
PRIME MINISTER 


EFFICIENCY AND WASTE IN CENTRAL GOVERNMENT 


The S t a r t i n g P o i n t 

1. The annual c o s t of r u n n i n g c e n t r a l Government i s some £5,960m made up 

as f o l l o w s : «  — 

Item £m 

a.
A
 S t a f f and a d m i n i s t r a t i v e c o s t s  i n 
 major departments 

3,706 ( i e s t a f f i n departments 
o t h e r t h a n those a t b. ­ d. 
p l u s g e n e r a l a d m i n i s t r a t i v e 
e x p e n d i t u r e ) 

b. Common Se r v i c e s and Pensions 1 , 5 3 0 . 4 * 

c. Revenue c o l l e c t i o n and debt 681 
s e r v i c i n g (Customs & Ex c i s e , 
I n l a n d Revenue, D r i v e r and 
V e h i c l e L i c e n s i n g Centre, 
Department f o r N a t i o n a l Savings) 

d. C e n t r a l Departments ( T r e a s u r y , CSD, 
Cabinet O f f i c e ) 

43 

Source: Supply Estimates 1979-80, Cmnd. 75?4 ( A p r i l 1 9 7 9 ) . 

*	 Made up as f o l l o w s , but e x c l u d i n g Defence Accommodation S e r v i c e s , most of 
which r e l a t e t o Armed Forces i n s t a l l a t i o n s : 

£m 
O f f i c e and General Accommodation S e r v i c e s , PSA 402 . 3 
Overseas R e p r e s e n t a t i o n Accommodation S e r v i c e s &c 31 .6 
A d m i n i s t r a t i o n and Mi s c e l l a n e o u s S e r v i c e s , PSA 173*0 
S t a t i o n e r y and P r i n t i n g , HMSO 106 . 3 
Computers and Telecommunications 57 .9 
P u b l i c i t y , COI 35 .6 
C i v i l Superannuation 534.6 
Rates on Government P r o p e r t y 172.8 
C i v i l S e r v i c e C a t e r i n g 1.1 
Paymaster General's O f f i c e 5 . ° 

1	 , 5 3 0 . 4 
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2 . The C o n s e r v a t i v e M a n i f e s t o i n c l u d e d a f i r m commitment t o 
reduce the t o t a l l e v e l of Government a c t i v i t y and t o making the 
a c t i v i t y which remains e f f i c i e n t : 

"The S t a t e takes too much o f the n a t i o n ' s income; i t s 

share must be s t e a d i l y reduced The r e d u c t i o n o f 

waste, bureaucracy and over-government w i l l a l s o y i e l d 

s u b s t a n t i a l s a v i n g s . " (pages 8 and 9) 


3. The media have g i v e n e x p r e s s i o n t o p u b l i c f e e l i n g about 
bureaucracy a t a l  l l e v e l s and w i l l c o n t i n u e t o do so. To 
d i s a p p o i n t t h e e x p e c t a t i o n s aroused would c o n f i r m t h e view o f many 
t h a t the bureaucracy w i l l always wear out the new broom. 

The way f o r w a r d 

4. There are two main ways i n which M i n i s t e r s can enable 

themselves t o do what i s r e a l l y i m p o r t a n t and s t o p the 

squandering o f s t a f f and o t h e r r e s o u r c e s . F i r s t , each M i n i s t e r can 

reduce the number and s c a l e o f h i s d e p a r t m e n t a l a c t i v i t i e s where 

t h i s does n o t i m p a i r the c o u n t r y ' s h e a l t h and w e a l t h . Second, he 

can improve the methods by which t h a t a c t i v i t y i s c a r r i e d o u t . 


5. My g e n e r a l recommendations t o achieve those aims are t h a t 

M i n i s t e r s should ­

a. r e g u l a r l y r e v i e w the s c a l e and the e f f i c i e n c y o f 

t h e i r o p e r a t i o n s ; 

b. r e g u l a r l y r e v i e w the c o s t o f t h e i r overheads; and 


c. develop t h e i r management f u n c t i o n i n r e s p e c t of 

the r esources p l a c e d i n t h e i r charge, eg t h r o u g h a 

f l o w o f key i n f o r m a t i o n needed t o m o n i t o r t h e use of 

s t a f f and o t h e r d e p a r t m e n t a l f a c i l i t i e s . 


