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ROOTS OF LOCAL GOVERNMENT REFORM

2l government in England spends around £40 million a year, a
=1 that has changed little in real terms over the past ten
rs despite constant complaints of Government "cuts". It houses
arter of the population, educates nine out of every ten
ren and provides services as varied as police and planning,
ilding control and burial grounds and refuse collection and

particular collection of services that councils currently
ry out are not the result of any carefully considered policy.
2e, such as control over markets and fairs, are the surviving
#lics of the activities of the medieval municipal corporations
- the various ad hoc agencies that operated where local councils
d not exist. Most, however, have been given to local government
various times over the past century and a half because
cessive central governments thought 1local councils the most
propriate avenue for implementing nationally determined

solicies. Police, public health, education, housing and planning
sre obvious examples.

The transfer of power and responsibilities has not, however, all
‘been one way. As some functions have been added, others have been
‘altered or taken away entirely. Some services have been taken
over by central government. As the welfare state has developed,
for example, looking after the poor has progressively become a
national government function. Local authority hospitals were
taken over when the National Health Service was created.
Municipal enterprises such as electricity and gas were

incorporated into state owned industries in the post-war wave of
nationalization.

Ignoring functions

As the functions of local councils have changed, so too have

their nature and structure, culminating in the radical reforms of
the early seventies.

Boroughs, which had existed from at least the tenth century, were
reformed in a series of Acts starting in 1835. Major reforms were
introduced by the 1888 Local Government Act,[l] which established
elected county councils to replace the largely appointed
individuals and bodies previously responsible for the provision
and management of services outside the boroughs, and the 1894

Local Government Act, which reformed parishes and established
district councils.

In 1963,

local government in and around London was completely

[1] This Act appears to be the first occasion upon which the
phrase "local government" is used in English legislation.



‘eformed with the creation of the Greater London Council and the
w London boroughs. In 1974 the structure of local government in
e rest of England was replaced by a pattern of county and
istrict councils, modified in 1986 by the abolition of the GLC
ad the six metropolitan counties. Within those areas the
sxisting district or borough councils became all-purpose
athorities.

ables 1 and 2 below indicate the current levels of expenditure
those councils on the provision of services to their local
sidents.

able 1 Budgeted income and expenditure 1987/1988

ates 16,913,951 53.85
late Support Grant 12,384,513 41.09
omestic Rate Relief 716,999 2.36

lances 421,145 1.38

VR S S ———————— A e e e T e T B B ]

Tu--nditure: service

gucation 12,159,807 40.91
blice 3,066,269 10.32
ial Services 2,785,754 9,37

loads and Street Lighting 1,073,718 3.61
pusing (*) 736,590 2.48
weisure and Recreation 710,207 2.39

landatory Student Awards 703,782 2:37
are 674,500 2:27
fuse Collection & Disposal 563,975 1.90
ransport Subsidies/ Concessionary fares 529,611 1.78
.braries and Museums 450,857 1.52
sironmental Health 394,192 1.33

lanning 322,120 1.08
fansport 259,130 0.87
robation 181,711 0.61

rts 177,785 0.60
te Collection 165,765 0.58
ant and Rate Rebates 156,920 0.53
»d Drainage 122,240 0.41

Charges 2,660,379 8.95
scellaneous (nett) 304,807 1.03
mflation 1,519,384 5.11

e e o e o o e . o i ———— o T —— = = = e e

*) Actual total housing expenditure is well over £5.5 billion
but is largely met from rents and grants.

surce: Cipfa Finance and Statistics 1987/88

ote: The above figures are net and hence do not show the full
extent of local authority expenditure. As Table 2 shows, for
example housing expenditure is almost entirely met from
rents, subsidies and interest on the proceeds of sales.



Estimated income and expenditure on housing 1986/87

= source £ million Percentage

3,827 68.38

sst on sales receipts 580 10.36

subsidies 345 6.16

mbsidies 458 8.18

: 387 6.91
ture £ million Percentage

ision and Management 1,146 20.44

; and Maintenance 1,432 25.54

harges 2,859 51.00

169 3.01

o ——————— " —— — i ———————————— T — e

: Government Expenditure Plans 1988-89 to 1990-91 (Volume
e 156)

wout, such changes have invariably been the result of
government decisions, introduced by Act of Parliament.
ally invariably they were based on a judgement of the most
wiate level of government at which the service or facility
| be provided or the power exercised. Seldom, if ever, was
ious consideration given as to whether or not the function
to be provided collectively at all and, if so, whether or
. was best provided by local councils.

the Royal Commission under the late Lord Redcliffe-Maud
in part, laid the foundations for the most recent reform
lish local government was specifically required to consider
. government "in relation to its existing functions."[2]
that the range of those services remained unchanged, it
perprisingly foresaw a '"general tendency...towards the
sion of local authority services rather than their
tion."[3]

lying that report, and the reforms that followed from it,
¢ belief in an increasingly powerful local government.
@ahout the course of our enquiry,” stated the Commission,
: become steadily more convinced that a powerful system of
government can in some crucial way enhance the quality of

national life."[4]

g event, that powerful system was not created. Some minor
Llons were transferred as part of the re-organisation but
re more than matched by the reductions in financial
=ndence that subsequently followed, both through cuts in
sspport grant from 1976 and the introduction of more direct

foort of the Royal Commission on Local Government in England
"mnd 4040, London:HMSO, 1969) (Page 1ii)

Bid. (Page 56)

Bid. (Page 146)




gontrols in the eighties.,
cing Local Government

the range of services provided by local government attracted
ittle serious examination, the method of financing those
#rvices, until recently, attracted even less. Throughout the
eventies and the early eighties a series of half-hearted
avernment enquiries did little more than outline various
lternative ways of raising income, point to the obvious
fawbacks of each and conclude that nothing could be done. Local

ernment finance, in fact, was even excluded from the remit of
= Redcliffe-Maud Royal Commission.

ily the Layfield Committee, appointed specifically to examine
wal government finance, conducted an in-depth examination and
8 unenthusiastic endorsement of a local income tax has been
ietly ignored by all succeeding governments.

= level of charges for local government services was separately
dewed but, again, with little or no obvious result. Attempts
te made, with limited success, to control total local authority
eenditure through general reductions in rate support grant, by
#lying specific grant penalties and, eventually, by rate-
#ping. Competitive tendering has been made compulsory for a
wing range of council activities. The rating system has been
sently tinkered with. But no major changes have taken place.

as only the outcry following the 1984/85 rating revaluation
icotland that eventually spurred the government into producing
ilternative to domestic rates. Typically, even then, little
fmpt was made to consider the overall functions of local
ament and whether or not they, too, should be changed.

@n essential first step in any review of local government
- be a thorough examination of what services people actually
‘that they cannot reasonably provide for themselves either
¥ or without financial help. Such an analysis of 1local
tmment activity is long overdue, for without it no sensible
sions can be made about the best future structure of local
mment or how it should be paid for. Yet, in the past, it has
en place and local councillors and their officials have
enacouraged to see themselves as having an expanding role in
BLy exercising power in the name of "local democracy'.

®sults have too often been costly experiments that have
: in disastrous failure, a political and bureaucratic
Soxy that denied individual choice and the development of a
@#ency culture in which people were encouraged to rely on the
‘oouncil to provide for what it thought were their needs and
i& decisions on their behalf.

J
mg forces

@jor changes are taking place as a result of the steady




stream of policies that have been introduced over the past
decade. In housing, the right to buy has seen more than one in
=ix council tenants buy their homes. And the numbers are
accelerating again. Although overall sales have yet to match the
seak reached in 1982/83, sales in most areas last year were the
highest for five years. Even in advance of the 1988 Housing Act a
umber of councils were looking at ways of disposing of their
sntire housing stock and the first councils have now done so.

