¥DS /EF Priny Voavashy 4 ihandury i b W

AR ST Sy
DLI’ART’\‘lLIﬂ OF HEALTH AND SOCIAL SECURITY

e
- ALEXANDER FLEMING HOUSE

OI'V;L! ‘w: 7 MM . ELEPHANT AND CASTLE

WL
5[/

Soo e LONDON S.E.1
CIAL SEX
TELEPHONE: 01407 5522

|

MANAGEMENT — TN CONFIDENCE
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INTRODUCTION OF NEW TECHNOLGCGY AT NEWCAS CENTRAL OFFICE

I understand that you have been kept informed by your officiazls of the
course of some important negotiations over the last few weeks at my
Central Office at Newcastle over the introduction of some new eguipment
to assist the programme of recovery from the recent industrial dlmyu e on
civil service pay. I was on the point of writing to you and colleagues
affected to say that, in the face of the Unions' refusal to cor .operzte
with the introduction of this new equipment because of the lack of a nat
agreement on new technology, I was proposing to issue formal 131*“uc+19
the staff concerned, and relieve them from duty and send them home without
pay if they refused to comply. In that event, the Unions had threatened to
take indugtrial action at the Newcastle Central Office.
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I am glad to say, however, that I can now write a very different lettex,

to tell you and colleagues that, faced with our clearly expressed deter-
mination to take administrative action, the Unions have abandoned their
opposition and agreed to co-operate; and that the new machinery is alreedy
being used to speed the recovery process

The issue is very simple. The social security side of my Depariment
heavily engaged at the moment in clearing the large backlog of work cat

by the recent dispute over civil gervice pay. One of the major tasks
clear the immense backlog of work of getting some 35 million contributi
items on to the computer records for every contributor in the country, wi
are held at Newcastle Centrzal Cffice by a computer installation c“mﬂrlfzﬁ?
three ICL 1906A computers and associated peripheral equipment, including

18 line printers and some card reading machines. The normal anmial process
of recording these contributions has been seriously delayed this year,
because the contributions computers were closed down for the whecle of the
21-week industrial action. It cannot possibly be ccmpleted by th
date of the end of the year, which means that the n“nLlc gnd our
local offices are having *o cope under special modifi

are very rough and ready.
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The existing computers, line printers and card reade = IOV oggggete and
were due to ha ave been replaced by new equipment ; April. The replacement
also was delayed by the civil service pay dispute, and cannot now take place
in full before the end of November, On this basis it will be May or June
1982 before the backiog of existing contribution items is cleared, a date

so late that it will overlap into the cycle for next year and cause delays
to that also.

A solution lies ready to hand, in the new equipment, which has been tested
o ’ % - ¥
and is ready for action. The laser printers and new card readers can be
used in conjunction with the existing computers, and a suitable programme
for this has been written and tested. Using this neq equipment, the recovery
=
programme can be shortened and completed in good time before the rext annual
cycle is due to start.

The Unions have been content to accept the delivery and testing of the new
equipment, but_have not yet agreed to its introduction. They are taking a
gtand on their national policy, re-affirmed at their recent Annual Conference,
of absolute OEEOSition to the dntiroduction of anv new tccnﬂ logy until a
satisfactory national reement on this has been negotiated. 1 undersiand
thaf_?EEEE'EETIEEET‘EE%EEEE%IEEq have been going on for some two years now,
and that there is no prospect of an early agreement, because 1E!Ikuoqg want
such things as a 35-hour week and a sharing of any savings, with a guarantee
of no redundancics, mnone of which we are prepared to concede. Departiments
have meZfwhile been enjoined to make what progress they can in introducing
new technology, despite the Union opposition, and my Department has success-
fully introduced a number of items, including the Datalink between the
Newcastle Central Office and local offices, which the Prime lMinister ccmmended
last year.

Negotiations over the past fortnight with the Unions at Newcastle had failed
to reach any agreement for the immediate introduction of the new equipment.

I vas not prepared to accept what amounted to a Union veto which would have
delayed recovery action from their own pay dispute. I therefore propcsed

to instruct the staff to operate the new equipment and use the THD procedures
if they declined to do so.

The Unions at Newcastle initially reacted by threatening to black indefinitely
the new eguipment and to immobilise the whole of the contributlons computer
again, as they did in the recent pay dispute, by pulling out some 150 key
people. In further negotiations, however, my senior management spelled ouvi

to them very clearly our determination to proceed with administrative action
despite these threats. There were obvious risks in that course, but I
considered that to give way to the Unions a2t this stage over this issue would
simply be to encourage future opposition to the introduction of any new
technology and would leave us open to criticism that we had not taken a
measure open to us to speed up the recovery programme and minimise the dis-
ruption to the public from the civil service pay dispute.

I am happy to say that at the last minute the Unions withdrew their opposition
and agreed: -

(a) to the use of new card readers immediately to spe
process, which they had previocusly declined to se

ed the recovery
e used;

(b) co-operation with the introduction of the rest of the new
equipment (computers and laser printers) in a few weeks' time,




which they had previocusly withheld;

(¢) co-operation with the introduction of a new computerised index
in November, previously withheld.

We have also been careful not to give the Unions any commitment to defer
action on (g) as a condition of (a), so that we remain free to use (u)
soon as circumstances make that desirable.

My offrcials have kopn ; Dbﬂgrb lent in

hope that you would shar iew that this is a

ahcad w1th the lrtrouqctlon of new technology des
Hevenue in touch,

corrauvL

which is now being sr 1 1T and the I m

computers also serve I am therefore sending a

Geoffrey Howe, Norman Tebbit and the Prime Minister.
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NORMAN FOWLER
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MANAGEMENT -~ IN CONFIDENCE

Introduction of new technologz at Newcastle central
OFFice

The Prime Minister has Seen your Secretary of
State's receut letter to the Chancellor of the
Yuchy of Lancaster reporting that the Unions
have agreed to the introduction of new technology
in the Newcastle central office.

The Prime Minister 248 said that she would
like to congratulate Mr. Fowler on his determined
action, and on achieving a successfil outcome in
these negotiations.

I an copying this letter to Jill Ritter
(H.M. Treasury) and Marie Fahey (Department of
Lmployment), sl

WILLIAM RICKETT

p.

Lon B:::gxén, Esq.,
Depar t of Health and Social Security.
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