I t i s r e l e v a n t t o c. above t h a t the "Rayner p r o j e c t " (see 

paragraph 6 below) suggested by t h e S e c r e t a r y o f S t a t e f o r the 

Environment f o r h i s Department concerns an improved system f o r the 

p r o v i s i o n o f management i n f o r m a t i o n t o M i n i s t e r s but a l s o t h a t 

M i n i s t e r s and t h e i r o f f i c i a l s would n o t be s t a r t i n g f r o m c o l d i  f 

the Government adopted the programme I recommend: i  t would r a t h e r 

be a m a t t e r o f d e v e l o p i n g from e x i s t i n g t e c h n i q u e s o f a p p r a i s i n g 

the c o s t o f o p e r a t i o n s . 


A programme o f i c t i o n 

6. I n y o u r Minute t o M i n i s t e r s o f 4 June on t h e Rayner P r o j e c t 

you commissioned a s e r i e s o f p r o j e c t s on f u n c t i o n s o r a c t i v i t i e s 

which might be unnecessary o r t o o c o s t l y and w a s t e f u l . I t i s 

l i k e l y t h a t some major r e o r g a n i s a t i o n p r o p o s a l s w i l l emerge from 




the p r o j e c t s now under way i n the Departments. I have kept i n 

touch w i t h a number o f o f f i c i a l s engaged on t h i s work and have 

been a b l e t o see a t f i r s t hand how some o f th e work i s done, which 

enables me t o say w i t h c o n f i d e n c e a t t h i s stage t h a t t h e r e w i l l be 

o p p o r t u n i t i e s o f s u b s t a n t i a l savings i n s t a f f i n some areas and a 

c o n s i d e r a b l e s i m p l i f i c a t i o n o f the way work i s c a r r i e d o u t . 


7. Such reforms w i l l be more oTjaclOllfl fcfl t ha p u b l i c and t o 
P a r l i a m e n t t h a n g e n e r a l reforms i n r e s p e c t o f , say, the 
management o f the C i v i l S e r v i c e , i m p o r t a n t as those w i l l be (see 
paragraph 23 b e l o w ) . A programme o f a c t i o n which p e r m i t s 
M i n i s t e r s t o make r e g u l a r announcements t h a t a c t i v i t i e s have been 
dropped, reduced o r reformed w i l l do much t o convince t h e p u b l i c 
t h a t the Government n o t o n l y means but i s i n b u s i n e s s . 

8. I recommend t h a t the programme o f a c t i o n should i n c l u d e ­

a. Tests o f s p e c i f i c f u n c t i o n s t o e s t a b l i s h whether 

a c t i v i t y i s s t i l  l necessary a t a l l  , whether the 

i n t e n d e d purposes can be achieved t h r o u g h l e s s a c t i v i t y 

and whether t h e r e i s d u p l i c a t i o n o f the a c t i v i t y o f 

o t h e r Departments o r agencies, f o r example, whether 

Government needs a l l t h e s t a t i s t i c s i t c o l l e c t s ; 

whether the procurement o f n o n - w a r l i k e s t o r e s by and 

on b e h a l f o f the Armed Forces can be f u r t h e r 

r a t i o n a l i s e d ; and whether the o r g a n i s a t i o n and 

methods by which s o c i a l s e c u r i t y and unemployment 

b e n e f i t s are d e l i v e r e d can be f u r t h e r s i m p l i f i e d . 


b. Tests o f ways of d o i n g t h i n g s , f o r example 

whether i n c o l l e c t i n g the revenue o r d e l i v e r i n g 

s o c i a l s e c u r i t y we make e f f e c t i v e use o f s t a f f and 

enable them t o f e e l l o y a l t y and commitment. 


c. Tests of the c o s t of r u n n i n g the Government, f o r 

example o f housing, f u r n i s h i n g , e q u i p p i n g i  t and so on. 


