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1. I t i s time to c o n s i d e r our p o l i c y f o r C i v i l S e rvice numbers a f t e r 

A p r i l 1984. We are on course to achieve the t a r g e t of 630,000 by that 

date. We need to s e t t l e what i s to f o l l o w i n time f o r our d e c i s i o n s 

on the 1983 P u b l i c Expenditure Survey. 


2. The annex to t h i s paper c o n s i d e r s what form our p o l i c y a f t e r 1984 

should take. 

3 ' The p o l i c y adopted i n 1980 has been s u c c e s s f u l . We s h a l l have 
removed 102,000 posts (14 per cent) i n our f i r s t term of o f f i c e . For 
the reasons set out i n the annex, I b e l i e v e that we should maintain t h i s 
P o l i c y i n our second term, but can improve on the way i n which i t has 
worked so f a r . 

^' In b r i e f , I propose t h a t : 

a. we should again s e t t l e manpower t a r g e t s f o r a date s e v e r a l 

years ahead: I suggest 1 A p r i l , 1988; 


b. the o v e r a l l t a r g e t should be c o n s t r u c t e d on the b a s i s of 

the t a r g e t s f o r each Department (not, as i n 1980, the other 

way round); 


c. once t a r g e t s have been e s t a b l i s h e d , they should be reviewed 

as necessary a l o n g s i d e expenditure plans i n each successive Survey. 


We are not yet i n a p o s i t i o n to s e t t l e the t a r g e t f i g u r e s . Present 

P l a n s , as shown i n the 1982 Survey, show some c o n t i n u i n g r e d u c t i o n s 

between A p r i l 1984 and A p r i l 1986. But we need to improve on these, and 

o e s t a b l i s h the maximum scope f o r f u r t h e r r e d u c t i o n s over the two years 

o l l o w i n g . I t h e r e f o r e propose the e x e r c i s e set out i n paragraphs 18 to 


of the annex. This would i n c l u d e the C i v i l S e rvice component of the 

Operation on c o n t r a c t i n g - o u t on which the C h a n c e l l o r of the Exchequer w i l 

b e
 making f u r t h e r p r o p o s a l s . 
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°. I i n v i t e c o l l e a g u e s to agree t h a t : 

a. there should be a review e a r l y i n 1983 to i d e n t i f y and 

q u a n t i f y the scope f o r reducing C i v i l S e rvice manpower between 

1984 and 1988; 


b. I should w r i t e to M i n i s t e r s e a r l y i n January about the d e t a i l 

of the assessments they are asked to make f o r each of t h e i r 

Departments; 


c. r e p l i e s should be sent to me i n the f i r s t h a l f of March; 


d. a f t e r any b i l a t e r a l d i s c u s s i o n s that seem necessary, I should 

r e p o r t back to Cabinet i n May w i t h proposals f o r new C i v i l Service 

manpower t a r g e t s up to 1988; 


e. s t a r t i n g w i t h the 1983 P u b l i c Expenditure Survey, manpower 

and expenditure plans should then be reviewed i n p a r a l l e l each year. 


L B 


Treasury Chambers 


 December 1982 
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MANAGEMENT IN CONFIDENCE 

P O L I C Y ON CIVIL SERVICE NUMBERS AFTER APRIL 1984 

note considers the Government's policy for c i v i  l service numbers 
after April 1984. (It does not discuss other public services such 
a s the National Health Service or local government.) 

2« When the Government came into office, there were 732,000 c i v i l 
s e ^ants . In May 1980 the Prime Minister announced to P^liament 
a target of about 630,000 by April 1984. By 1 October 1 9 8 2 the total 

655,000. Thus, of the planned reduction of 102,000 the achieve
up to October was 7 7 , 0 0 0 . The Government is well on the way to 

achieving the 1984 target. Departments are working to individual 
t a rgets which wi l l produce this result. 

