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Thank you for your further letter of 1llth July about the Type 23
frigate programme.

I note
substantive
expenditure
by it since
some detail.

concerin.

The relative cost-effectiveness of expenditure can be addressed

at a number

a. between each of our main defence roles - nuclear,
defence of the UK, maritime, contribution in Europe (plus

out-of-area) ;

b. within each of these roles, between different ways of
performing a task - for example, the contribution of
submarines, aircraft and surface ships to Anti-Submarine

Warfare;

The Rt Hon John Major MP
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THE TYPE 23 PROGRAMME

your concern that there does not appear to be any
analysis of the relative cost-effectiveness of

on frigates, although I must say I was somewhat surprised
our officials have, I understand, discussed the issues 1in

I can assure you that there is no basis for your

of different levels, for example:
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C.

ships, between the contribution of ships with different
characteristics and optimised to provide particular
capabilities (anti-submarine warfare, anti-air warfare and
SO on);

d. between maintaining older ships in service and
bringing in new ones.

Within my Department, issues at each of these levels are always under
consideration and the work of the staffs concerned is informed by a
substantial body of operational analysis (conducted by the Defence
Operational Analysis Establishment and individual research
establishments according to the nature of the study concerned)
together with comprehensive financial information, including -

wherever appropriate - an investment appraisal.

None of this work can, however, by its very nature avoid the
need for difficult judgements, particularly where force levels are
concerned. This is because, amongst other things:

a. in our wartime tasks jwe intend to fight as part of an
Alliance and our own contribution has to be set in that
context. In the case of the maritime campaign, it is; of
course, relevant that the main responsibility for
providing ready forces in the Eastern Atlantic and Channel
at the outset of hostilities is likely to fall on the
Royal Navy.

b The analyses we conduct have to make assumptions

about Soviet force dispositions which may,in the event)

prove over-optimistic. The HCDC have, for example, been
somewhat sceptical about the approach taken by my
representatives which played down the initial Soviet
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submarine threat in the central Atlantic in war and
therefore the need for direct defence provided by
destroyers/frigates. The judgements reached are
inevitably scenario-dependent.

Cs We have to allow for the unexpected and to make
assessments in conditions of considerable uncertainty. To
take relevant examples, the rate of Soviet progress in
quietening its submarine force, or, in the Persian Gulf,
the diversity of the Iranian threat, have both perhaps
exceeded our earlier expectations.

While we need to bear these points in mind, I should be happy to
make available to your officials a summary of relevant operational
analysis in the maritime area and for there to be discussions with
the experts concerned. The visit already arranged by one of your
officials to DOAE should also help generally to clarify the important
contribution which operational analysis can make, as well as the need

for care in interpreting its results.

Against this background, the distribution of resources between
our main defence roles must ultimately be a political decision
informed of course by expert advice. Within the maritime campaign,
the Major NATO Commanders have identified a requirement for a RN
destroyer/frigate force considerably in excess of 50 but we have
persuaded NATO to limit the highlighted force goal to the exact
figure of 50. As I explained in my earlier letter, developments
since 1981 have, if anything, strengthened the case for frigates
particularly in the towed array role. While there would be a good
case for increasing our contribution in this area and this is not
something we should rule out for all time, I myself believe that the
Government's defence interests as a whole are best served by
retaining the "about 50" approach.
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Turning to the contribution of different types of surface ship
within the "about 50" total, there are clearly important force mix
issues which can be informed by operational analysis. We need, for
instance, to consider the long term mix between ASW and AAW optimised
ships and their characteristics. But the place of a Batch 1 Type 23
programme of 14-15 ships is not in doubt.

As to "productivity", there are a number of potential
misconceptions. In looking at the balance of the Fleet between older
and newer ships, account must be taken of capability as well as of
running costs. There is no doubt in these terms that the Leander and
Type 21 frigate classes are reaching the end of their useful lives,
and need replacement or a major ship life extension/capability
updating programme which would provide only a small further increment
of life. I assume that the Treasury are not challenging the decision
made in the 1981 Defence Review and followed through in our
reductions in dockyard capacity that a short life/minimal capability

updating policy is more cost-effective.