9. Any s c r u t i n y o f how a a department does i t s j o b begs the 

p r i o r q u e s t i o n of why i  t does i t  . T h is means l o o k i n g a t p o l i c y , 

s i n c e the q u e s t i o n s "Does thp. j i b need t o be done a t a l l ? " and "Can 

i  t be done more e f f i c i e n t l y ? " are l o g i c a l l y i n s e p a r a b l e . Any 

a c t i v i t y should be regarded as d i s p o s a b l e o r improvable i f i t does 

no t produce a b e n e f i t w o r t h h a v i n g a t the p r i c e p a i d f o r i t  . The 

examinations I recommend should t h e r e f o r e be designed t o show 

whether the p o l i c y o b j e c t i v e s o f e x p e n d i t u r e are c l e a r l y 

i d e n t i f i e d and are s t i l  l v a l i d , i n e f f e c t whether the a c t i v i t y 

bought by the e x p e n d i t u r e i s one t h a t the Government must c a r r y o u t , 

w h o l l y o r p a r t l y ; what i s the c o s t o f the a c t i v i t y ; whether the 

r e s p o n s i b i l i t i e s and a c c o u n t a b i l i t y o f s t a f f a r e c l e a r l y 

s p e c i f i e d ; and whether a c t i v i t y i s so c a r r i e d out as t o achieve i t s 

o b j e c t i v e s e f f e c t i v e l y and e c o n o m i c a l l y . A c t i v i t i e s engaging l a r g e 
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numbers o f s t a f f o f f e r obvious scope f o r such e x a m i n a t i o n n o t , I 
suggest, w i t h the simple i n t e n t i o n o f r e d u c i n g numbers but of 
e s t a b l i s h i n g whether the a c t i v i t y i s conducted e f f e c t i v e l y . I n 
terms o f s t a f f 1 morale I T i s i m p o r t a n t t o maKe c l e a r t h a t 
s i m p l i f y i n g o r mechanising o r c o m p u t e r i s i n g work improve both the 
s e r v i c e and the s a t i s f a c t i o n of s t a f f d e l i v e r i n g i t . I n a l l areas 
of work, i t i s i m p o r t a n t t h a t the s c r u t i n y should be seen n o t as 
acc u s a t o r y or i n q u i s i t o r i a l , but as see k i n g i n t h e g e n e r a l p u b l i c 
i n t e r e s t t h o u g h t f u l c o n t r i b u t i o n s f r o m s t a f f . T h is would 
acknowledge t h a t r e s p o n s i b l e C i v i l Servants want t o d e l i v e r 
c o s t - e f f e c t i v e s e r v i c e s and a l s o t h a t l i n e managers are a l r e a d y 
expected and should be f u r t h e r encouraged t o recommend ways i n 
which t h e resources i n t h e i r charge can be b e t t e r used. 

10. The programme w i l l serve i t s purpose o n l y when a c t i o n i s 
ta k e n as a r e s u l t o f e x a m i n a t i o n . I t s h o u l d n o t t h e r e f o r e be 
a l l o w e d t o become t o o f o r m a l o r b u r e a u c r a t i c . That s a i d , I 
envisage t h a t the f i r s t y ear's s c r u t i n i e s should be conducted on a 
p i l o t b a s i s , t a k i n g i n t o account experience w i t h the "Rayner 
p r o j e c t s " now under way, so t h a t methods and procedures f o r the 
second ye a r can be con s i d e r e d i n the l i g h t o f e x p e r i e n c e . I n 
o r d e r t o g i v e my g e n e r a l recommendations substance and t o take 
account o f the p o i n t s made above, I mrke the f o l l o w i n g d e t a i l e d 
recommendations. 