3. 
v/e should now consider policy for the future after 1984 and a 

for pursuing i t . In due course both wil l need to e announed 
^ U c l y . Ls paper suggests a general decision before the end of 
^ 2 . There is already some public debate. For example the OBI 
h*s suggested that the present rundown should be contmued for a 
^ther year to April 1985, which at the present rate would imply 
a further reduction of some 20,000 to 610,000. 

4 . 
ĥe Government has announced its drive to improve c i v i l service 

dement, especially financial management (Cmnd 8616). Future 

oth*

y°licv 
 ̂ <* on manpower should be part of that drive, and capable of 

ne e xPlained both publicly and to staff as consistent with its 
e r elements. 

-S êa for a. p o l i c  y on numbers; and its nature 

5 

G- v »° V e r n m e nO X J U n e n i i 1  continue to need a specific policy for civj  win^  w i l' t8 e  ^ i c  6  continue to need a specific policy for c i v i  l 
n u m b e r shot t*v,6 « Its policy for its first term of office has been 

To abandon this for its second term would be a b l y successful. f e * s i b l  . The ePol re are excellent reasons for continuing a specific 

i  . The annual c i v i l service pay b i l l of some £5 b i l l ion is a 
s i 

;zeable element in public expenditure. It merits direct 
1 
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If 
control and restraint of numbers as well as of pay rates, 
the pressure were relaxed, numbers and costs would certa 
creep up again. 

i i  . Experience shows that a tight policy on numbers: 

-	 helps to stimulate the cr i t i ca l scrutiny of functions 
and priorit ies , and of the scope for curtailing* 
privatising and contracting out government activi"tie 

-	 helps to check the propensity to expand government 
activities and expenditure; 

-	 stimulates and encourages as nothing else does an 
effective drive for greater efficiency and improved 
performance. 

d i	 r6 . For analogous reasons the trend elsewhere is towards ^ g 

control of manpower numbers; the Government is encouraging 

in the public services, for example in the NHS. And in prac 

some forward planning of c i v i l service manpower is necessary 

anyway: 


i  . Public and Parliamentary interest in the size oi »** 
service wil l persist. It wil l be necessary to continue ^ 
publish in the Chief Secretary's memorandum at the time 

_ y, f o r 
Budget the numbers for the beginning and end of "the ye f f  ' g t a  

which provision is made in the Estimates, and to publish 
in-post figures quarterly during the year. 

c	 ri i  . It is necessary to take administrative and stan
•in eactt 

ture fully into account, including manpower numbers, 
successive Public Expenditure Survey. 

i i i  . Because of constraints on dismissal and costs oA soi^r

ancy, and in the interests of rational recruitment and pe ^ 
management, changes in manpower levels have to be plann 
advance. 

Present plans and prospects 

7. Departments' present plans as reflected in the 1982 Survey 
2 
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a continuing but slower rate of decline: to 623,850 in April 1985, 
to 621,150 in April 1986. 

o 

• In addition, present plans include two major further reductions 

D efore the end of the decade: 


a. Hiving-off the ROPs (perhaps before 1986), which in theory 
would reduce c i v i l service numbers by 25,000, in practice by 
perhaps 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 wi l l require substantial capital investment, not a l l 
yet provided for in expenditure programmes. The staff savings 

a^ise mainly after 1986. They might amount in a l l to 12,000
15,000 before 1990. But computer projects are liable to s l ip-
Page, and their staff 3aving3 with them. 

9. 	
Some other smaller savings are also planned in the Inland Revenue, 
and Scottish Office. These however are more than offset by 

sPective additions in the Home and Scottish Offices (for prisons) 
he Inland Revenue (for non-domestic rating revaluation), and in 

th 
Departments of Trade and Industry. The net effect of the se 

D e an increase of around 2,000. 
10 . Thus on present plans c i v i  l service numbers may be expected to 

°line further to around 605,000 by the end of the decade; or to 
0 u nd 585,000 i f credit is taken for the hiving-off of the ROPs. 

n , 
a r t	 f r*ty* om major policy changes, these numbers wil l be affected 

^ C o n o i r » i c^ 	   and other developments, notably by changes in unemploye
 

A : f u r " b n e r
ih n'  iarge rise or a fa l l wil l affect staffing levels 
Employment and (to a lesser extent) the Inland Revenue. 