Thus I see no case for moving away from the judgement reached
collectively in 1981 that a destroyer/frigate force of "about 50
ships" is needed, and I believe we must plan our warshipbuilding
programme accordingly. Given the number of older ships reaching the
end of their lives, any move to a new force level within realistic
limits, whether higher or lower, would take time to accomplish and
would not affect the need to go out to tender early next vyear for a
further substantial batch order.

Finally, there is the question of "productivity" in meeting
peacetime commitments. The qualities of the surface ship, compared
with those of a submarine or other forces, give it a particular
utility in support of diplomacy and in operations short of war.
Moreover, my own perception and that of outside commentators,
including the HCDC, is that the Fleet is being run harder than any
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other equivalent force for which we possess information. There has
been a considerable shift in the ratio of sea to shore service from
40/60 in 1981 to 53/47 now as part of our drive to improve
productivity. I am not prepared to consider reducing "base-port"
time since the implications for retention and therefore training
costs are clearly adverse. Since, however, I am not seeking to
provide additional ships to meet peacetime tasks, I can see no reason
why you should wish to press the productivity point. We could do
more with double-crewing but again I assume you would not wish to
make available additional funds. In short, no useful purpose would
be served by a study in this area.

I turn finally to the political dimension. I was grateful to
you for your agreement to the order for three Type 23s announced by
Tim Sainsbury which has clearly helped to defuse the surface fleet
issue. But there remains considerable scepticism about our
intentions. As my Private Secretary explained in his letter to
Charles Powell of 8 July, I believe that the best way to handle the
pressure in Parliament and the press is for the Government to respond
quickly to the HCDC report by means of a Command Paper before the
House rises, so that the issue does not continue to fester -
including amongst our own supporters - into the Autumn. I suggest we
should respond positively and firmly but without adding to the
Government's existing commitments on the future of the surface fleet,
in advance of our discussions in PES. I attach a draft couched
accordingly. I should be grateful to have any comments from you, and

copy addressees, as soon as possible.

I am sending a copy of this letter and the attachment to the
Prime Minister, the other members of 0D, 12& Chief Whip, and to

N {AJNI

Sir Robin Butler.

George Younger
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MCMVs, patrol vessals and hydrograﬁhic ships, . nor with ltl‘
amphibious and niscel;aneout ships. The Royal Navy’s surface
fleet consisﬁs of 143 commissioned vessels, supported by 25
front-line RFAs. It is the sec?nd most powerful surface force
within NATO. The Government welcomes this npportunitépnnce again
to make known its intentions for the Royal Navy’s surface fleet.
It presents the following observations on the report.

L=

The Role of the Royal Navy in Peacetime (Part II)

2. The Government notes the Committee’s concern that the
pressure of peacetime tasks, notably the Armilla patrol, is
leading to overstretch, with 1mp11hations'for morale and
retention of personnel. The Government 1l'acute1y conscious of
the need to avoid peacetime overstretch. As was explained.fo the
Committee, there is a policy of limiting the amount of time each
ship spends away from its bﬁﬁéﬂﬁbft, even thnugh.the'effééfi of
this policy are substantially to reduce peacetime availability
and to require a roulement of éhips to Armilla and pthﬁr foected '

Tasks. These limits on peacetime operating patterns have not
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ensure that ships continue to spend a substantial prnportinn of

their time in base port. The Royal quy.will continue to
participate in NATO exercises, however, and will work with the
NATO military authorities and our Allies to ensure that exercises

are directly relevant to our training needs.

Role of the Royal Navy in Wartime (Part III)
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4. The Government notes the Committee’s comments on NATO'’s
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The Age and Capability of the Destrozcr/rrigata Fleet (Part V)

8. The Government rejects the Cnnnittoe's conclusion that the
escort fleet will be maintained at about 50 by retaining in

service "older vessels which had been approaching the end of
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substantial additione to_plans for the surface fleet were made

following the Falklands campaign, including the retention of the
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fully-armed AORs, deserves further examination.
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presunably_help to allay these, concernl. 5

22. The Government notes theté&iiiiid?ii conclusion that a -
defence review should be conducted if sufficient money is nét
available tor all the UK'; defence co-iit-entl. The Government
has provided substantial additional ‘resources !or defenco,>

including additions in the last Public Bxpenditure Survey round,

so'Eha; commitments ‘can be sustained. There is thus no
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