• c r u t i n y o f overheads 


1 1 . I recommend t h a t each M i n i s t e r i n charge o f a Department 
s h o u l d , a t the a p p r o p r i a t e p o i n t i n the PESC/Estimates c y c l e , 
s c r u t i n i s e the overheads* o f h i s Department as w e l l as h i s s t a f f 
c o s t s and t h a t f o r t h i s purpose he should make one o f h i s 
M i n i s t e r i a l team r e s p o n s i b l e f o r an annual e x a m i n a t i o n o f the 
r e l e v a n t e x p e n d i t u r e s . A r e g u l a r f l o w o f management i n f o r m a t i o n 
about the use o f resources w i l l be e s s e n t i a l f o r t h i s and I s h a l l 
o f f e r a d vice i n due course, eg on the importance o f r e v i e w i n g 
past performance and of inf o r m e d r e a l i s m i n s e t t i n g t a r g e t s f o r 
the f u t u r e . 

S c r u t i n y o f s p e c i f i c f u n c t i o n s 


12. I recommend t h a t i n o r d e r t o i n c r e a s e t h e i r Department's 

e f f i c i e n c y and e f f e c t i v e n e s s , M i n i s t e r s should examine i n d e t a i l 

d u r i n g the course o f each y e a r s p e c i f i c f u n c t i o n s and the 

a s s o c i a t e d use o f s t a f f , a d m i n i s t r a t i v e e x p e n d i t u r e and overheads. 


*	 The f o o t n o t e on page 1 d e t a i l s the overheads a d d i t i o n a l t o s t a f f 
c o s t s . I s h a l l want t o comment on the g e n e r a l q u e s t i o n o f 
repayment f o r common s e r v i c e s now p r o v i d e d on " a l l i e d s e r v i c e " 
terms i n my " c o n v e n t i o n s " p r o j e c t (see paragraph 23 b e l o w ) . 
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13* The C i v i l S e r v i c e has t r a d i t i o n a l means o f examining work, 
s t a f f i n s p e c t i o n and 0 & M. While these have an i m p o r t a n t place 
i n the programme, I b e l i e v e t h a t t hey should be a n c i l l a r y t o a new 
approach. The b a s i c q u e s t i o n s t o be asked a r e , "What va l u e i s added, 
t o the p u b l i c good and t o e f f i c i e n t a d m i n i s t r a t i o n , by t h i s 
a c t i v i t y ( o r procedure, o r p r a c t i c e o r c o n v e n t i o n ) ? Should i  t be 
kept a t a l l ? What has c o n s t r a i n e d o r now c o n s t r a i n s g r e a t e r 
ei'l e c t i v e n e s s ? " For t h i s purpose, I recommend t h a t M i n i s t e r s 
should employ some of t h e i r a b l e s t o f f i c i a l s t o s c r u t i n i s e the 
s e l e c t e d a c t i v i t y r a d i c a l l y and s e a r c h i n g l y . I do n o t envisage 
t h a t t h e r e should be more t h a n one o r two o f f i c i a l s f o r most 
s c r u t i n i e s , but t h e y should be a b l e t o c a l l upon the Department's 
resources t o h e l p ; I g e n e r a l l y oppose the committee s t y l e i n work 
of t h i s k i n d . 

14. The number of s c r u t i n i e s t o be conducted by M i n i s t e r s each 
y e a r depends on the s i z e and c h a r a c t e r o f each Department. I 
recommend t h a t each Department should have a t l e a s t one a year and 
t h a t the e x e c u t i v e and l a r g e r departments should have, say, t h r e e 
o r f o u r a y e a r ; no Department should be a u t o m a t i c a l l y excluded. 

15. The scale and n a t u r e o f s u b j e c t s f o r s c r u t i n y w i l l v a r y 
a c c o r d i n g t o the f u n c t i o n s o f departments. The most obvious but 
f a r from the o n l y t o p i c s w i l l be l i k e l y i n Departments b e a r i n g 
d i r e c t l y on the p u b l i c , eg t h r o u g h t h e c o l l e c t i o n o f revenue or 
the d e l i v e r y o f b e n e f i t s o r employment and t r a i n i n g s e r v i c e s , i n 
W i c h areas s e v e r a l i s s u e s have been r a i s e d w i t h me. I recommend 
t h a t e a r l y s c r u t i n i e s be mounted i n such a r e a s . S i m i l a r l y , t h e r e 
are areas o f i n t e r f a c e o r o v e r l a p o r d u p l i c a t i o n w i t h o t h e r 
agencies, p a r t i c u l a r l y l o c a l government and t h e n a t i o n a l i s e d 
i n d u s t r i e s ; I recommend t h a t e x e r c i s e s be done here a l s o , w i t h the 
g e n e r a l i n t e n t i o n o f r e d u c i n g sue- d u p l i c a t i o n o r double-banking 
o r excessive m o n i t o r i n g as may be found and o f c l a r i f y i n g the 
purpose and method o f such a c t i v i t y as may be necessary. 