12 . 
• In addition there can and should be further improvements in 

l e n c vob « Much has already been done, and some of the most 
V i  ous steps already taken. But the continuing high returns from 

i e sfo » staff inspections and reviews indicate that the scope 
Action remains wide, and the current drive to improve management 
^crease the use of information technology should produce worth

e s u l t  s over the next 5 years. As the White Paper pointed 
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o u t , t h e r e i s a c o n t i n u i n g n e c e s s i t y t o r e v i e w t h e f u n c t i o n s 
o f 

G o v e r n m e n t , t o e l i m i n a t e t h o s e t h a t a r e u n n e c e s s a r y o f no l o n g e 

r e q u i r e d a n d t o e n s u r e t h a t t h o s e t h a t a r e k e p t a r e done as 

e f f i c i e n t l y a s p o s s i b l e . (The L o r d P r i v y S e a l h a s c i r c u l a t e d 
t a l c ep r o p o s a l s f o r c e n t r a l l y c o - o r d i n a t e d e x e r c i s e s i n 1 9 8 3 t o

j_ o rg as 

p l a c e a l o n g s i d e M i n i s t e r s ' d e p a r t m e n t a l e x e r c i s e s . ) I n most °

o f w o r k a c c o r d i n g l y t h e r e s h o u l d b e a p r e s u m p t i o n t h a t a s m a H e 

n u m b e r s h o u l d b e n e e d e d t o c a r r y a g i v e n w o r k - l o a d i n 1988 t h a n 

i n 1 9 8 4 . 

L e s s o n s o f t h e 6 3 0 , 0 0 0 O p e r a t i o n 

1 3 . T h e 6 3 0 , 0 0 0 o p e r a t i o n h a s d e m o n s t r a t e d t h e m e r i t s o f f i  x i n ^ 
duc

a t a r g e t f o r s e v e r a l y e a r s a h e a d . I t i s c e r t a i n t h a t l a rge*" ^ 

t i o n s h a v e r e s u l t e d , a n d m o r e q u i c k l y , t h a n w o u l d h a v e b e e n 
j ^ i t h 

o t h e r w i s e . T h e r e c o r d o f t h e C i v i  l S e r v i c e , when c o m p a r e a 

t h e N a t i o n a l H e a l t h S e r v i c e a n d l o c a l g o v e r n m e n t , p r o v i d e s 
t o  a l 

The t a r 
a t ,s u p p o r t f o r  t h e v i e w . D e p a r t m e n t s , t o  w i t h t h e i r f o r w a r d t a r g e t s  h a v e h a d t h i s o p p o r t u n i t y  p l a n  r e d u c t i o n s 

g e t s h a v e b e e n t i g h t e n o u g h t o a c t a s a s t i m u l u s t o e f f i  c l 

a n d h i g h e r p r o d u c t i v i t y , a n d t o o b l i g e d e p a r t m e n t s t o e x a m i n  e 

r L e S c r i t i c a l l y t h e n e e d f o r e x i s t i n g f u n c t i o n s , t h e s c o p e f °  -
A oDP° r 

l a b o u r - i n t e n s i v e w a y s o f a c h i e v i n g p o l i c y o b j e c t i v e s a n a 

n i t i t s f o r p r i v a t i s a t i o n . A l l t h a t h a s b e e n a c l e a r g a i n . 
• on °^ 

c o m D ^ n a t l1 4 . B u t t h e r e h a v e a l s o b e e n some p e n a l t i e s . The ^ 0 y m e n t 

a m b i t i o u s t a r g e t s f o r e a c h d e p a r t m e n t w i t h f a s t - r i s i n g unewp 
ew h i c h d e p l e t e d t h e c o n t i n g e n c y m a r g i n o f 1 5 , 0 0 0 l e f t l i t t l  ^ 

