 

Government has over-burdened the c i t i z e n , b u s i n e s s and i n d u s t r y 

w i t h r e q u e s t s f o r i n f o r m a t i o n . I have i t i n mind t o c o l l e c t 

t o g e t h e r and e x h i b i t a l l such r e q u e s t s sent out i n a r e c e n t 

y e a r . The i n t e n d e d e f f e c t would be t o generate more aware­

ness on the p a r t of Government of the c o s t and impact of such 

a c t i v i t y , which I susp e c t i s not e s s e n t i a l and sh o u l d f o r the 

most p a r t cease. 


b. I s h o u l d l i k e each M i n i s t e r t o a p p o i n t a s m a l l h i g h 

q u a l i t y team t o work f u l l - t i m e t o him through a s e n i o r 

o f f i c i a l f o r a p e r i o d of 3-6 months. These teams, i n the 

d e s i g n , conduct and r e p o r t i n g o f whose work I s h o u l d want 

t o have a hand, s h o u l d be f r e e t o examine an agreed p a r t 

of t h e i r department's f u n c t i o n s i n d e t a i l and to ask awkward 

q u e s t i o n s , eg "Why i s t h i s work done at a l l ? Why i s i t done 

as i t i s ? How c o u l d i t be done more e f f i c i e n t l y and more 

e f f e c t i v e l y a t l e s s c o s t ? " The s e l e c t i o n of t o p i c s would 

need c a r e . B r o a d l y s p e a k i n g , I s h o u l d want a co m b i n a t i o n of 

t o p i c s which i l l u m i n a t e m a t t e r s common t o the C i v i l S e r v i c e 

as a whole (eg use of accommodation and ot h e r common s e r v i c e s ; 

the p r o g r e s s i o n o f b u s i n e s s through each p o i n t i n the h i e r a r c h y ; 

the c o s t of meetings) and of t o p i c s which are s p e c i f i c t o 

p a r t i c u l a r f u n c t i o n s of Government (eg the payment of b e n e f i t s ; 

i n s p e c t i o n ; procurement; and the f o r m u l a t i o n o f p o l i c y . ) 

I n the case of one or two s m a l l departments, i t might be 

p o s s i b l e t o l o o k a t the whole o r g a n i s a t i o n from b o t h a s p e c t s . 


c. I know t h a t you are keen t o a v o i d b u y i n g s h o r t - t e r m 

b e n e f i t s a t the p r i c e o f f o r g o i n g l a s t i n g r e f o r m . I t h e r e f o r e 

see the h e a r t of my commission as the ex a m i n a t i o n of b a r r i e r s 

t o the e f f e c t i v e management of b u s i n e s s and r e s o u r c e s by 
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M i n i s t e r s and t h e i r o f f i c i a l s . Here, t o o , I b e l i e v e t h e r e 

are two s o r t s o f i s s u e . F i r s t , t h e r e are such r u l e s o f 

a d m i n i s t r a t i o n as the " a n r A j a l i t y r u l e " , which was an i s s u e 

when I was l a s t i n W h i t e h a l l and s t i l l i s . I would want to 


- e x p l o r e t h e s e w i t h the c e n t r a l and o t h e r departments and, as 

^ a p p r o p r i a t e ,	 w i t h the C o m p t r o l l e r and A u d i t o r G e n e r a l . 

S e c o n d l y , and much more i m p o r t a n t , w h i l e t h e r e has been a 

good d e a l of r e c e n t t h i n k i n g among P a r l i a m e n t a r i a n s and 

o f f i c i a l s about the g e n e r a l framework w i t h i n which M i n i s t e r s 

and o f f i c i a l s manage b u s i n e s s , t h e r e are s e v e r a l l o o s e ends. 

I want t o o f f e r you and your c o l l e a g u e s , i n say s i x months, 

sug g e s t i o n s worked out i n d e t a i l on how they s h o u l d be t i e d up. 

The scope of t h i s work a l s o needs c a r e f u l thought. At p r e s e n t 

I see i t embracing such m a t t e r s as the r o l e of the A c c o u n t i n g 

O f f i c e r and how i t i s used, t he development of r e a l account­

a b i l i t y f o r e f f i c i e n t b u s i n e s s and r e s o u r c e use down the l i n e 

and r e l e v a n t p o l i c i e s f o r p e r s o n n e l management, i n c l u d i n g the 

r e w a r d i n g and advancement of s u c c e s s f u l managers. I am con­

v i n c e d t h a t t h e r e i s room here f o r s u b s t a n t i a l and permanent 

r e f o r m . 