16. I n o r d e r t o make f o r c o n s i s t e n c y as between Departments and t o 
i d e n t i f y s u b j e c t s which a f f e c t the i n t e r e s t o f more t h a n one 
M i n i s t e r , I recommend t h a t the programme o f each year's 
s c r u t i n i e s B1 o u l d be decided upon a f t e r you have been in f o r m e d of 
the p r o p o s a l s f o r i t  . To b e g i n w i t h , I recommend the submission 
o f the f i r s t p i l o t p r o p o s a l s , and t h e n o t i f i c a t i o n o f arrangements 
t o be made under my recommendations i n paragraphs 11 - 15 above, 
by 23 November. 

P a r t s t o be played by the c e n t r a l Departments 


17. I recommend t h a t the c e n t r a l Departments (HM T r e a s u r y , t h e 
CSD and the Cabinet O f f i c e (CPRS)) should p l a y t h e f o l l o w i n g 
p a r t s : 

a. The CSD, w i t h such a s s i s t a n c e f r o m t h e Treasury and 

CPRS as may be a p p r o p r i a t e , should prepare f o r you and 


5 




f o r Cabinet an annual statement on. the c o s t of 

Government, d e a l i n g i n p a r t i c u l a r w i t h the main' 

e'lements o f c o s t , w i t h movements i n them and w i t h 

m a t t e r s on which the c o l l e c t i v e i n t e r e s t o f s e n i o r 

M i n i s t e r s should be brought t o bear. This might 

most c o n v e n i e n t l y be done as p a r t o f the PESC 

process, w i t h the statement b e i n g c o n s i d e r e d a t 

some time i n t h e p e r i o d J u l y - O c t o b e r . 


b. The CSD should c o l l a t e f o r you t h e p r o p o s a l s 

made by M i n i s t e r s i n charge o f departments f o r 

s c r u t i n i e s (see paragraph 16 above) w i t h a view t o 

a d v i s i n g you and s e n i o r M i n i s t e r s whether the most 

i m p o r t a n t s u b j e c t s are i n c l u d e d ; whether t h e annual 

programme i s coherent across departments; how 

problems ( i d e n t i f i e d by departments o r the c e n t r a l 

Departments) which span the i n t e r e s t s o f more t h a n 

one M i n i s t e r should be handled; and a l s o w i t h a view 

t o y o u r i n d i c a t i n g those s c r u t i n i e s i n which the 

i n t e n d e d outcome shou l d be r e p o r t e d t o you. 


c. The CSD, HM Treasury and CPRS should be 

a u t h o r i s e d t o a s s o c i a t e themselves w i t h p a r t i c u l a r 

s c r u t i n i e s and t o suggest ones a d d i t i o n a l o r 

a l t e r n a t i v e t o those proposed by Departments. (The 

degree o f " a s s o c i a t i o n " would v a r y a c c o r d i n g t o 

circumstances between a p p o i n t i n g s t a f f t o j o i n i n an 

e x e r c i s e and r e c e i v i n g and commenting on the d r a f t 

r e p o r t . The purposes o f " a s s o c i a t i o n " would be t o 

le n d s u p p o r t when necessary; t o promote c o n s i s t e n c y 

o f t r e a t m e n t as between Departments; and t o ensure 

t h a t p o i n t s o f concern t o the M i n i s t e r f o r the C i v i l 

S e r v i c e and the C h a n c e l l o r o f the Exchequer were 

p r o p e r l y r e f l e c t e d i n t h e programme o f a c t i o n . ) 


d. The CSD, w i t h such a s s i s t a n c e f r o m the Treasury and 

CPRS as may be a p p r o p r i a t e , should be a u t h o r i s e d , whether 

j o i n t l y w i t h them o r on i t s own, t o c a r r y out s c r u t i n i e s 

o f p a r t i c u l a r a c t i v i t i e s i n c o l l a b o r a t i o n w i t h the 