f o r m a n o e u v r e , made i t d i f f i c u l t t o d e l e g a t e a u t h o r i t y t o 
p v e n t e  d 

m a n a g e r s w h e r e t h e i r s t a f f n u m b e r s a r e c o n c e r n e d , a n d p r e 

some new i n i t i a t i v e s w h i c h w o u l d h a v e i n c r e a s e d s t a f f  ° u t W 

h a v e b e e n f i n a n c i a l l y b e n e f i c i a l . 
i 's not 

1 5 . I t i s a l s o c l e a r t h a t d o w n w a r d p r e s s u r e on n u m b e r s J- ^ Q J  I 

e n o u g h b y i t s e l f . I t i s n e c e s s a r y t o t h i n k t h r o u g h t h e r e dd u c e  

o f f u n c t i o n s s o a s t o m a t c h a s m a l l e r n u m b e r o f s t a f f  t 0 

i e W t ° 

w o r k l o a d a n d t o k e e p up t h e i m p e t u s o f s c r u t i n y a n d r e v i e 

t e s t t h e n e e d f o r w o r k i n g p r o c e d u r e s a n d t h e s c o p e f o r e c o n ^ 

on t h e g r o u n d . I t w i l  l a l s o b e n e c e s s a r y t o i n v e s t i n  ° r d e 
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s a v e ( s e e p a r a g r a p h 8 a b o v e on c o m p u t e r s ) , p r o v i d e d a l w a y s t h a t 


manpower a n d e x p e n d i t u r e p l a n n i n g move c o n s i s t e n t l y t o g e t h e r 


w i t h i n t h e G o v e r n m e n t ' s o v e r a l l e c o n o m i c s t r a t e g y . 


1 6 . T h e a i m o f n u m b e r s p o l i c y a f t e r 1 9 8 4 s h o u l d t h u s b e t o m a i n t a i n 

t h e a d v a n t a g e s o f a t a r g e t p o l i c y , i n s u c h a way a s t o m a t c h i t 

more s y s t e m a t i c a l l y w i t h t h e c u r t a i l i n g o f f u n c t i o n s a n d t h e 

i m p r o v e m e n t o f e f f i c i e n c y , a n d t o make i t a c o h e r e n t p a r t o f t h e 

G o v e r n m e n t ' s w i d e r p o l i c y f o r g o o d m a n a g e m e n t . 

P r o p o s a l s f o r p o l i c y a f t e r A p r i l 1 9 8 4 

1 7 . A n e c e s s a r y f i r s t s t e p i s t o r e a c h a j u d g m e n t on t h e s c o p e 

f o r f u r t h e r r e d u c t i o n s i  n t h e G o v e r n m e n t ' s s e c o n d t e r m . T h e 

f i g u r e s i n t h e 1 9 8 2 S u r v e y ( p a r a g r a p h 7 a b o v e ) r e f l e c t t h e c o n 

s e q u e n c e s o f d e c i s i o n s a l r e a d y t a k e n a n d e x t e n d o n l y t o A p r i l 1 9 8 6 . 
T h e y d o n o t p r o v i d e a n a d e q u a t e b a s i s f o r s e t t i n g a n a i m w h i c h i s 

^ u g h b u t r e a l i s t i c f o r t h e l i f e t i m e o f t h e n e x t P a r l i a m e n t . 

1 8  - It is therefore proposed that the Treasury should conduct a 
aervice-wide exercise early in 1983 to establish a basis for 
^antifymg reductions up to April 1988. The Chief Secretary would 
W r i t e to his colleagues early in January asking for written reports 
e a r  l  y in March which would assess for each of their departments:

(i) Taking the manpower figures to 1 April 1986 shown in the 
I*ublic Expenditure Survey as the starting point, and taking 
ful l account of the scope for further improvements in efficiency, 
what would be the lowest practicable limit for c i v i l service 
staff in post for each year from 1 April 1985 to 1 April 1988 
inclusive on the basis of present policies (projected beyond 
the end of the PES cycle); 

