CONFIDENTIAL

PRIME MINISTER

We discussed this on Tuesday. I would welcome the opportunity
to talk to you again about this, together with Geoffrey Howe
an eon Brittan.

I attach a note which explains the origins and purpgses of MINIS.
It explains that MINIS concentrates on &xpenditure internal to
the department; that it is neither static nor perfect, but still
evo%v_ing; that its principles are powerful and of general
application; and that in the financial management initiative we
at the centre are looking to all departments to adopt them, if
they do not already do something similar.

The financial management initiative requires departments to devise
arrangements which make a considerable advance and which provide
Ministers and officials with far better means to manage their
departments. Several colleagues have put and are continuing to
put a lot of effort into getting the system they want (including
the Minister of Agriculture and the Secretaries of State for
Industry and Energy)~ 1 see no advantage in trying to oblige

the o do exaCtly the same as the Secretary of State for the
Environment: it will not encourage colleagues' own commitment to
good management and it will put back good work in progress.

The FMI stemmed from both your own strong commitment to better
management and from the fact that some Ministers and departments,
including notably the Secretary of State for the Environment and
his department, have done enough work on their own initiative to
provide a stropg.base for a gegeral agyance. In launching the
FMI in your personal minute of May you called on each
department to produce for discussion with the central departments
by end-January 1983:

"a specific programme of work, appropriate to its tasks and
circumstances and the progress it has already made in
improving financial management”.

The theme of general principle, applied with intelligence to the
case of each individual department, runs through the memorandum-
which you circulated with your minute. A change now may not only
confuse departments but by cutting across the FMI may damage the
centre, whose strong, detailed central scrutiny will be needed
even if we decide departments should implement a common form of
management information system.

I am copying this to the Chancellor of the Exchequer, the Chief
Secretary, Sir Robert Armstrong and Sir Derek Rayner.
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MINIS AND THE FINANCIAL MANAGEMENT INITIATIVE

The origin of and history of MINIS

MINIS arose from the report on a Rayner study in 1979, This wzs

ommissioned by the Secretary of State f the Environment to enable
to familiarise himself with his Department and its activities, and

and monitor it. It was designed to meet "the long term aim

of Ministers to establish a system in DOE Central which will provide
them with regular information of all the Department's activities and of
what they cost, and of progress towards the implementation of policies".

was originally a 6-monthly exercise, but has moved to an annual
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Three rounds of MINIS have been completed and work has begun on

an evolving system which changes in res

i

isters’ requirements and to experience of its operation.

rounds have been developed with successive themes:

(1) MINIS told Ministers what the Department did and how
it was organized.
(2) MINIS 2 emphasised the distribution of manpower cuts
to enable the Department to meet its targets.
MINIS 3 paid special attention to performance
assessment; and
MINIS 4 will begin to incorporate better cost information
as the Department implements the recommendations of the

Joubert report.

The common principles underlying MINIS and the Financial lManagement
Initiative

4 The 1979 Rayner report set out the principles as follows:

"A system should provide information recurrently and
comprehensively, for all organizational units, relevant
expenditure, and policy goals; for planned performance;
and in relation to types of functions. It should do so
with timelinessj; at a frequency and in appropriate




groupings to be of maximum value to Ministers; with costs
which can be aggregated to align with Departmental votes
re appropriate for management purposes,

with any

recent major studies
examples are in MOD,
pulled these lessons together to devi
Management which the Prime Minister launche
which is to be published as an appendix to the
Government's reply to the Treasury and the Civil Service Committee's
iency znd effectiveness, fully endorses the principles

addresses the following main subjects:

4

3tting of objectives and the measurement of

for the use of resources;

information systems; and

It goes wi n MII in 2 major respects. It covers the detailed

information that i 1ee for manzgement control at lower levels., And

it is concerned with setting of objectives and the monitoring of

results for a Department's external expenditure as well as the internal

activities which ¢ the main subject matter of MIR

6 The initiative requires Departments to develop and define
comprehensive programmes of work for improvements in their financial

management, The essential principles to be followed are:

(1) Articulate Departmental tasks into manageable blocks

over which named officials carry responsibility for

results and resources. Delegate as far down the line
as possible,




Plan for desired results by setting objectiv
such manzgeable block (or 'cost centre®), & allocatlng
resources to it within the framework of the Public

Expenditure Survey.