Departments concerned and t o r e p o r t t o you and t o the 

M i n i s t e r s i n charge o f those Departments. 


e. The CSD should c o n t i n u e w i t h i t s programme o f 

assignments, some o f which are i n t e r d e p a r t m e n t a l i n 

c h a r a c t e r , aimed a t p r o d u c i n g q u a n t i f i a b l e s avings (eg 

i n t r a n s p o r t , o f f i c e s upport s e r v i c e s , o f f i c e machinery 

and i n g e n e r a l " c o s t c o n s c i o u s n e s s " ) , but the programme 

of work f o r each y e a r should be approved by you i n y o u r 

c a p a c i t y as M i n i s t e r f o r the C i v i l S e r v i c e . 


Programme . . • .-.d Revio ; . nagement Review 

18. The l a s t C o n s e r v a t i v e A d m i n i s t r a t i o n i n t r o d u c e d new forms 



e x a m i n a t i o n , Programme A n a l y s i s and Review and Management Review. 

Despite the g o o d w i l l which has gone i n t o the d e s i g n and conduct of 

PAR, i  t has become over f o r m a l and cumbersome i n procedure, has 

n o t engaged and kept the t r u l y c o l l e c t i v e i n t e r e s t of e i t h e r 

M i n i s t e r s o r o f f i c i a l s and has tended t o produce r e p o r t s which are 

too b u l k y , t a r d y and i m p r a c t i c a b l e . As f o r management r e v i e w , you 

have i n d i c a t e d t h a t the planned reviews o f the M i n i s t r y of 

A g r i c u l t u r e and the Overseas Development A d m i n i s t r a t i o n should 

proceed, but t h a t you would need t o be convinced t h a t t h e y produce 

p o s i t i v e r e s u l t s b e f o r e a u t h o r i s i n g f u r t h e r r e v i e w s . I n my view, 

the s c r u t i n i e s I envisage would rendsr thp. PAR approach 


[unnecessary and I t h i n k t h a t i  t c o u l d cease w i t h o u t s e r i o u s l o s s ; 

t h e y m i g h t r e p l a c e management reviews i n t h e i r p r e s e n t f o r m , but 

I should l i k e t o o f f e r you a d v i c e on t h i s n e x t S p r i n g , i n 

c o n s u l t a t i o n w i t h the 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 concerned. 


P u b l i c i t y 


19- I recommend t h a t the main f e a t u r e s o f the programme o f a c t i o n 
should be announced as e a r l y as p o s s i b l e , t o g e t h e r w i t h examples 
of the areas which are the f i r s t t o be examined. 

20* I t may be o b j e c t e d t o t h i s that i  t would be f a r b e t t e r t o 

announce s p e c i f i c changes, savings o r r e f o r m s . I n f a c t , the 

d e c i s i o n s on p u b l i c e x p e n d i t u r e and C i v i l S e r v i c e manpower w i l l 

have been announced by the time the programme i s ready. But the 

main p o i n t t o emphasise i s t ' a t t i i ? A d m i n i s t r a t i o n i s committed t o 

l o n g - t e r m r e f o r m and t h a t t h i s means d e v e l o p i n g t h e m a n a g e r i a l 

r o l e o f M i n i s t e r s ; l o o k i n g f o r f u r t h e r savings by e l i m i n a t i n g , 

s i m p l i f y i n g o r r a t i o n a l i s i n g areas o f work; and t a k i n g t h e time and 

c o m m i t t i n g the e f f o r t t o i d e n t i f y these s a v i n g s , n o t l e a s t by 

c h a l l e n g i n g past c o n v e n t i o n s . 