( i i ) What would be the manpower and expenditure implications 
°f any new policies or initiatives which are already envisaged , 
hut are not yet incorporated into departments' PES programmes; 

5 
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( i i i ) W h e t h e r a n d how t h e y c o u l d r e d u c e t h e f i g u r e s p ropos 

a t ( i ) a b o v e b y 5% o r 10% b y a c o m b i n a t i o n o f 

a( a ) f u r t h e r i m p r o v e m e n t s i n e f f i c i e n c y i n v o l v i n g

c h a n g e i n p o l i c y ; 

( b ) f u r t h e r p r i v a t i s a t i o n o r c o n t r a c t i n g - o u t ( ° n 

w h i c h t h e C h a n c e l l o r w i l  l be m a k i n g p r o p o s a l s ) } 

( c ) o t h e r new i n i t i a t i v e s o r p o l i c y d e c i s i o n s to 

r e d u c e c i v i  l s e r v i c e t a s k s a n d t h e manpower they 

r e q u i r e . 

, 1 d pay 
1 9 . I n a s s e s s i n g d e p a r t m e n t s ' r e s p o n s e s , t h e T r e a s u r y W O U J 

r e g a r d t o e a c h d e p a r t m e n t ' s p a s t r e c o r d , i t s s c o p e f o r f u r t h e r 
•nt -eres ts 

r e d u c t i o n s , a n d t h e n e e d f o r c o n t i n u e d p r e s s u r e i n t h e 

o f i m p r o v i n g e f f i c i e n c y a n d p r o d u c t i v i t y . I n t h e l i g h t o i 
ea s s e s s m e n t , t h e C h i e f S e c r e t a r y w o u l d r e p o r t t o h i s c o l l e a g u 

n u m D e r  S t h e e n d o f May 1 9 8 3 on t h e p r o s p e c t s f o r c i v i  l s e r v i c e
a n d p r o p o s e b o t h a t a r g e t f o r e a c h d e p a r t m e n t a n d , b y ag »t i n s 
t h e s e , a t a r g e t f o r t h e C i v i  l S e r v i c e a s a w h o l e . As b e f o r e * 

m a r g i n m i g h t b e a d d e d t o t h e l a t t e r f o r c o n t i n g e n c i e s . 

2 0 . T h e o b j e c t i v e w o u l d b e t o s e t t a r g e t s a t a l e v e l w h i c r 

c o n t i n u i n g p r e s s u r e t o a c h i e v e i m p r o v e m e n t s i n e f f i c i e n c y  w l 

e n a b l i n g d e p a r t m e n t s t o p l a n t h e i r f u t u r e m a n p o w e r i n an ^ 

w a y , c o n s i s t e n t b o t h w i t h t h e i r e x p e n d i t u r e p l a n n i n g more  £ e l ^ 

a n d w i t h t h e d e v e l o p m e n t o f t h e i r p l a n s f o r i m p r o v i n g f i "  a n C 

m a n a g e m e n t . 

2 1 . I t w o u l d t h e n b e b o t h n e c e s s a r y a n d d e s i r a b l e t o p
. orgetS 


af i g u r e s . T h e r e w o u l d b e a s t r o n g p r e s u m p t i o n t h a t t h e  ^ •  t 0 

w o u l d b e a d h e r e d t o b u t t h e G o v e r n m e n t w o u l d r e s e r v e t h e 

a l t e r t h e m i n e i t h e r d i r e c t i o n a n d e x p l a i n w h y . 

•(-men 
2 2 . Once t h e i n i t i a  l t a r g e t s h a d b e e n s e t f o r e a c h d e p a r  g J 

w o u l d b e c o n s i d e r e d e a c h y e a r i n t h e c o u r s e o f t h e S u r v e y v , 
t 3 woU J

a l o n g s i d e t h e c a s h e x p e n d i t u r e p l a n s . T h e i n i t i a  l t a r g e t en C  

an o t ( a s t h e y d i d i n t h e 6 3 0 , 0 0 0 e x e r c i s e ) t a k e c r e d i t i n

6 
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m a n p o w e r r e d u c t i o n s c o n s e q u e n t on m a j o r p o l i c y d e c i s i o n s n o t 
V e t t a k e n . M i n i s t e r s w o u l d t a k e new d e c i s i o n s r e l a t i n g t o e x p e n d i 

t u r e a n d m a n p o w e r a t t h e same t i m e , a n d w h e r e t h e s e p r o d u c e d 

E d u c t i o n s i n m a n p o w e r , t a r g e t s w o u l d b e l o w e r e d a c c o r d i n g l y . 