» education, the right to opt out, is seeing a significant and
growing number of schools choosing independence rather than
souncil control. In construction and maintenance work, and now
wer a wide range of other functions, the obligation to seek
ompetitive tenders is leading to an increasing, 1if often
willing, use of outside <contractors in place of the
aditional council operated direct labour organisations.

result of these and other changes has been a significant and
owing reduction in the power and responsibility of local
wernment, a reduction that seems certain to accelerate as
ther planned legislation reaches the statute book and more and
sre people decide to take the decisions affecting their own
ives for themselves rather than leaving them to local

ncillors and their officials.

potentially the most profound change of all promises to be
= introduction of the community charge in place of domestic

-s. Voters who, in the past, have enjoyed the luxury of using
=al government elections as a means of recording a somewhat
imtless protest vote against whatever government was in power,
more likely of not voting at all, will in future have a strong
encial incentive to consider the plans and policies of those

vote for.
ing to change

‘he past, conventional analysis of local government has always
‘ted from the presumption that existing government functions
14 continue at least in the form and at the level they are
tly at with, if possible, some scope for an increase in the
ity and quality of the services and some widening of their
. For the foreseeable future that will not be the case. The
&1 of expenditure of England's local authorities, set out in
e 1 above is certain to diminish. Its pattern is certain to

-

ikely impact of those changes, discussed in more detail in
lequent sections of this report, make it an opportune time to
ider the future of English local goverument and the services
ovides and to put forward recommendations for its future



« THE COLLECTIVE CASE

=re are a number of reasons why a particular service should be

Wwided collectively rather than left for individuals to provide
' themselves as they choose:

service might benefit everyone although its particular
efit to any individual would be difficult to identify and
sarge for. Street sweeping, collecting litter or maintaining
public open spaces are some obvious examples.
imdividual provision of a particular service may not be
‘ealistic or, in practical terms, possible. Street lighting,
itting icy roads and policing traffic are such cases.
= may be impossible for people to provide for themselves
dividually. Thus, at least within the urban environment, the
@llection, treatment and disposal of sewage and drainage has
» be organised on a joint basis.
Service may be one which the immediate beneficiaries may be
able to pay for, social services provide some examples, but
dere a failure to provide it could lead to society having to
=L greater expenditure in the future.
re individual responsibility is possible, the decisions of
individual may have unacceptable consequences for others.
S, while it would be possible to leave people to maintain a
#ithy environment, the consequences for everyone else from
¢ persons failure to do so could be serious.

fgument often used to justify the provision of council
at a heavily subsidized price, or even free, is that the
= would otherwise be so costly that individuals would be
* or unwilling to pay for it. It is an argument that should
pediately rejected for its non-specific, open-ended nature
£hat it could be used to justify any and every project that
politicians wished to propose regardless of merit.

absence of any compelling case in favour of the collective
on of services, the strength of the arguments against must
mnised. Quite apart from the well documented reality that
s are inherently inefficient, unresponsive and likely to
msive, the customer is denied choice and variety and
ied to pay for a service that they might not want, or might
in the quantity and quality provided. Where individuals
for themselves they can choose different levels of
. Where a service is provided collectively they must all
¥ same.

¥, a collectively provided service could offer a choice,
ith or without a differential charge. In practice it is
PEhem to do so.

B, as many do, that consumers, as electors, have the




@pportunity to influence the provision of services through the
dallot box is to ignore two things. Firstly, elections are a
tighly imperfect way of determining demand since they are
elatively infrequent and require a choice to be made between
ious proposed packages of services, none of which is likely to
mtch any individual voter's detailed preferences. And, secondly,
mllective provision, by definition, effectively denies the

»ssibility of alternative provision and innovation.

a market environment those who believe they can offer a
ffering service, or the same service in a different way, are
3 to try to do so and see if there are enough customers to
pport them. Where a rate or community charge funded service is
ovided free or at minimal cost only a few people will be
1ling to pay twice. The great majority will accept what is
‘'ered, even though they may not be satisfied with it.

ploying others

= of the above is to say that, where a service has to provided
llectively, 1local councils need physically carry it out
mselves, only that the financing of the service has to be
nised on a collective basis. It will often be the case that a
mcil can ensure that the service is provided to a higher
sdard, or more efficiently or more cheaply through the use of
‘or more outside contractors. The growing use of such
iractors in many areas of local government activity has
trated clearly to all except the most blinkered councillors
trade union officials that private enterprise can usually
out a function under contract to the same or a higher
iard than the council's own workforce 4id, and do so at a

ificantly lower cost.

b 3

t are a number of reasons why this should be so:-

petition between rival independent companies tends to work
wards increasing efficiency and keeping costs down
dependent companies can achieve their optimum size to
ximize economies of scale by building up a suitable grouping

| private contracts
=y can attract the best management by paying according to

ults rather than, as councils do, according to nationally
otiated gradings and salary scales

of political interference, they can get on with running
2ir business without having to cope with unpredictable
politicians and their constantly changing objectives.

1l of these benefits will apply in every case but their
1 effect will be obvious in practice. Through the use of
dtive tendering and contract monitoring, councils have an
ive mechanism for discovering where they apply and

' i .
ing the companies where their existence offers the greatest

paments for competitive tendering and contracting out have
211 rehearsed elsewhere and scarcely need to be discussed



here. It will be sufficient merely to point to the
_ advantages already demonstrated in practice and the
long term implications of the Government's moves to
. the range of activities where councils are compelled to
r work out to competitive tender.

nefit is that councils have to define the nature and
2f£ the service they are seeking to provide and specify
tls of its provision. For the first time many residents
precisely the quantity and quality of services they are
f to receive, even if their council has consistently
provide them in the past. The major benefit, however,
significant reduction in expenditure on the services
perhaps as high as 20% or 30%.

osed to the use of private contractors make full use of
- mumber of highly publicized cases where private
@e has provided an unsatisfactory service. They ignore
(Ehat the vast majority of such contracts are carried out
torily -- and fail to realise that the case they are
not against contractors in general but against a very
pber of unsatisfactory operators and that their criticism
2n fact, be directed at those councils responsible for
wnsatisfactory contractors.

. always easy to understand why opposition to the use of
fmtractors is so bitter.

Eo the impression often given by the more dedicated
€ competitive tendering, councils already buy a very
of goods and services from the private sector. From
wineering and construction work down to pencils and
» few local authorities would dream of doing everything
Yet those who happily hire construction companies to
houses vehemently reject any idea of using those same
k0 repair and maintain them.

p@st traditionally council-provided services buying and
mot uncommon. When parents in one authority area send
idren to a school in another, the equivalent amount of
transferred between the councils concerned. The same
Bere students of a specialist subject attend another
"= college. When one library authority borrows books
ser there is a fee to be paid.

m=st that background that the provision of individual
now considered.




PEOPLE -- NOT POLITICS

* currently provide a very wide variety of services, sonme
inter-related to each other, many of them not. Some, like
facilities, education and housing, are provided for the
8= public, or at least some members of it. Others, like
foplied by architects, solicitors and accountants are
#=d for the use of the council itself and its other
=mts. Another group consists of administering and
88 various rules and regulations governing a number of
¢ local economic and social life which the council, or
Sovernment, consider to be necessary. A fourth group
‘©of handing out public money to individuals, groups and
= Lo support social and economic activities. A final
=ists of recording functions such as preparing electoral
registering births, deaths and marriages.

if at all, each such service has to be provided on a
basis is open to question. So, too, is whether or not
nment is the most sensible or effective way of doing

sption that because a council has a responsibility it
£111 it by its own provision of services is already and
2ly being questioned both in Britain and abroad. Indeed,
punities elsewhere in the world have taken the process of
)5 out far further than anything this government has so
@sed. As the Widdicombe Committee noted "It is not a
# element of local government that it should itself
@rvices. In practice it normally does, but there are
©f local authorities abroad where all services are

. by some other body under the direction of those
e B

introduction and progressive extension of compulsory
_ tendering has revealed the opportunities for more
@nd cheaper provision of services and the arrangements
* to cope with the wind-up of the new town development
tons has revealed a quite unexpected scope for
%2 ostensibly administrative functions.

