10 DOWNING STREET

From the Private Secretary 24 November 1982
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Thank you for your letters of 17 November. Your i~ V‘Mk’ )
paper you gave to the Manchester Statistical Seciety'will, LﬂL
as the bureaucratic phrase goes, be read“with interest here, 1qu

As for your other letter, I will show this to the Prime

Minister, and 1 know she will want to give Keith Joseph

chance to comment on it, before replying herself.

I doubt if anybody will be doing much moving here
before the Election, whenever that turns out to be, but thank
you for your kind words. I would say the same to you, but I

am not sure there is much higher you can go.

Professor J. M. Ashworth.




JMA /HP. University of Salford

Salford M5 4WT
17th November, 1982.

From the
Vice-Chancellor

Professor J M Ashwaorth

Mr. W. Rickett, DG Tt
Private Secretary to

the Prime Minister,
10 Downing Street,
LONDON.

Telephone 061-736 5843
Telex 668680 (Sulib)

Q)

In view of this morning's item in 'The Times Diary', I thought you
might like to have a copy of the enclosed. Whether you wish to show
it to anyone else I leave to your good sense and judgement. .. . - -

I have been meaning to write for some time along the lines of the
attached letter which I would be grateful if you could forward. It
is not every day that Salford finds itself in the exclusive company
of Oxford and Cambridge (although it is a sign of the times to see
them join us in the "Top Ten" of The Financial Times's University
employment league table). I hope the Prime Minister is pleased by
the increase in the 'A' level scores of our entrants - presumably this
was one of the objectives of the present policies. I am rather
ambivalent about it all - it is unlikely that anyone else can do as
well as we used to do for those poorly prepared by the schools (see
the last column of the FT table) and it is by no means obvious to me
that we will be able to cope with those better prepared by the schools
in ways that are significantly better than say the universities of
Leicester, Liverpool etc., where they have traditionally gone.

I hope everything goes well with you. Isn't it time you moved on to
other (higher?) things?

U
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's Think Tank". Think Tanks are an




American invention. The first was the RAND Corporation which was brought into

A

being to help the United States Military (particularly the Air Force Staff)

work out the strategic doctrines appropriate for the design and deployment of
nuclear weapons. Subsequently, the remits given to the RAND Corporation widened
and others - such as the rs I itution in Washington - were set up to

address specifically civilian tasks 1 acteristics of a classical Think

Tank of thw'R%EU/Bruoka;S Insti

mmitment to objective, interdisciplinary analysis of policy and

policy making

a critical mass (say 15-20) of full-time professional staff working in teams
with full access to all or nearly al f the existing information on the

issues under e3

considerable, i 10 quite plete, freedom to carry out research
focused on the ation of basic policies rather than the more

efficient implementation of policies and to publish the results
and

dependence on a variety of funding agencies f research contracts with

Government (s) as only one (if often the major) client.

The Central y Review Staff (( ) satisfies first two of these criteria
but not the ; & 18 th best considered as a hybrid organisati

mid-way, as it between a Think Tank sensu stricto and tHe kind of "Brains

Trust" or 1 al ad hoc group of "wise persons'" that rulers have traditionally

gathered abo “hem Professor el Dror (to whom I an idebted for this
analysis) has d attention to the proliferation of such units (which he terms

the past twenty years,




The distinetion between:

'hink Tanks

Policy Analysis Units

Brains Trusts

1s a useful one and has been somewhat confused by referring to the CPRS as

the 'Covernment's Think Tank'. [t is interesting to see, by the way, how

Minister has been seen by a number of commentators

in recent weeks the Prime
to be complementing the CPRS by a traditional "Brains Trust" comprising so far
4 trusted economist (Professor Alan Walters), diplomat (Sir Anthony Parsons),
management expert (Sir Derek Rayner) and defence expert (Sir Frank Cooper).

But T am being carried a little away from my main theme for tonight; let

me return to the CPRS J t is, what it does, and how it does it.