e l a t i o n s h i p s w i t h o t h e r e x e r c i s e s 


21. The c o n t e n t o f t h e programme would be i n f l u e n c e d by the 

outcome o f t h e e x e r c i s e on medium-term o p t i o n s f o r r e d u c i n g the 

s i z e o f t h e C i v i l S e r v i c e and o f the c u r r e n t "Rayner p r o j e c t s " i n 

Departments ( c f paragraph 6 above), on which I s h a l l be 

r e p o r t i n g t o you a t t h e end o f October, but these do n o t a f f e c t the 

g e n e r a l p r i n c i p l e s o u t l i n e d above. Nor would these p r i n c i p l e s be 

a f f e c t e d by c o n c u r r e n t e x e r c i s e s on C i r c u l a r s t o and 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 o r by t h e r e v i e w o f Quangos. 


22. My p r o j e c t on the burden of Government's r e q u e s t s f o r 

i n f o r m a t i o n * * i s r e l a t i v e l y f r e e - s t a n d i n g , but I s h a l l p r o b a b l y 

want t o recommend t o c e r t a i n M i n i s t e r s f o l l o w - u p e x e r c i s e s f o r 

i n c l u s i o n i n t h e programme o f a c t i o n . 


*	 c f paragraph ( a ) on page 1 of y o u r Minute t o M i n i s t e r s i n 

charge o f Departments, 4 June. 
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23* My p r o j e c t on the c o n v e n t i o n s o f W h i t e h a l l w h ich d i s c o u r a g e 

o r i n h i b i t 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 

M i n i s t e r s ' , an o u t l i n e of which I s h a l l l e t you have s h o r t l y , i s 

complementary to the programme. I t s main purpose i s to make 

recommendations aimed a t s t r e n g t h e n i n g t h e c a p a c i t y of M i n i s t e r s 

to manage t h e i r Departments. I t i s l i k e l y t o be completed n e x t 

S p r i n g . 


F i n d i n g the r i g h t people f o r top management job; 


4. I n c o n c l u s i o n , no o r g a n i s a t i o n a l changes n o r improvements i n 

methods w i l l , by t h e m s e l v e s , e n s u r e l a s t i n g s u c c e s s . The o n l y way 

I know to g e t to g r i p s w i t h a complex a c t i v i t y i s to put someone 

i n c h a rge whose background and e x p e r i e n c e s u g g e s t t h a t he/she i s 

q u a l i f i e d to do the j o b . T h i s i s one of the messages of r e c e n t 

c r i t i c i s m of the S e r v i c e ; I saw i t when I was l a s t i n W h i t e h a l l ; 

and I am s e e i n g i t a g a i n now. 


5. Managers w i l l n ot be m o t i v a t e d to show i n i t i a t i v e i n b r i n g i n g 

down c o s t s and e l i m i n a t i n g w a s t e , u n l e s s promotion and r e c o g n i t i o n 

f o l l o w s u c c e s s . T h e i r s t a f f w i l l not be i n s p i r e d t o do b e t t e r 

u n l e s s t h e y u n d e r s t a n d what t h e i r t a s k s a r e f o r and c a n r e s p e c t 

t h e i r l e a d e r s . Those l e a d e r s must not m e r e l y t a k e an i n t e r e s t i n 

t h e i r s u g g e s t i o n s and c o m p l a i n t s but a c t i v e l y promote the 

c o n d i t i o n s n e c e s s a r y to t h e d e l i v e r y of s e r v i c e s i n a manner which 

i n s p i r e s l o y a l t y , p r i d e and commitment. T h i n g s go wrong i f 

o u t s t a n d i n g middle managers a r e p a s s e d o v e r by the promotion to 

top p o s i t i o n s of people w i t h o u t management e x p e r i e n c e , o r w i t h o u t 

i n t e r e s t i n the work which w i l l be d i r e c t e d by them i n t h e i r new 

appointment. 


26. I i n t e n d to pursue the q u e s t i o n s of appointments to s e n i o r 
management p o s t s and of r e l a t e d m a t t e r s d u r i n g my p r o j e c t on 
" c o n v e n t i o n s " i n c o n s u l t a t i o n w i t h the CSD and o t h e r Departments. 

Your Minute of 4 June, p a r a g r a p h ( b ) on page 1 
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