®se aspects are considered in relation to the major
tions in the following pages.

fuct of Local Authority Business (Cmnd. 9797, London:
986) (Page 52)




‘ion is by far the largest single service that 1local
ities provide, taking up roughly forty percent of total
Rture. While it is generally accepted that society has an
tion to ensure that children are educated to a level where
#n play a full part in modern society there is no obvious
why that obligation must be met by the collective

son of schools and colleges by either local or national
Ent .

tion is not a natural monopoly. In very few areas does the
= of one school preclude the existence of others. Indeed,
flourishing private sector there is vigorous competition.

® is, in fact, enshrined in current education law. Although

are under a legal obligation to ensure that their
n are educated, that obligation does not require their
Lo attend a state school. Private schools and home tuition
ecepted, subject to satisfactory standards being attained.
‘children do attend state schools, the education authority
»#en required since the last war to educate them in
mce with their parents wishes, a requirement that too many
have sadly chosen to ignore.

Lo parents

the state sector, the Government have taken a number of

aimed at introducing some measure of control over education
# consumer. They have given parents the right to choose the
school to which their children will go, even one outwith
ge2a of their own local authority. They have given them a
2y in the running of those schools. And they are providing

ith the power to transfer ultimate control over their
i from the local authority to a form of self-governing
where the finance comes direct from central government
of via grants to the local authority. Implicit in the new
is a recognition that central government in effect funds

ion through the rate support grant it pays local
BMties.

ing these steps towards the creation of a publicly funded
arket in school education, they have set in motion a
which is likely to see local authority control over
‘ion steadily diminish. Among parents, that process will be
®aged by unhappiness about declining standards and the
mtly incomprehensible decisions of some councils to meet

goblem of declining pupil numbers by closing their most
' schools.

st powerful long term force for change is to be found
ia the opting out arrangements. Already in England a
fisingly large number of schools have voted decisively to
fdocal authority control and there is every reason to expect
mbers to grow. The basis on which opted out schools are to

10




| includes giving them their share of present council

are on the provision of central services such as

fation, special advisers and specialist services. As
ices take up between twenty and thirty percent of local

' expenditure on education, the income involved will

ted out schools with a significant financial benefit

resulting loss of income to local authorities will put
e pressure on them to prune such services.

ges are in train for local colleges.

=, through the introduction of the Assisted Places
he government has re-established the principle that
with the former direct grant schools that lack of
£ income need not be a barrier to purchasing a private
= Instead of providing the education free, the means are
£0 purchase it in the market place. And by doing so they
awed the principal argument for state education: that the
Jority of the population could not otherwise afford to
children an adequate education.

gainst the state

£t of all of these changes will be a steady reduction in
|  of local authorities in the provision of education. And
good reasons why that trend should be encouraged.

ents against council controlled education are not
=oretical and reducing council control over education is
- about providing choice and variety. A state owned,
- and controlled educational system has encouraged the
mt of an entrenched educational bureaucracy at local and
L level that attempts to prevent any outside control by
or politicians through the claim that it possesses
¢ and unchallengeable knowledge, ability and expertise,
» bureaucracy has expanded steadily, even over a period
201 numbers have fallen by approaching a third.
|

ested and unproven teaching methods have been imposed

illing teachers. Educational experiments have been

on unfortunate children and their uncomprehending

‘. Councillors and government ministers have been misled

@orsing misguided experiments in social engineering with
mful effects on generations of school children.

put, the constant claims are made that standards are
#nd that children are being better educated; claims that
icult to reconcile with the growing complaints of
teachers about the poor levels of education they find
 children coming from primary school and the constant
ints of employers about the declining standards in basic
s amongst the school leavers they interview.

' the above provides a strong case now for taking education
1y out of local authority hands.

11



rent financial year, local authority expenditure on
#ill be roughly equal to the amount of rate support
#ils will receive, excluding the amount paid towards
te relief. Transferring responsibility for control of
sducation to parents and its financing to central
would make it possible to end government grants to
rities and thus 1leave councils with far greater
srovide their remaining services out of income they
through business rates and the income they will in
twe from the community charge.

compulsory transfer were to take place it would be
5 provide a transitional mechanism for those schools
pward lacked the experience or the enthusiasm to assume
mntrol. One possibility would be to copy the system of
pdies that were set up after the abolition of the GLC
opolitan Counties. Such bodies, based on each former
hority area or appropriate groupings of such areas,
en the job of providing the management currently
¥ local education authorities and working with the
'ds towards a position where they are ready to take
anagement themselves. It might also be necessary to
some expansion of the existing inspectorate so that
e over the supervisory functions currently carried
education authorities.

ment of colleges should be treated in the same way but
‘agement for them to move as speedily as possible
sition where their income came increasingly from fees
tses they offered, particularly where those courses
| for industry and commerce as part of their training
seship schemes.

2 fully self-managing system, specialist teaching such
; needlework and other services such as child
could be organised jointly by groups of schools or
gom the private sector.

gture, educational establishments catering for the
"may not be so readily made self governing as main
sls. While the opportunity to take control of their
hools should be open to parents, the specialized
ir teaching coupled with the heavy burden already
sarents of handicapped youngsters make it unlikely in
that there would be a significant willingness to take
ra workload involved. In the absence of such a
full responsibility should pass to the government
srmal circumstances, they would delegate it to the

-
5
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# largest area of local authority spending is council
@aking up about a sixth of all expenditure. Of all
souncil services it is the one where it is easiest to
that collective provision is unnecessary. A majority of
im Britain own their own homes. Nearly one in five of
mants has bought their homes over the last eight years,
that would have been far higher had it not been for
. attempts by many left wing councils to obstruct sales.

* that growth of home ownership, however, is the result
#m upsurge in independent mindedness amongst council
Some of it is the unintended side effect of the
against Government policy mounted since the last
llection. Raising tenants fears for the future has
! more of those very tenants to buy their homes to gain
stion the politicians and pressure groups have told them

jants have taken their houses over through a variety of
so-operative while some tenants groups are planning to
themselves as "approved landlords" and to use the
of the new Housing Act to force their councils to sell
estates rather than see them transferred to private

2, a variety of alternative forms of "social landlord"
., ranging from various forms of co-operative through
i housing associations up to large scale national housing
Sons and the emerging building society backed approved
&. All offer the opportunity for greater choice, more
management and greater local control.

ship

|

esouncil tenants to choose an alternative landlord and
=34 take over, rennovation and transfer of some estates
ment agencies will directly bring about further
in the public sector. While it seems unlikely that any
ser of tenants will decide to pick a new landlord some

will, recognising that the property improvements and
gtandards of service likely to be offered are worth the
® higher rents. Others will see the benefit of
ring to managements that are prepared to face up to their
Bilities and control, and if need be evict, anti-social
feptive tenants, a responsibility that councils have too
Micated in the past. Yet others will see an opportunity
_' from the danger of experiments in social engineering
teaten to destroy once attractive estates.