Provide appropriate information to Ministers ana managers
at all levels for monitoring and controlling performance
plans., Use the information as the basis for

auditing effectiveness and taking corrective action.

And thus enable policies and prosrammes to be designed

and decided with more precise awareness of their cost angd

administrative implications.
7 It is inherent in this approach
which

principles

Strengths and weakness - MINIS & model for Depzritments

8 1In commenting to lMr Michael Heseltine on the system proposed in the

Rayner scrutiny report (letter of 29 January 1980), Sir Derek Rayner
commented that it was "at once too limited and too comprehensive", In
his view "the approach to costing is limited because it does not include
all costs, while the approach to performance is at a level of detail
which I fear could bog MNinisters down in a line by line examination of
highly summarised information nothwithstanding the fact that such

information will only be available to linisters if reqguired"”.

9 1t is a strenth of MINIS that it is an evolving system, and
improvements are being made in both these areas. But both its original
design and its current development are tailor-made for the DOE. MINIS

is particularly suitable for a Department with some 60 different
directorates, concerned with a large number of heterogeneous policy areas,
It enables the Minister +to compare his activities and costs, to
indicate his priorities between them, and to guide the allocation of
state resources accordingly.
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10 A system on MINIS lines appears well suited to those Departments

whose business falls into number of relatively small discrete units.
Apart from DOE (Central)

it
former is on the second anm
mp

self, examples include and DEn, The
ual round of its "Staffing of Functions Review",
lified MINIS. The latter is

Management Information view (Energy) system, which is

which is rather like a

IINIS. DOI is working on a management information system that
Department-made framework of ﬁbjectives set by the Secretary of

but is otherwise similar to MINIS. The Home Office is working up

annual performance review system In its review of central Home Offic

to de D a g similar lines to MINIS,

Syst vil ed to be tailor-made. The
an information system
when the $rﬁnuury nd PO
the Departmental plans for financial management, the will expect
Depariments concerned to come up with systems tha similar to
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the spectrum are Departments and businesses whose
are substantially different. The large Trading

ifferent -kind of management informdtion; "*the

provihg effective, as

The Departmeits responsible for very.
conducted by networks of local offices have
again, Whereas the Health side of DHSS carries
triennial ] of headquarters directorates on MINIS lines, a
single return from the Under Secretary responsible for the complex Social
Security network would be clearly insufficient, and the Department is
developing and strengthening an information system for Social Security
that has already produced a significant improvement in managerial control.
The Revenue Departments are working on similar lines. Here the need is

for a system which digs deep down into the management of the operation,
and compares the performance of numerous local offices with similar
functions and assesses the cost-effectiveness of processes which are
common to them all, While it ultimately gives the same purpose as MINIS,
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the categories of information

necessarily different.

difficulty in using MINIS
et that 16 is an evolwvi

had identical management

iU

they would not, given the experience

over 4 rounds and the modifications
continues to undergo, adopt MINIS exactly

and if they did, continuing evolution

their diverging

principles , NOt com
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certain features common, but conside

they need to manage and control their

for similar reasons that successfully managed companies in the
private sector will devel management
Systems, although they wi commo

n
T

all well managed organizations.
those principles that

plant in Whitehall, a

16 In assessing the Departmental response to the initiative, the
Treasury and IPO will be watching closely for adherence to the
principles that are common to MINIS and

for NMinisters, They will be

any other good management system
ollowing questions:
(1) Does the plan enable Ministers and senior officials
to set out objectives, break them down into activities
with priorities, identify who is responsible for each,
allocate resources ( manpower, financial and other) to
activities, set targets, measure performance against
target, monitor costs of activities, and highlight areas
for corrective action?
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