Staff (CPRS).

contrast betweer

his harrassed existence in office as a Minister :n he found himself "bogged

o Q0

down" in administrative detail, and his ) y tranquil existence when
out of office in Opposition and was a to think widely and

His notion of the CPRS was very mucl hat of a 1 vy whose role was to remind

a Prime Minister ' et harr by day—-to-day problems of Governmen

whilst they had been in

opposition and to which they I cleave whilst in Govetrnment. .The White

11y I - - L s e v - 1 - TTT 11 { M L ENG) - - -
Paper "The Reorganisation of Central wvernment ' (Gmnd.4506) published in

October, 1970, said of
"Under the supervision of Ministe it will work for Ministers
collectively; and its task will be to enable them to take better policy
decisions by ass them to work ou he implications of ieir basic
strategy in terms of policies in specific areas, to establish
priorities to be given to the different sectors of their programme as a

new choices can be exercised
and to ensure that the underlying implications of alternative courses of

action are analysed and considered

The new staff will du ite or replace e analytical work done by
will seek to
individual departmental
[t will, therefore, play
an important pa in the extended p xpenditure survey process described
below, and it will also be available to promote studies in depth of inter-
department 1ssues which are of particular importance in relation to the

control and dq




It is interesting to reflect that of al he sational innovations
described in Cmnd.4506 only the CPRS is still in stence. The reason for
this is partly that the remit described above is, in fact, extremely general
and has thus allowed the CPRS to adapt as circumstances, and Prime Ministers,
have changed but mainly, T believe, because the first Head of the CPRS, Lord
Rothschild, established certain conventions and working practices which have

meant that that potential for flexibility has been seized on and exploited by his

Successors.

Size and Composition.

The first of these conventions is si The CPRS usually has between 15 and
20 members (a number which can be fi d conveniently around the large table
which dominates the Head of the CPRS's office and which provides the focus
for much of : ctavil s as well as for the regular Monday morning staff
meeting). About half of these are career civil servants on secondment From

their departments and the other half are recruited from outside the Civil

Service - from universities (as was), industry, the City, local government

and international organisations. results naturally in a number of

disciplines (scientists, social scientists, accountants, economists) being

represented and also in a non-hierarchical structure. The normal length of
stay in the CPRS is between two and three years and, most important, at the
end of this time members return to theii parent organisations (or departments

in the case of Civil Servants). For practical, career reasons this means

that the average age of the CPRS be i he mid-thirties to early forties.

The staff members of the CPRS are thus not in competition with one another
’

for promotion; the CPRS is not, of 1itsc I, a promotional posting (although

the subsequent careers of members of the CPRS si ggest that few careers have

1 . Ty

been harmed by the experience!) and thus a mutually supportive and collaborative

work style has evolved natually. TFurther, since it has not proved possible
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Kenneth Berrill and Mr. ( Sir) Robin Ibbs and two

Secretaries of the
Sir (now Lord) John and ¢ Robert Armst
member of the CPRS is dete >d by the relationship between the Prime Minister,
the Secretary of the Cabinet and the Head of the CPRS; how they see their roles:

help they want or need (by no means the same thing) and how they
interact together. n addition, of course, events take their course; there
is a natural rhythm toayear's work (building up to a major "panics' before
budgets, or recesses or Summits or Fridays or whatever) as well as to an
administration's life cycle (elections cast long shadows, in all directions
and relationships, between the Prime Minister and his/her Cabinet colleagues or
between the colleagues themselves are always changing as reputations are

mysteriously made or lost). 1 this makes neralisation difficult or

trite. But let me try.

A Unit like the CPRS should be a4 wide range of
| ST Ty RE I > 3 "o / Ly - t
be kept very busy. 1 1 t of Cmnd.4506 enjoined the

= L g Mo 0y ' YA § . :
for Ministers collectively not for the Prime Minister notice, or any

for the Cabinet as a whole All other civil servants work

a departmental framework and work ultimately and for an individual

inister and within his/her policy fr: yrk The CPRS is thus uniquely

privileged in being able to transcend this limitation but it nevertheless has,
in offering advice, to be see » be helping individual

their policies and decisions the Covermment's strategy as a whole. This

task can be carried out in a variety of with the balance, or -mix, varying

from time to time and from administration to administration.

across the board, of




*
the problems facing the nment both in the shorter and longer term. The
results of this exercise can be presented to Ministers in a variety of ways
depending on taste and circumstanc Alterna ly these reviews
used merely to keep track of
gaps, tensions or omissions in the policy maki Process ften such
suggest subjects which may ire in de - they can give early

warning of decisions which are likely to be c¢ before Ministers and on

which the CPRS should

Major studies.