1y, however, these two proposals seem certain to bring
h more drastic changes. Already, they have provoked an
B number of councils of all political persuasions to
@ate ways in which they can hand their housing stock over

13




@ency that will maintain the kind of social role
wate landlords will not provide. It is estimated
‘ three hundred councils are now actively
oh steps and a few have already completed the

acils

Housing Act likely to be the last stage in the
srnment housing policy. There will undoubtedly be
g#ions of the right to buy. It is already widely
@& scheme to convert existing rents into a form of
=nt is being sponsored inside the Cabinet by Peter
fcolm Rifkind., Significantly, it was the latter who
sservative Political Centre at the Party's 1988
®"The present right to buy policy has worked
1. It will soon be time to extend it and complete
revolution."[6]

of that privatized housing stock will be replaced.
ge scale council building, except for those with
such as the elderly and the handicapped, has
“wed, in part as a result of deliberate government
pift resources into the housing association sector but
& result of the deliberate decisions of councils. Many
. or non-existent waiting lists or faced with the
mt of large waiting lists and equally large numbers of
gmlettable houses have decided to concentrate their
improving their existing stock rather than adding to

sult of existing policies and their probable future
likely to be a future with a minimal public sector,
#asing numbers of councils own no houses at all, where
accommodation specifically for the elderly and the
provided by housing associations for either sale or
3 rented accommodation is provided by a mixture of co-
# and private landlords, but where the great majority of
fation live in houses they own.

ct of an end to council housing is one that should be
®. As with education, the collective provision of council
| Bas been characterized by unsympathetic and unresponsive
cy, by disastrous architectural experiments and by
waste on a massive scale.

tenants

no reason to assume that ending the public sector would
families unable to find accommodation. One interesting
. of the Bromley Borough Council scheme of payments to
= who wished to buy a house other than the one they lived

ported in Inside Housing (Volume 5, No.41l: 21st. October
3988)
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that people in receipt of welfare benefits could
i with low house prices and become successful owners
it to the public purse far below that involved in
somventional council or housing association dwelling.

mle evidence, too, that tenants are well able,
etter able, to look after their property. Large
ave bought their council homes have improved and
#. Those who have co-operatively taken over estates
l multi-million pound contracts for their rennovation
£ up unemployed local tradesmen and labourers as
mbcontractors.

mcil housing

background it should not be so difficult for the
o push through the final total disposal of council
ok through imaginative extensions of the right to buy
stely, by appealing over the heads of recalcitrant
i tenants' pride and building on their abilities to
® network of tenant co-operatives to take over the
souncil stock. Although relatively new in Britain,
Europe, particularly in Scandinavia, co-operatives
on form of tenure and one major local authority, Oslo,
\w 1950s transferred its entire housing stock to them.

peratives, along with housing associations and other
‘social" housing, could offer below market rents to
t considered in need of such help but for the great
9f the population rents, like house prices, would
pply and demand in the market place. Ideally, however,
1d be no need to categorize a proportion of those who
 housing as in some way different from everyone else.
Mmave "social" food or "social" clothing. Nor should we
scial” housing.

eh a system, help with housing costs should be, as it is
necessities of 1life, through the provision of money
to rent or buy. The responsibility would then rest for
" as it already does with owner-occupiers, to find their
mmodation, taking into account its costs and their

o pay.

mption would at last be ended that would-be tenants,
#e with no means of paying a rent, have a right to live
they choose and that local councils must house them
of cost. Councils, and public sector housing pressure
have certainly encouraged that belief as a means of
sressure to bear on the government to grant them greater
with which to expand their housing empires. In the
hey have helped create a serious misallocation of
demonstrated by the widespread paradox of growing
smess at a time when there is a gross surplus of houses
gsenolds.
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fon and housing, it is normal to consider policing
ion, like defence, as an archetypal public goods;
must be provided by the state at one level or

§ e

4

wst of the major police functions fall into that
tle it is theoretically possible to envisage a system
‘police forces would be financed through some form of
based system, in practical terms the general
‘of society's rules and the detection and apprehension

%> break them must be paid for and provided by society
xive basis.

}, even a superficial examination reveals a number of
‘enctions that are already carried out by private

Security services are an obvious example where a wide

companies now operate, offering uniformed protection,
mce for people and property and secure carriage for
sommunications. Some, unfortunately, give the industry

with the kind of people they employ but the majority
! established reputations for providing a reliable and
: service.

rivate alternatives are even better developed. A private
force patrols the Munich underground. In America, some
lities hire in the provision of complete police services
iwvate companies. In areas as far apart as New York and San
sco private enterprise police services, sometimes
Suals, sometimes companies, are paid by households and
wes to provide beat policing of the kind that most modern
forces no longer undertake, and offering varying levels of
according to individual requirements.

| case of San Francisco, such private beat policemen date

the mid-nineteenth century and are officially recognised
fcity's charter.

. services in Britain differ significantly from other local
rity services. Chief constables have a freedom of action
hich councils have little or no right to interfere. Those
' constables can be obliged to retire by the government,

not normally by their own council, and their appointments,

§ with those of other senior officers, can be vetoed by the
mment .

services show two competing trends. On the one hand there
reasing centralization; partly as a result of the provision
mon police services and partly the result of the increasing
seration between forces, not just through the establishment
number of joint forces covering two or more local authority
s but through the type of joint operations seen in response
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es or during serious industrial unrest such as
img the miners' strike. On the other hand, however,
- tendency towards much greater local involvement
mes like the neighbourhood watch and the scattered
more police back on the beat.

future organisation of police services are
Bere are three possible approaches. The first is to
wovision of police services at as local a level as
@oite the inevitable need for increasing co-operation
'y provided services. Another is to recognise the

he case for greater centralization, accept that the
will be a national police force or a series of
wces, and plan for it rather than let it evolve by
&mird option, potentially more attractive than either
rs, 1is to create a two tier structure of police
ere basic neighbourhood services are provided at a
=1 while other services are integrated and provided
or nationally. The degree of co-operation that has
tween existing police forces suggests that such split
ty need raise no insuperable organisational problems.

® open to each council to decide whether it should
¢ local community force itself or under contract from
. or regional force or, possibly, in some areas under
s= a reputable and suitably qualified private security

sior force were to be a national one it would be
the central government as the Metropolitan Police
2 to made up by a series of regional forces then the
sn and funding could come from groupings of local
acting jointly in the same way that such existing
rrently organised.

5

' Fire Brigades

lice services, some limited specialist fire-fighting
provided privately in Britain, usually by companies
emical and related industries protecting their own plant
gent. Again, it is possible to envisage the operation of
orivate fire brigades providing protection on a
‘jon basis. Such services are common in parts of the
tates with householders paying an annual fee to the
= return for attention whenever it may be required. Such
gchemes provide an incentive towards fire protection
through reduced charges to those who take appropriate
protect their property and minimize the risk of fire.
@ do not chose to pay still receive a service if they
ire but they have to pay a heavy fee, usually based on a
e of the annual charge plus an hourly rate for the time
Bde is involved in fighting the fire.

wch private provision would be possible in Britain, at
the short term, must be open to doubt. Companies
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te fire brigades in America are long -established
sxperience going back over forty or more years. No
i exist here. Equally, while such independent
" be suited to rural communities where housing
re unlikely to be congested, it is less easy to
+ effective operation in the kind of densely
enities where the bulk of the population live. In
. companies with any kind or record, let alone a
sed one, even the possibility of contracting the
sars remote.

be emergence of private sector fire brigades is not
it is possible to envisage circumstances in which
rity offered the members of its fire brigade the
 take over the existing vehicles and fire stations
magement buy-out and provide local fire cover under
andful of such initiatives in other areas of
wncil activity suggest that there could be benefits

sblic provision of fire services raises slightly
manisational considerations from those raised by
its nature, the normal work of a fire brigade will
fealing with outbreaks within its immediate
3. Only the provision of specialist services for
of outbreak and the arrangements for dealing with
=d to be organised on a wider basis.

jeration of the structure of local government, fire
one would not provide a clear case for large local
i, There appears to be no necessity for the bulk of
#s to be organised in large units unless the community
is itself large. The benefits of a more local service
ply outweigh any likely difficulties in organising
operation and the joint financing of specialist
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- e,

f social services takes up around ten percent of total
mding. It is an area where normal market mechanisms
ifficult to apply. There may be charges for some
wh as home helps and places in residential homes but
=jority of those who seek help from social workers are

'be in a position to make any payment.