4. I have d i s c u s s e d t h i s approach i n o u t l i n e w i t h the 

Lord P r e s i d e n t and f i n d t h a t i t g e n e r a l l y commends i t s e l f t o him. 


5. The p u b l i c i t y f o l l o w i n g my appointment has generated a g r e a t 
d e a l of correspondence; some of i  t w i l l be u s e f u l t o my e n q u i r i e s . 
I n p a r t i c u l a r , a number of C i v i l S e r v a n t s have w r i t t e n , some i n a 
d e t a i l e d way and some i n s i m p l e s t a t e m e n t s , such as the a t t a c h e d . 
I i n t e n d t o harness the good w i l l t h a t undoubtedly e x i s t s w i t h i n 
the C i v i l S e r v i c e t o b r i n g about u s e f u l economies. S i r Ian B a n c r o f t 
has arranged f o r me t o speak t o a l l the Permanent S e c r e t a r i e s on 
6 June. T h i s i s i n a d d i t i o n t o the appointments I have made w i t h 
Permanent S e c r e t a r i e s of i m p o r t a n t departments. My i m p r e s s i o n i s 
t h a t t h e r e e x i s t s i n W h i t e h a l l a g r e a t d e a l o f u n f i n i s h e d b u s i n e s s , 
r e p o r t s and management s t u d i e s which need a c t i o n t o b r i n g about 
agreed changes. I s h a l l seek out such work and e s t a b l i s h what 
a c t i o n i s proposed. T h i s may w e l l prove unpopular i n some q u a r t e r s ; 
f o r example, my b u s i n e s s e x p e r i e n c e suggests t h a t some p a r t s o f the 
GPRS Report on ove r s e a s r e p r e s e n t a t i o n , a l t h o u g h much c r i t i c i s e d , 
have a l o t t o commend them. 

6. May I now t u r n t o the r e l a t i o n s h i p between M i n i s t e r i a l a c t i o n 
f o l l o w i n g the C a b i n e t d e c i s i o n s o f 10 May and my e x e r c i s e ? What I 
am t o do i s complementary t o M i n i s t e r i a l a c t i o n i n p u r s u i t of 
e f f i c i e n c y w i t h i n t h e i r own departments, a l t h o u g h l am or course 
a v a i l a b l e t o any M i n i s t e r who wisnes to" c o n s u l t me b e f o r e he commits 
h i m s e l f t o a p a r t i c u l a r l i n e ; i n g e n e r a l , i n d e e d , I t h i n k t h e r e 
would be m e r i t i n M i n i s t e r s d e c i d i n g what s h o u l d be done i n t h e i r 

yy	 own departments i n the l i g h t o f g e n e r a l C a b i n e t d i s c u s s i o n of t h e i r 
r e p o r t s on a c t i o n t o promote e f f i c i e n c y and of the p r o p o s a l s r e q u e s t e d 
by C a b i n e t f o r f u r t h e r a c t i o n . 

7. The Lo r d P r e s i d e n t and S i r I a n B a n c r o f t s a i d they saw every 
r e a s o n f o r my s e e i n g c o p i e s o f M i n i s t e r s ' r e p o r t s t o you c a l l e d f o r 
by 7 June. We s h a l l c o n s u l t each o t h e r c l o s e l y about them and I s h a l l , 
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i f you agree, l e t you have my o b s e r v a t i o n s on them at about the 

same time as S i r Ian B a n c r o f t o f f e r s you and the L o r d P r e s i d e n t 

h i s . I n a d d i t i o n and s u b s e q u e n t l y , I s h a l l t a k e account of t h e s e 

r e p o r t s i n o f f e r i n g you my p r o p o s a l s f o r my own e x e r c i s e . 


8. I am r e c e i v i n g a number of l e t t e r s from people about l o c a l 

government i n a d d i t i o n t o those I am g e t t i n g on c e n t r a l Government. 

The l i n e I am t a k i n g i n response t o these i s t h a t I am t o b e g i n 

w i t h c e n t r a l Government, but t h a t I may l a t e r be asked t o go on 

to a d v i s e on o t h e r p a r t s of the p u b l i c s e c t o r . 


9. I am c o p y i n g t h i s t o the L o r d P r e s i d e n t , S i r Ian B a n c r o f t 

and S i r John Hunt. 


^DBKEK RAYNER p May 1979 