Normally the CPRS is involved in two - e major studies at any one

The subjects and results are usually kept confidential but examples of

exceptions to this general rule a: STEY servation (1974); the Future

of the UK Power Plant Manufacturing idus v (1976) Population and the

Social Services (1977) and Education Training and Industrial Performance (1980).
These reports are similar to the output of a . Tank of the classical RAND/
Brookings Institute type and their production helps up, amongst the members

of the CPRS, a specialist c¢ tence in certail cy areas This is necessary
both for other activities and for the maintenance of a rree of professionalism
in certain kinds of policy analysis e initiative for these in-depth studie

may come directly from Ministers (often a Cabinet committee) or from the CPRS

itself.

Programme analysis a

Cmnd. 4506 initiated a forma system of stock taking (the PAR system) whereby

major policy areas yften defined 1n igetary 5y, Were | e reviewed by

the rélevant department(s) in conjunction with Treasury,6 the Civil Service

Department and the CPRS according 1 regular cycle Enthusiasm in Covernment

for a formal PAR system has waxed and waned the years but the need for




some sort of regular revies 38 15 generally The difficulty

has been to find a device set of devices) whereby enthusiasm for the

review process can be kept alive and periodically rekindled. The trouble is
| I | :

that such reviews are often technically very difficult to di -ake up an

immense amount of tin frequently produce results which are

10 great

Ministerial interest present there seems to be a distrust

formalities of the PAR system and a greater reliance on ad hoc

individual entrepreneurship as encouraged by Sir Derek Rayner's efficiency

audits - with their "Rayner's Raiders" overtones. It is sad, but I suspect

inevitable, that these two styles should be seen as mutually exclusive.
] = 7

Preparation of collective briefs.

The CPRS sees the papers prepa red for discussion i abinet and f Pahr net
committees and it decides whether or not tc . - brief for Ministers on
any issue raised in | - : Much of the ex a lot of the
tension of bang in

ollective to ensure that discussions

in Cabinet and Cabinet comn Cee meetings do not degenerae into arguments between
the two or three ! sters with a departmental axe to grind whilst a silent
majority - insufficiently brief by their own departments to realise what the
fuss is all about or to app:z the consequences a decision one way or the
other may have for the Government's general strategy looks on. An important
part of the CPRS's 3k 1s to generate st Ministers a.demand for briefing
of this kind and more presumptuous (or entlally dangerous)

imagined. For on any one issue there wi

not regard th

sters (including the Prime Minister) can be expected to harbour the

thought that the CPRS has outlived its usefulness. The fact that the CPI

O
Ao |

has survived demonstrates, 1 se, better than anything else that the




reactions has

however !

of the Cabinet
depends on the Cabinet Office secretariat for *h routine information.
return the Cabi Office s tariat sometimes will look for help from

das i"."";ji[".‘

CPRS in areas w e there might be particular expertise - this w

O .

but by no means exclusively, t of scientific and technelogical matters
In addition members of 2 CPRS are in const t civil servants
in other departments; btaining informat fol g uj sterial decisions;
keeping in touch with policy developments so on. All 11s takes time,

much of

the day-

present to

Special role of

I was unique : ngst members of the CPRS in having a speci

Scientist. It is. I suppe a tribute to the perceived importance of science

and technology and the strength of the science lobby, that I should have been

S.ilgt‘;lﬁ!d out and tl we did not also have : hief Economist : Chief Sociol t.:;—'_-.',fs;t

&5 — although it would often have been ﬁ';sj, » to iden ff; amongst colleagues
course,

that the special ] » carried with it so » speciz responsibilities I had

a specific responsibility for some aspects of our s ific relationships with

l'.UI-':E-:;n countries for example, nad al had a particular |-[a'.i-II!|.".!.![.'sI]‘[:-' for

Applied Research

a number of




committees responsible for various aspects of our national scientific and
technological policy such as the Advisory Board for the Research Councils (ABRC)
and the co-ordinating Committee of Chief Scientists and Permanent Secretaries