- many of the functions currently undertaken directly
through employing qualified social workers can be and
& out privately, with or without council financial or
mvolvement. A wide range of social services are
' private and voluntary organisations and agencies, in
such as residential and nursing homes for the
p2id for directly or indirectly by the residents, in
%= funded largely by central or local government who see
of the more responsive, innovative and caring support
ften offer those in need compared with social workers
epartmental rules and regulations.

the traditional areas of voluntary provision there
a number of recent innovations in the way councils use
sividuals to fulfill their responsibility to those in
example, offering the elderly the chance to live with a
er arrangements akin to fostering has provided some of
a pleasanter environment at lower overall cost to the
.. In Kent a private foster parents group has even been
@ which contracts with local authorities and others to
iren and then organises places, pays the foster parents
fdes a twenty four hour back up service along with
herapists, group holidays and social events. Similar
already planned for Cornwall and the West Midlands.

in the world it is not uncommon to find private
., both profit making and non-profit making involved in
=ion of social services on a contract basis. Home helps,
Stors, homemakers, halfway houses, meals on wheels and
tpatient treatment are all supplied under contract in
or another of the United States.

ty of social workers to fulfill some of their
milities has been under critical examination following
flure in a long series of tragic child abuse cases. How

help they can give is actually required has been open to
er since they took industrial action in the London

9f Tower Hamlets. Although the strike lasted nine months
a singular lack of any evidence of increased hardship
problems as a result of it.

4dence, coupled with the possibilities for private
m of social services, suggests that councils may well be
80 more to help those in need by reducing the number of
workers they employ and using the resources released to
woluntary sector increase its work.
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i costly but still significant services where
f necessity for collective provision are many of
with leisure and recreation. Some facilities, of
sen spaces, parks and similar areas benefit
it would be possible to identify those who
such as regular users or those whose homes
n areas, charging them for that benefit would

:’ ble.

sshers, however, such as swimming pools, golf
%ing greens, are such that the user is the obvious
§ the service with little or no indirect benefit
_ else. It is difficult to see any valid reason
—specific services should not be financed by
or why they should not be provided privately.

#laimed that such services have to be heavily
mat everyone, regardless of income, should be able
i ppportunity to use or participate in leisure
¢ is a claim that does not stand up to examination.
mtroduction of concessionary rates, Or even free
the unemployed, for pensioners and for other
Yfied as being in need, local authority leisure
emain, as they have always been, the predominant
middle classes who could well afford to pay an
for their pleasure.

¢ claimed that many facilities would not be provided
srprise operating in the free market because they
¢ profitable. While it is impossible to be certain
¢ leisure provision the private market might provide
== of subsidized council competition, the fact must
recognised that a failure to offer a particularc
! normally mean that there is insufficient demand for
si1s believe they are providing facilities in such
= they should recognise that what they are doing is
#ir view of desirable patterns of spending on the
i may be possible to justify such action in
== of meeting basic and essential needs of society. It
@fficult to do so where leisure and recreation
are concerned.

ernment objectives

wernment policy has the limited objective of ensuring,
.= introduction of competitive tendering, that certain
=s are managed as efficiently as possible in the
lof the user and the ratepayer. They do not propose to
with the specification of the actual services provided.

1
petitive tendering will cover only the management
in sports centres, leisure centres, swimming pools,

Bnols, golf courses, bowling greens, putting greens,
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c tracks, pitches for team games and other
water sports and leisure facilities whether
@& bowling facilities. Within that framework
free to determine the range and quality of
5> supply and to decide the level of charges
ed, the opening hours and the admission

=d objectives will exist must be a matter of
mpetitive tendering proposals contain too many
mities for local authorities to avoid the
' £o tender. Exemptions, for example, include
age halls, facilities in school and other
hments and facilities such as sports grounds
e there is no local authority involvement in
should provide ample scope for imaginative
ificials to avoid unwanted competition.

omise that local authorities will be able to
ifications they like into the tender documents
ently unlimited opportunities for councils to
wactors at bay.

sver, that the Government will tolerate that
@ long and the application of the legislation
itive tendering for housing and other maintenance
p work suggests that the scope of the tendering
1 steadily increased and the exemptions reduced
mt seeks to close the loopholes that local
‘wmdoubtedly attempt to identify and exploit.

g= damaging difficulty arises from the inevitable
eouncils determining the level of charges, the
2 the general admission policy and a private
ppt ing to achieve optimum use of the facilities
. they have taken over.

policies have tended to be based more on
pents to the status quo rather than any consistent
to relate charges to the cost of providing the
prmatively, to balance supply and demand.

is not even related to the inflation rate but
tical compromise between what the ruling group
= will tolerate in increased charges and what the
21 tolerate in increased rates. The cost of
authority leisure and recreation services
a quarter of the rateborne expenditure of the
council.

sagements, on the other hand, might well wish to
£ of a facilities evenly throughout the day by
icing or by restricting people entitled to
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g% as the elderly or the unemployed to non-
» a restriction appears guite sensible
can attend at any time whereas those in
" sited free time, the government has assured
foduction of competitive tendering that
$¢ conditions in the tender documents to
agement adopting such a policy.

lm=st lead to a progressive widening of the
s requirements and a reduction in local
®. Inevitably, the time must come when the
gtBorities provide leisure and recreational
§ come into question. A handful have already
211 of their services to the private sector
buy-outs. Others will undoubtedly follow.

By assumed that private enterprise could not,
: adequate facilities. In many rural areas
aditionally been provided and operated by
Private enterprise has created sport and
as full facilities in their own right or
and other establishments. The fact that
e to do despite the existence of heavily
siternatives suggests that the facilities they
@ as superior by many members of the public.

3ed facilities are not always more expensive

-? Although annual membership fees tend to be
ower a year and allowing for the range of

and the time allowed for their use the cost
® be significantly lower.

be helped to use such private facilities
concessionary rates, such as is done by local
¢ operate systems of free or reduced bus fares
or by directly purchasing tickets to be
= in need.

work of privately owned and operated leisure
=ilities would, in most areas, ensure variety,
“moice, eliminate a growing burden on the
ratepayer and avoid the kind of bureaucratic
3 by expanding council leisure empires.

and art galleries

} ed proposals to extend the opportunities for
| o charge for some of their services and to
ovision of the service itself also constitute
r restricted step in the right direction. The
will be limited in most library authorities
i s largely the traditional one of lending books
emall reference section. Despite the repeated
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@in such "core" services as free it is to be
ment will eventually come to realise that
. from other leisure services. Despite being
grvice is largely used by middle class
#ll afford to contribute towards the cost of
ent should reverse its present position
® Lo apply to books the same principles it
apply to other library services.

the Government proposes, to levy a charge
peding of Beethoven or Bach how much more
® charge for the loan of a Mills and Boon

® no reason either why many of the larger
ems should not seek to cover a significant
ng costs from their users. While it might
emaller ones to raise much money, those
£s necessary to attract large attendances

s with large enough populations should be
P situation far more effectively than most
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ities directly or indirectly operate a number of
#rns, ranging from substantial businesses such as
= companies and underground railways, through
Bours and direct labour organisation down to small
ftons such as abattoirs and crematoria.

sply run as council departments. Others operate as
ies. A government survey published in 1988 revealed
authorities in England alone had an interest in 470
mcluding, in one case, a haematite mine. While most
scale (sixty six had no turnover at all), forty eight
wwer in excess of £1 million, four of them in excess of

m. Half were subsidized and only a handful produced any
he local authority. In only one case did that return

L000.[7]

. policy in recent years has been that trading concerns
rect labour organisations and public transport should
a commercial basis with their managements having a
lient relationship with their town hall masters. It
sposing new rules to govern the wide range of companies
local authorities have an interest.

systems are in force, there seems little reason for
jinesses to remain in council hands at all. The evidence
vatizations of formerly state owned industries is that
commercial freedom and the spur of competition has led to
ftically improved performance. Were council businesses to
jatized there is every reason to expect them to show a
. if not perhaps a better, improvement.

