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POLICY ON CIVIL SERVICE NUMBERS AFTER APRIL 1984

Thi . 5 ! . 2 il o .
his note considers the Government's policy for ecivil service

lter April 1984. (It does not discuss other public servic
ag the

numbers
e such
National Health Service or local govermment, )

"

[

L) - ~y =
"hen the Government came into office, there were T3ic

000 ecaivil
E L =
“rvants., 1In

May 1980 the Prime Minister announced to Parliament

target of about 630,000 by April 1984, By 1 October 1982 the
s 655,000. Thus, of the planned reduction 102,000 the
ent Up to October was 77,000,

total
achieve-
The Government is well on the way to
thev1n& the 1984 tﬁPLEI Departments are working to individual
tarFEt which will produce this result.

e should now consider policy for the future after 1984

and B

Elme for pursuing it. In due course both will need to be announced
n &
u-blll:l‘l_r

13 This paper suggests a general decision before the end of
o2, ' '

f = y J B L ~T

There is already some public debate, For example, the CBIL

3 m : e ; ;
Suggested that the present rundown should be continued

I&'I"'t
. her Year to April _r-jn.‘j'_'J, which at
Nrthep

for a
the present rate would imply
reduction of some 20,000 to 610,000.

Ta
- The Government has announced its drive to improve civil service
I, , e

Eeﬂent eéspecially financial management (Cmnd 8616). Future

Pol ;
le . R i i
b ¥ on manpower should be part of that drive, and capable of

x.k-ln
oty & explained both publicly and 1

h to staff as consistent with its
g
T elements,

i

Th

8 2

I‘J-EE{]{ E'DI“ - ; R = 3 deen
8 policy on numbers; and it

g8 nature

::ll- |1Ih
e Qg o : ! A : : &
8¢ vOvernmment will continue to need a gpecific policy for ciwvil
lpe : . e
Not Aumbers. Its policy for its first term of office has been

a'bl}" Successful.

_rﬁglﬂnu lLlE&
HI:I"'lQ;il."

To abandon this for its second term would be

There are excellent for continuing a specific

i,
: The annual clvil service pay bill of some £5 billion is a
Slzeg 3 : .
able element in public expenditure. It merits direct
1
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control and restraint of numbers as well as of pay rates
5 g inly
the pressure were relaxed, numbers and costs would certal

creep up again,

ii, Experience shows that a tight policy on numbers:
{ =]
- helps to stimulate the critical scrutiny of functio®
and priorities, and of the scope for curtailing,
! g . § 'Es'
privatising and contracting out government activiti®®
helps to check the propensity to expand gcvernment

activities and expenditure;

stimulates and encourages as nothing else does &b >
effective drive for greater efficiency and improve
performance,

6. For analogous reasons the trend elsewhere is towards direc?
control of manpower numbers; the Government is encouraging tA*®
in the public services, for example in the NHS. And in practic®s
some forward planning of civil service manpower is necessary
anyway:

i. Public and Parliamentary interest in the size of the ciV’
gservice will persist. It will be necessary to continué to s
publish in the Chief Secretary's memorandum at the time 0Lo5
Budget the numbers for the beginning and end of the year Farfﬂ
which provision is made in the Estimates, and to publish gbé

in-post figures quarterly during the year.

= . r Er"dl-.
11. It is necessary to take administrative and staff e*P h

: ; . ac
ture fully into account, including manpower numbers, in ©
successive Public Expenditure Survey.

iii. Because of constraints on dismissal and costs

ancy, and in the interests of rational recruitment and pers
management, changes in manpower levels have to be Planned %
advance.

Present plans and prospects

noV
7. Departments' present plans as reflected in the 1982 survey

2
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a tontinuing but slower rate of decline: to 623,850 in April 1985,
#md to 621,150 in April 1986.

R
>+ In addition, present plans include two major further reductions
before the end of the decade:

4. Hiving-off the ROFs (perhaps before 1986), which in theory
Would reduce civil service numbers by 25,000, in practice by
Pérhaps 18,000-19,000.

b. Various measures of computerisation (PAYE in the Inland
Revenue, the Operational Strategy in DHSS, computer projects
in the Manpower Services Commission and elsewhere). These
Projects will require substantial capital investment, not all
Y&t provided for in expenditure programmes, The staff savings
Srise mainly after 1986. They might amount in all to 12,000-
15,000 vefore 1990, But computer projects are liable to glip-
bPage, and their staff savings with them.