Hogr which has been identified as a

designed to f£ill that
fundamental weakness of the highly decentralised policy making system established
as a consequence of the Rothschild Report in 1972.
In acquiring a Chief Scientist the CPRS thus got much more than another
scientifically qualified member with a fancy title. It now had formal access
to a standing Council (ACARD) of extremdy distinguished (and, as it proved,

hard working) industrial technologists and representation on ABRC as well as

the co-ordinating Committee of Chief Scientists and Permanent Secretaries and a
diversity of international bodies. In bureaucratic terms this carried with it
the opportunity for a different kind of influence as we as the implication

of a changed style of work — at least as far as ientific/technological issues
were concerned. In 1976 the members of the CPRS were rathe ipprehensive about
what this would mean for the Unit as a whole bu as things turned out, I believe

that this added dimension to the CPRS's activities s thened the organisation

considerably. The ACARD reports:

The Applications of Semiconductor Techno

Industrial Innovation (1979)

Joining and Assembly : the Impact of Robots and Automation (1979)
Technological Change : Threats and Opportunities for the United Kingdom (1980)
Computer Aided Design and Manufacture (1980)

R & D for Public Purchasing (1980)

4
8
Information Technology (1980)

Biotechnology (1980) - a joint report

Facing International Competition (1982)

The Food Industry and 1 echnology (1982).
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were:
never .!.1."\:\."{‘ d one |Jt_'T_§4L‘:E L‘L‘Zl[l‘;;
than three months . the very most);

third or more of the

studies if you can (or

always ensure that an individuad has a mix of types of work;

ensure that someone who 1s a "senior"” in one team is simultaneously

a "junior" in another;

nourish the contacts individuals have with genuine "Think Tanks"

outside the bureaucracy - especially where they are looking at policies

or areas which go against tl declared policy interests or prejudices
unter cultural' but do not invest much

CPRS staff

1

the CPRS there can be

at one time or another.

judge how effective

judge how effective

CPRS has been over t years I belonged it . was extremely hard
work, tremendous fun and a marvellous educatior L dn ave missed it for

worlds but that is hardly an evalua o T - I can do is quote

Sir Kenneth Berrill's words at the iclus to his article on the CPRS in .1977;

"CRPS believes that in various ways whether by long-term strategy papers, major

studies, collective briefs, participation in PAR's or interdepartmental committees
has, at a relatively, small cost, both helped to improve the machinery for
cision—-taking at the centre and epartments to relate their indivudal

policies to the Government's strategy
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¥

prevented from certain kinds of acts or ways of . The apocryphal "perfect"

newspaper headline "Bishop in Sex Change drama dashes to Palace"

expresses what I
mean perfectly. do not k that such people need our sympathy - after all

presumably they chose their jobs knowing what was in store - but they do need to

recognise that because of their position they wi be offered (and need) support

of a variety of different 15 tual, administrative/managerial, physical,

emotional, political 1 tl T 4 ) — and nothing is more fatal than for them

to muddle these up I the CPRS was set up to give intellectual and administrative

support to the Cabinet. 1 ill-equipped to give political advice. Yet Cabinet

e 1

Ministers have to deal with problems which always have a political dimension and
are frequently tempted to expect that from the CPRS - especially if they have come
‘ely on and appreciate the tellectual advice they have been getting. There

is one further, very significant aspect, of this symbolic role and the loneliness

and responsibility that goes with it \11 need some sort of emotional comfort and
support and the spoils of e have ally always included the possibility
of personal indulgences - powe as H Kissenger has recently pointed out, is

16 first nor

jreatest aphrodisiac known - and President Kennedy was neither the

last to capitalise on this. The temptation tc ) 2 lovers, husbands,
5 L ] :

chauffeurs, hairdressers, old school c¢ ind especiall y relatives for
advice and support fields other than the ional /personal is ever present and

<l

often disastrous. The for a ' 'ruler® it rust his intuition or

instinctive 'gut'feelings is ays strong because of the uncertainty inherent

ich he or sments. Those who

offer emotional/personal support and they do it consciously or

s L I

not, pander to that temptation because wha bey are interested in is the

person not as the centre of a decision taking and making process.

advice directed at
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