pceeds from such privatization could go to finance some of
pital spending their council owners consistently claim they
afford because of government "cuts."

| transport public

transport, for example, offers a perfect example of a
ce which private enterprise can provide and would have
d=d in the past had licensing restrictions not physically
4 them the opportunity to enter the market and heavy
dies to the existing state-owned operators ensured that had
osvercome the bureaucratic barriers they would have been
to compete anyway.

ses in legislation over the past decade have steadily
inated both of these barriers with the result that buses, as
ans of public transport, are enjoying a revival after years
line, except that is in areas where the level of subsidies
' s0 high that the substantially higher fares following their
Local Authorities' Interests in Companies (London: Department
of The Environment 1988)
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' to significant passenger resistance.

ization of the bulk of the government's own public
‘#sts nearing completion it would make sense for
pmpanies to follow suit, either through a direct
te operator or by means of a worker/management

jertakings should prove equally easy to dispose of.
port, for example, is highly successful and could
‘or in a package with other regional airports to
pmificant competitor for the privatized British
=y municipal airports, however, are perenially
and only kept alive by subsidies on the basis of
® municipal pride or some unsustainable belief that
‘an airport helps attract industry.

zgest that such facilities be closed on the grounds
. clearly insufficient demand for their services. If,
t21 authorities wished to keep such loss-making
#n they might well find that inviting private
® tender for a contract to manage the facility for a
2ght prove much less costly than doing the work
Some small scale airport operators have an impressive
scovering and exploiting opportunities for ancillary

port undertakings include underground railways,
the grounds that they take traffic off congested
Bbridges, run at a defecit due to an unwillingness to
ic charges, and a variety of harbours and piers, some
£o provide an access to remote communities.

t could treated in the same way as loss making airports

I management contracted out to those who see
ies that councils have missed to increase income and
iness.

Fall

approach outline above for public transport functions
spplied to all local authority trading undertakings.

' can compete with the private sector and win contracts,
sour organisations and cleansing departments could be
, as some already have, through management/worker buy-
toirs and crematoria could be sold to companies who
facilities elsewhere.

» capital could be raised to pay off debts or finance

svelopments and subsidies could be reduced. In addition,
#ld be cuts in the central administration previously
by a council to keep control of all of its activities.
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AND REGULATIONS

£ from the services it provides for the public and itself,

government possesses wide powers to control economic and
local activities. Some of the regulation is clearly
sary while some is not; some is used beneficial but some is
some serves a clear purpose while some does not.

aly are the powers themselves, and the way they are
ised open to question, so too is the underlying presumption
@nly regulation by a government body of some sort can be
upon to protect society from the effects of uncontrolled
ity. As the following discussion shows, several ways exist
gulating society and relations between individuals that do
olve government at all,.

wentieth century growth of planning was seen as a means of
ing the environment from the unrestricted spread of urban
opment, a way of improving the quality of the urban
sament, a way in fact of controlling what were seen as the
¥y excesses of private enterprise and of channeling
ent into socially desirable ways and areas.

» it has not been an obvious success. Some undesirable
spment will certainly have been prevented, some growth
Faged or forced into areas it would not otherwise have
- Some householders will have been prevented from
ing" their property in ways their neighbours might have
guite unacceptable. But those benefits have been achieved
eavy price. Economic growth has been held back as
ies, denied the chance to expand where they wish, abandon
projects or take them abroad while others succeed in
g approval only after having devoted time and energy to
BMing the planning bureaucracy that would have been better
productively spent running their businesses.

¢ has suffered, too, from the unnatural segregation of home
# and council tenants into separate estates and of the
ere people live from the places where they work.

ral presumption that local authorities have the judgement
tove upon other people's ideas for development is one that
Dbe questioned in the light of practical experience. In too
as, it is precisely those parts of the built environment
wal authorities are responsible for that display the worst
of unsympathetic design and unacceptable architecture.

lanning is, of course, necessary. The countryside requires
fotection from urban growth. The proper provision of public
infrastructure requires some forecasting of likely future
pment. But much of modern planning borders on the utterly
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Planned obsolescence

The preparation of local plans, for example, involves planners in
200ling their ideas of what might be appropriate, acceptable and
lesirable. Those ideas are discussed with other officials in
their own and other authorities. The views of councillors are
ought and, where possible incorporated. A draft plan is then
tepared and published. The public, or at least the tiny handful
ho have any interest in the subject, are then consulted and
deir views considered and possibly incorporated. A 1lncal plan is
en finally produced.

entire process may take up to two years or more, by the end
which individuals, companies and organisation will have
mtified perfectly acceptable development opportunities which
planners had not envisaged and will be seeking permission to
fry them out. The plan will have to be altered or amended
olving further rounds of consultation. By then it will be time
start preparing the local plan for the following five years.

most areas the system adds little of value to the way local
punities develop. It ignores the element of entrepreneurial

involved in identifying development opportunities. But it
. provide permanent employment for professional planners.

anned progress

degree, the government has recognised the economic problems
#d by planning and introduced a number of initiatives from
‘educed planning powers in the "enterprise zones" and the new
plified planning zones" to the relaxations in restrictions on
ges in use of existing buildings. None of these steps,
jer, take into account the possibility that society could
without local authority planning at all.

ere are alternatives to such statutory local authority
iing. The use of conditions, restrictions and mutual
tions in title deeds could avoid the perceived necessity
ch detailed development control. A properly developed
} would provide people with the necessary protection against
iderate proposals by their neighbours, do it on a more
le and varied local basis than uniform council planning
ever can and do it with greater predictability than the
moods and memberships of planning committees can ever

ioffer.

g the price mechanism to work properly would normally
a degree of separation between residential areas and
£ible uses without the intervention of planners.

e with reduced planning controls in enterprise zones
- suggest that relaxed planning leads to poorer designs or
£ible uses. In the United States, a number of major
‘including Houston with a population of well over a
manage perfectly well without conventional planning
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ations.

SING

pazing range of businesses need council approval before they
wen their doors to customers. Such approval goes under many
s- licences, registrations, permissions, consents, assents,
ficates, approvals, warrants, franchises, notifications and,
sbt, many others. But whatever the name, the final effect is
same. Without a licence, and often more than one, a business

operate.[8]

stem is riddled with inconsistencies. Dealing in venison
=ame is controlled while dealing in other meats such as beef
emb is not. A street trader may require a licence from each
authority within whose area he works whereas a pedlar gets
licence from the police which is wvalid throughout the
B

g are clear differences between Scotland and England. North
he border, second hand dealers and window cleaners may
ire a licence from the council. South of it they do not.
ersely, In England a council licence may be required to
Lice acupuncture, ear-piercing, tattooing, or electrolysis or
enufacture sausages. In London even hairdressers, barbers and
curists need licences. In Scotland none of these apply.
£ish billiard halls still have to be licensed. In England the
irement has been abolished. In Scotland cafes and carcry-outs
anly stay open after 11 p.m. if they can persuade the council
sive them a licence. 1In England and Wales they are
atically allowed to do so unless a neighbour complains.

Jack of any obvious difference in standards between Scotland
England in areas where one has licensing and the other does
suggests that such controls are of little practical value.
that view is supported by a survey of second hand car dealers
ied out by the Scottish Consumers Council. It did not find
licensed dealers were any different from unlicensed ones and
sluded that, "in terms of consumer purchase experiences
msing was not having any effect at all."[9]

impact of licensing controls can, however, be particularly
jpus for the unenmployed. Business expansion is restricted. For
ple, anyone wishing to establish a business serving two
iricts may have to obtain two licences and pay twice for the
ilege. Mobile shops and vans may require separate licences
the vehicle, the operator, and every employee. And require
for every district in which they operate.

| Por a fuller analysis of the e
see, for example, Mason, D.C.:

ASI, 1988)
Gabbot, Mark: Press release of a speech to a Consumer Law

Conference, Edinburgh, 23rd. April 1987

xtent and impact of licensing
Licenced to Live (London:
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hose seeking to start up on their own, it can take months to
fess an application. And to ask someone without a job to
fuce a £50 fee, more than many get from the dole, simply in
sr to apply for a licence to operate a market stall, drive a

or even to clean windows is a certain way of ensuring that
. remain on the dole.