2

) Some other smaller savings are also planned in the Inland Revenue,
l..l*'

Drﬂﬁizd $c0ttis@ foic?. These however are more than offset by

in tf Ctive additions in the Home and Scottish Offices (for prisons)

¢ ‘¢ Inland Revenue (for non-domestic rating revaluation), and in
® Departments of Trade and Industry. The net effect of these

Couy :
d be an increase of around 2,000.

10 .
Thus on present plans civil service numbers may be expected to

fely ~ \
He further to around 605,000 by the end of the decade;

&anm a3 o
4 585,000 if credit is taken for the hiving-off of the

11

=W

Ane & , : , : . T
by Part from major policy changes, these numbers will be affected

i T 4 . -
neny fomic and other developments, notably by changes in unemploy-
A a 2 3 o .
; * & further large rise or a fall will affect staffing levels

Employment and (to a lesser extent) the Inland Revenue.

In 8ddition there can and should be further improvements in

ici
Oby €ncy. Much has already been done, and some of the most

1o ; L -
U8 steps already taken. But the continuing high returns from

B _
HbutlniEG staff j ] ' indice hat the s
Por Sy 8 f inspections and reviews indicate that the scope
actq i q ’ :
lon remains wide, and the current drive to improve management

ang
Merease the use of information technology should produce worth-

whi.l
€ re .
Sults over the next 5 years. As the White Paper pointed

3
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out, there is a continuing necessity to review the functions ﬂfq
Government, to eliminate those that are unnecessary of no Longe!
required and to ensure that those that are kept are done a8
efficiently as possible, (The Lord Privy Seal has cifﬂulated
proposals for centrally co-ordinated exercises in 1983 to take
place alongside Ministers' departmental exercises.) In most areds
of work accordingly there should be a presumption that small€r
number should be needed to carry a given work-load in 1

in 1984,

Lessons of the 630,000 Operation

of rixing

13, The 630,000 operation has demonstrated the merits quc

larger ¢
n madé
th

a target for several years ahead. It is certain that
tions have resulted, and more quickly, than would have DeF

; il . - Wi
otherwise. The record of the Civil Service, when c ompared .1
1 4aF

clex

the National Health Service and local government, provides i
alm

" § & - g 0
support for this view. Departments, with forward targets &

The
iency

tars
at, have had the opportunity to plan their reductions.

gets have been tight enough to act as a stimulus to effic:
. b ik . L ramine
and higher productivity, and to oblige departments to exal
i St . vy 1EE8P
eritically the need for existing functions, the scope f©f

and opp ortt

labour-intensive ways of achieving policy objectives
nitits for privatisation. All that has been a clear gail:

1 aymen
unemp 1Y

i
t1e rod

14, But there have also been some penalties. The combiR
ambitious targets for each department with fast-rising

which depleted the contingency margin of 15,000 left 1it

gl Pt gt L : 1in€
for manoceuvre, made it difficult to delegate authority t° o
prevent

g would

managers where their staff numbers are concerned, and
some new initiatives which would have increased staff bu

have been financially beneficial.

lI|
enough by itself. It is necessary to think through t
of functions so as to match a smaller number of staff t@ © v

: . 4 : iew
workload and to keep up the impetus of scrutiny and revi€ nies
Relll
r ecﬂf

test the need for working procedures and the scope f0 r £0
rdé

on the ground., It will also be necessary to invest in ©

]
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Save (see paragraph 8 above on computers), provided always that
Manpower and expenditure planning move consistently together

Within the Government's overall economic strategy.

16, The aim of numbers policy after 1984 should thus be to maintain
the advantages of a target policy, in such a way as to mateh it

more systematically with the curtailing of funetions and the
impruvﬁment of effieciency, and to make it a coherent part of the

O . . 2
YOVernment 's wider policy for good management.