A l t h o u g h t h e t a r g e t s c o u l d n o t r e a d i l y b e a l t e r e d u p w a r d s , t h i s 
c ° u i d a l s o b e d o n e i  f a s t r o n g e n o u g h c a s e was made o u t f o r d o i n g 
s o . 

3«	 A p o l i c y o n t h e s e l i n e s s h o u l d b e r e l a t e d t o o t h e r p o l i c i e s 
a f f e c t i n g t h e management o f s t a f f w h o s e c a r e e r p r o s p e c t s h a v e 

a l r e a d y b e e n r a d i c a l l y a f f e c t e d b y m a n p o w e r p o l i c y . I t s h o u l d g o 
t o 8 e t h e r w i t h : 

a . g i v i n g s t a f f m o r e s a t i s f y i n g j o b s b y r e d u c i n g t h e n u m b e r 

o f l e v e l s t h r o u g h w h i c h w o r k p a s s e s a n d d e l e g a t i n g m o r e 

a u t h o r i t y t o m a n a g e r s i n l i n e w i t h t h e c u r r e n t i n i t i a t i v e 

on f i n a n c i a l m a n a g e m e n t ; 

b « i m p r o v i n g i n c e n t i v e s t o e f f i c i e n c y . P i l o t s c h e m e s f o r 

i n c e n t i v e s t o l i n e m a n a g e r s a n d t h e c o n s i d e r a t i o n o f " m e r i t 

P a y " i n t h e c o n t e x t o f t h e Megaw r e p o r t a r e r e l e v a n t ; 

c « f a c i l i t a t i n g t h e e a s i n g o u t o f l e s s e f f i c i e n t s t a f f a t 

a l l l e v e l s b o t h f o r i t s own s a k e a n d t o a v o i d t o o g r e a t a 

d e t e r i o r a t i o n o f p r o m o t i o n p r o s p e c t s ; 

d «	 i d e n t i f y i n g t h e m o s t a b l e s t a f f a n d p l a n n i n g t h e i r c a r e e r 

d e v e l o p m e n t . 

n i e f S e c r e t a r y ' s p a p e r f o r c o l l e a g u e s ( p a r a g r a p h 1 9 ) w o u l d 

he ^ P r o g r e s s on t h e s e m a t t e r s w h i c h t h e L o r d P r i v y S e a l a n d 
l n t e n d t o c o n s i d e r i n t h e e a r l y p a r t o f 1 9 8 3 . 

21. 	 T h e m a n p o w e r p o l i c y p r o p o s e d h e r e w o u l d r e q u i r e s t r i n g e n t 
n i s t r a t i o n t o e n s u r e t h a t t a r g e t s w e r e n o t a l t e r e d s u b s t a n t i a l l y , 
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- r j . wOUl^ 
•L T / b u t c o u l d b e m o d i f i e d i  f r e a l l y n e c e s s a r y o r d e s i r a b l e .

a l s o n e e d t o b e c a r e f u l l y p r e s e n t e d , b o t h t o P a r l i a m e n t and to 
f ke^P 

s t a f f a n d u n i o n s . I t a p p e a r s t o o f f e r a f e a s i b l e m e t h o d o i 
e et h e  n 

t h e a d v a n t a g e s o f t h e t a r g e t a p p r o a c h w h i l e p r o v i d i n g f o r v " 

o f m o r e c o h e r e n t p l a n n i n g a n d b e t t e r m a n a g e m e n t . 

8 

MANAGEMENT I N C O N F I D E N C E 