‘system of local authority licensing is complex, inconsistent,
titive, onerous and apparently ineffective, and its practical
ication can be open to petty officiousness and blatant abuse.
dical reduction in the range and scope of such local
latory powers would help cut council costs and could make a
or contribution to the encouragement of small businesses and
f-employment.

rols which restrict or prevent competition or impose
esgary burdens on business should go too. Multiple licences
the same activity should be eliminated and local authorities
mld be required to recognise each others licences as the
ice already do with pedlar's licences. Licence holders should
entitled to employ whoever they wish without the need for
yse employees also to be licensed. The power to impose petty

sulations, such as controls over the colour of taxi cabs,
1d be removed.

LDING CONTROL

m their role as building control authorities, local councils
ixercise detailed control over the design and construction of new
pildings. They enforce national rules and regulations governing
wnstruction work through their power to issue or refuse building
licences and their subsequent supervision of the actual work.

luch detailed control of what is a matter of safety may appear an
inevitable function of government and yet in France it is largely
sarried out in the private sector. While rules are enforced
woverning fire safety in buildings to which the public have
iccess other building codes are voluntary. Control over safety in
1ilding design and construction is maintained by putting a
strict liability for safety on the builder. In general,
sonstruction companies are unable to get funding from the banks
if they do not carry insurance cover against any claims, giving
the builders a double incentive to obtain insurance cover. In
urn, the insurance companies protect their interest by hiring
rivate inspectors to maintain a check on buildings under
gonstruction. As a result, building safety is very largely
maintained by the private sector without significant local or
ational government involvement.
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DING INDUSTRY

rapidly growing area of local authority activity consists of
ell publicized attempts to encourage economic development in
heir areas. Yet, some of the most serious barriers to the
istablishment and growth of new enterprises are created by those
sme local councils. Some are obvious to all.

high rate levels many local authorities impose make it
fficult for local firms to compete. Existing businesses move
it and new ones are inhibited from taking their place. The
sater redevelopment role adopted or planned by many councils
led to the demolition of much of the short-life property
ich provided the cheap premises in which new businesses could
sate until they were established and safely profitable.
ncils have hoarded vacant land, even when they have no plans
‘use it. Restrictive attitudes to planning have made it
ificult to use other, potentially suitable property. The over
husiastic imposition of licensing controls simply adds to the
dens business has to carry.

. effort many local councils now put into encouraging small
inesses all too often simply add insult to injury. Without
rates, loans and grants would not have been necessary. If so
property had not been demolished, new small factory units
1d not have been needed.

has local government learnt from its mistakes. Planners still
sse further barriers to new businesses such as bans on
ttising, restrictions on hours of operation and controls over
ging the use of premises. Licensing powers are still used to
==, creating administrative and financial burdens for
.ing businesses and serious barriers to the emergence of new

problems created by local government must be reduced or
inated if existing enterprise and initiative is to be
sed. Government intervention through relaxations in

ng, through the establishment of development corporations,
restrictions on rate levels, forced sales of surplus land

= other ways have done something to help. But local councils
=“lves could do far more. Instead of establishing costly
rial development units they would be better to relax their

setrictive role. In the process they would be able to avoid
23 money and also reduce their bureaucracies.
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SINISTRATION

rfause the costs of services which councils provide for
mselves and their service departments are usually allocated
sngst those departments they tend to be less readily
*atifiable and hence less subject to critical comment. The
£s of architects and surveyors departments, perhaps, provide
xception since the cost of their work on council contracts
| be readily compared with those that would have been incurred
using private practices to undertake the work. It is
snificant that, having made that comparison, a number of
mcils have abolished or privatized such departments.

other areas, however, such as accountancy, legal work,

sonel management, computer services or simple administration
its are normally not individually identified and comparisons
. far more difficult to make.

' yet such comparisons should be made. There is no theoretical
son why an internal bureaucracy should be any more efficient
1y less costly than an outside one hired in to carry out the
k. If anything, indeed, theory would suggest that competitive
ssures would ensure that the contrary is the case. And limited
tical experience gives some support to that view.

initiatives taken by a number of new town development
fporations facing ultimate wind up have shown the extent to
ich professional groups such as architects, surveyors,
Sountants and solicitors can be successfully set up in private
ctice, using the contract to provide the services still
guired by their former employers as the basis to build up new
fas of business, including other public sector agencies.

such groups are already in the process of establishing
*mselves as national organisations.

' benefits to a council of encouraging such steps are two-fold.
£stly, using such an outside practice avoids the necessity of
ntaining high staffing levels to deal with peak work loads. A
wate practice can organise its work flow to even out such
Xs amongst a number of clients. Secondly, it removes one
pument for having large local authorities.

' the past, the need to have access to certain specialised

=rtise has been a major justification for establishing large
®le authorities. The examples now in existence of such skills
‘ing established in the private sector and offered to local
horities under contract not only provides an opportunity to
¥e money but removes one of the key arguments against small,
muinely local, councils.
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SERVICES
J--r of local government services have not been considered in
section either because the expenditure involved in
£aining them is small or because the service offers little or
cope at present for alternatives to traditional state
iision or because the arguments put forward above can be
ily applied without needless repetition.

construction and maintenace of public roads, for example, is
rea where alternatives to traditional state funding have been
fidered in the past and are once again on the political
da. Private enterprise provision of a toll crossing of the
mes at Dartford is already under way and the possibility of
ate enterprise built toll roads is under consideration.

initiatives, however, are of little relevance to local
Mmorities since they involve additions to the trunk road or
orway network which is the responsibility of central
ernment. Unless the suggestions put forward in the nineteen
ties for road pricing through the introduction of electronic
2ring are revived and implemented, local authority involvement
the construction and maintenance of minor roads will continue.

le much of that work will already be carried out by private
tractors there is scope to extend that use. Many councils, for
imple, do not use private firms to maintain their street
thting despite evidence of the savings achieved and the

perior service obtained by those who do. The opportunities to
# private contractors to assist with keeping roads open in
ster should not be ignored, either.

theory there is probably nothing that local authorities do
could not be done by private enterprise or voluntary groups,
ther on a self financing or profitable basis or under contract.
: key question in considering each case must be which method
svides the best service to the consumer at the least cost.

implications of adopting that approach for the structure of

eal government are considered in subsequent sections of this
por t .
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- CHARGING THE COMMUNITY

jatever changes there may be in the provision of individual
rvices, the major influence on the way councils will provide
finance those services in future will be the new community

ge.

| the past, the minority of ratepayers, faced with a council
y could not control, had only one option, to move. Hundreds of
sands did so, abandoning expensive inner London boroughs and
jor cities for the less spendthrift suburbs. Industry and
merce followed, leaving behind them the inner city dereliction
deprivation that the taxpayer is now forced to spend hundreds
millions of pounds trying to put right.

& community charge will change that situation overnight. Every
ter, now faced with paying their share of council expenditure,
11 have a powerful incentive to consider the possible costs of
ir candidates' policies before they cast their vote. Officials
11 have to take account of the financial impact of their
icommendations on the public they deal with. Councillors will
iwe to consider the impact of their decisions on all their
kers. Accountability and responsibility will reappear in many
munities where, in recent years, both have been lamentably
ing.