EEEEE;als for policy after April 1984

-
17.. a necessary first step is to reach a judgment on the scope
for further reductions in the Government's second term. The

i . i .

lg8ures in the 1982 Survey (paragraph 7 above) reflect the con-

Lol = = - ’ y Ee T
““Quences of decisions already taken and extend only to April 1986,

T

hey qo not provide an adequate basis for setting an aim which is
fough pyt realistic for the lifetime of the next Parliament.
;S;V.It i? therefore proposed that the Treasury should conduct a
lce-wide exercise early in 1983 to establish a basis for
iﬁ?::ifying reductions up to April 1988, The Chief Secretary would
to his colleagues early in January asking for written reports
Sarly in March which would assess for each of their departments:

(1) Taking the manpower figures to 1 April 1986 shown in the
Public Expenditure Survey as the starting point, and taking

full account of the scope for further improvements in efficiency,
What would be the lowest practicable limit for civil service
?tﬁff in post for each year from 1 April 1985 to 1 April 1988
nclusive on the basis of present policies (projected beyond

the end of the PES cycle);

(ii) What would be the manpower and expenditure implications

of
4 ny new policies or initiatives which are already envis aged
ut

*

are not yet incorporated into departments' PES programmes ;

MANAGEMENT IN CONFIDENCE
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132 I P & ~ "ed-
(iii) Whether and how they could reduce the figures propc

at (i) above by 5% or 10% by a combination of

& : . : <% 3 s ovedng 8
(a) further improvements in efficiency involving

change in policy;

. . . - : - (on
(b) further privatisation or contracting=-out L0

2 . = > M R
which the Chancellor will be making prmpozﬂlaa:

! : i 3 v % ama O
(e) other new initiatives or policy decisions
reduce civil service tasks and the manpower GHEY
require.

; : : ould paY

19, In assessing departments' responses, the Treasury woul
; irtherl

regard to each department's past record, its scope for furt o

P _ aghe

interes

reductions, and the need for continued pressure in the =
of thi

of improving efficiency and productivity. In the light ;
colleagues

L
al

assessment, the Chief Secretary would report to his

: 18
the end of May 1983 on the prospects for civil service numbeidﬂﬂ
arall 3"" PR~
and propose both a target for each department and, b¥ aggred .

. yiiE . . hafores
these, a target for the Civil Service as a whole. A8 pef .

margin might be added to the latter for contingencies.

_mbin®”
20, The objective would be to set targets at a level whi@h‘LEW
continuing pressure to achieve improvements in efficiency Wltrlﬁ
enabling departments to plan their future manpower in an Ofdﬁgféﬂf
way, consistent both with their expenditure planning more Ee?él
and with the development of their plans for improving finaﬁcl
management.

he
T
1184
puﬂ :

argef®
figures. There would be a strong presumption that the LaT$ i
the righ®

2l. It would then be both necessary and desirable tO
0
would be adhered to but the Government would reserve
alter them in either direction and explain why.

22, Once the initial targets had been set for eac
would be eonsidered each year in the course of the S
alongeide the cash expenditure plans. The initial targets

b dvé
not (as they did in the 630,000 exercise) take credit 1P 2

6
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for manpower reductions consequent on major policy decisions not
Vet taken. Ministers would take new decisions relating to expendi-
fure ang manpower at the same time, and where these produced
Peductions in manpower, targetse would be lowered accordlngly.
~|:"'lthw.gh the targets could not readily be altered upwards, this

€0uld also be done if a strong enough case was made out for doing
2o,

3. A policy on these lines should be related to other policiles
aff@ﬂting the management of staff whose career prospects have
albeﬂdy been radically affected by manpower policy. It should go
togethen with:=-

8. giving staff more satisfying jobs by reducing the number
Of levels through which work passes and delegating more
authority to managers in line with the current initiative

on financial management;

b. improving incentives to efficiency. Pilot schemes for
inecentives to line managers and the conasideration of "merit

Pay" in the context of the Megaw report are relevant;

C. facilitating the easing out of less efficient staff at
8l1 levels both for its own sake and to avoid too great a
deterioration of promotion prospects;

d. identifying the most able staff and planning their career
development.

m

The ;

r Chiep Secretary's paper for colleagues (paragraph 19) would

8

Eﬂ?rt Progress on these matters which the Lord Privy Seal and
‘Ntend to. consider in the early part of 1983,

“elusion

The manpower poliey proposed here would require stringent

tration to ensure that targets were not altered substantially,

T
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s
but could be modified if really necessary or desirable. It wot

. % y s o

also need to be carefully presented, both to Parliament and g
Ao . . ! gepits
staff and unions. It appears to offer a feasible method of K .

.-t';"-':‘
] weed
the It

the advantages of the target approach while providing for
of

more coherent planning and better management.

8
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