Z2er the new system, every adult will have to pay their share of
fir council's costs, although those on low incomes or state
mefits, such as pensioners and the unemployed, will receive a
pate. It is a burden that those who have never paid rates
not be expected to welcome and, initially at least, the
wernment will incur a measure of unpopularity. In the longer
rm, however, once the campaigns of silly, mistaken and
ctimes deliberately dishonest propaganda have died down, that
ipopularity 1is likely to pass to local government and
irticularly to those councils whose levels of charge are seen by
' new payers as unreasonable, excessive or quite simply
elated to the value of the services they believe that they are
Eting.

the future it will be far easier to make such judgements.
paring costs

rstly, the presentation of the community charge demand notices,
ith their statutorily required comparison between the council's
tual charge and what the Government believes it ought to have
2n, will provide a clear indication of possible overspending.

ondly, under the new system it will be far easier to compare

) local authority's expenditure with another's than is
irrently the case under the rating system. The complications
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sd by different rateable values will have disappeared while
nal claims about changes in rate support grant will be less
" to make under a system that has been considerably
lified. People will want to ask their local authorities
fions which perhaps they have not asked, or been able to ask,
= past. For example, people in Glasgow might well wish to
'why it costs Glasgow District Council twice as much per head
n their services as it does councils throughout the rest of
and .

. under rates, with only a minority paying, there is evidence
t some voters do make such comparisons. The sharp contrast
ween 1identical houses on opposite sides of the
sth/Wandsworth boundary is widely credited with helping the
srvatives retain control of the latter. When everybody starts
pay, such comparisons will become far more important.

hird effect of the new system will be that every additional
ad increase in expenditure means an extra pound must be raised
pugh the community charge; no longer will the non-domestic
spayer bear half the burden. The impact of local authority
ading decisions is, therefore, going to be far more clear cut
the electorate. And that effect will be increased to the
fent that government grants and the business rate may be raised
' less than the rate of inflation.

me authorities will try, initially at least, to ignore this and
ry on in the way they always have. The inevitable result will
to put their communities even more deeply into the kind of
icline that is already a feature of some of our inner cities.
ause the rates are high, people and businesses move out. That
duced the value of the rate base so that the authority had to
Bt their rates up higher still simply to meet the same
renditure let alone increase it, causing yet more outward
ovement. Eventually the government has had to step in with
rban aid and other programmes to bale them out.
Phe effect of the community charge will be to make that
werspending spiral even worse. Industry and commerce may be
otected but people are not. It will no longer be thirty percent
of adults, or in some inner city areas as few as twenty percent,
gho face increasing rate bills and have to consider moving to
void them. In future, everyone will face the pressure to move.
e impact will be inescapable with local authorities in a
trait-jacket from which they cannot escape. Any council which
dopts deliberately high-spending policies will not be able to do
so for long before the consequences make it impossible for them
lto continue.

' The political dimension
' Not all the pressure will be financial. Political pressures
arising from the introduction of the community charge will have

their effect, too. At the most obvious level, many people will
use the ballot box to elect councillors or parties that promise
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supply services more cheaply, particularly when they can
ily compare their level of community charge with that levied
neighbouring authorities.

s obvious, but equally important, will be the pressure
tivists in every political party will put on their councillors
. moderate the demands they make on party members' pockets. And
essure will operate in more subtle ways, too, through council
fficials whose advice will in future be coloured by their
acern for the impact increased spending, and hence higher
ivels of charge, will have on particular groups that they have

p deal with. The clients of social workers are an obvious
ample.

sch pressures must combine to force individual councils into a
sorough examination of the range and level of their activities
ad their costs.

here may be argument about the degree to which each of these

ffects will operate but few will deny that they will create

ignificant, and probably substantial, electoral and demographic

essures on authorities to reduce their expenditure, certainly

down to the average of their neighbours if not to any lower level
han that.

itrengthening accountability

d there are further ways that accountability could be increased
putting even greater pressure on local authorities.

Publication of the comparative details of each council's spending
plans could be speeded up with the presentation made clearer.
Currently they do not appear until after the bulk of the
financial year is over, too late to be of any real value to the
interested voter, and, apart from in Scotland, they do not give a
' breakdown of individual council's per capita expenditure on a
service by service basis. Yet it is precisely such comparisons
that need to be made. A council may be efficient in some areas
and not others. It may have modest spending plans in most areas
but have one service where local demand has led to high
expenditure. Overall totals can hide such variations and make
meaningful comparison difficult to make.

The Government could arrange with the Chartered Institute of
Public Finance and Accountancy, who currently publish these
statistics to re-organise their presentation and dramatically
speed up their publication. The earlier budgeting process
required for the determination of the community charge should
make that easier. If that proved impossible, the Government could
undertake the publication of comparative statistics itself using
its powers to require the more rapid production of information
from local authorities than CIPFA, as a non-statutory body, may
be able to do.

A further useful step would be to give voters the right to
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suisition a referendum on the level of expenditure their
ncils were proposing to make. A handful of councils have, in
s past, used their existing powers to organise ballots on local
sues, most recently on the future of their housing stock. Some
ars ago, however, Coventry took the brave step of asking its
ictors whether they were willing to pay higher rates for better
‘vices. They received a clear "no" and have never repeated the
rcise. Not surprisingly no other council has copied their
gtiative.

it is not inconceivable that a community might prefer the
jorities of one party and the proposed spending levels of
sother. The present system of electing councils forces voters to
bose one or the other. The combination of elections and
ferenda would allow that choice to be made.

gpproving the community charge

'Qountability could also be increased if the Government were to
sconsider some of the features it included in the new system
sich will have the effect of reducing its overall impact.

introduction of rebates instead of raising benefits will mean
significant loss of accountability. Those who will only have to
twenty percent of the full charge will be facing payments of
ound £1 to £1.25 a week. At that level, the difference between
high spending and a low spending council will not be as
gnificant as it will be to those paying the full level of the

2w charge.

addition, the retention of the government's power to intervene
2 council spending plans through community charge capping can
mly serve to reduce accountability. On the one hand, it allows
ople to vote irresponsibly in the knowledge that the government
ill intervene to prevent any serious conseguences. On the other,
betrays a lack of willingness on the part of government, or at
east on the part of the Treasury, to permit people to vote for
igh spending councils where they are willing to accept the full
sonsequences for their actions in higher community charges.

ast attempts to limit and then control council spending through
he use of rate support grant penalties and, eventually, rate-
apping had the paradoxical effect of encouraging the very
irresponsibility on the part of voters, councillors and officials
it was trying to prevent.

eviously councillors and officials had to consider the effects
»f their decisions, balancing the benefits to those who gained
against the cost in higher rates to local business and those of
heir electors who had to pay. As a result of the government's
powers, they could adopt whatever policies they chose knowing
that central government would have to carry much of the burden of
any unpopularity without gaining any significant support. If it
failed to intervene, it would be blamed by the rate-payers for
not protecting them. If it did intervene, it might be given some
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ging gratitude from rate-payers but would be blamed by
sne else for whatever cuts in services the council claimed
been forced to take.

ing or modifying either or both of those features would help
aise the level of accountability above the increased levels
ew system of local authority finance has already created.

ing expenditure

r the new system, councils will have to consider the
ical ways in which reductions in expenditure can be
eved. Initially, assets can be sold to raise money although
extent to which that has been done in the past, and the
squent government controls, severly limits the scope for it
. Ultimately, a reduction in costs to the community charge
sr will have to be achieved through reduced expenditure,
reased income or a combination of both.

' gquantity and quality of services can, of course, be reduced
an attempt made to lay the blame on the Government. The
llity to compare costs and services with neighbouring
horities, however, will limit that traditional local authority
tion. A more promising way of reducing expenditure is to pursue
sreases in the efficiency of service provision, or when that
. reached the limit, to look for private contractors or private
tnerships who can provide those services more cheaply still.

work of the Audit Commission, backed up by the experience of
sse councils who have willingly embraced competitive tendering
ggests that total council spending could be significantly
juced by the use of private contractors. Savings of the order
 fifteen to twenty percent, and sometimes much more, can be
hieved. Significantly, the savings are not always made by
tually using the outside contractors; sometimes the in-house
srvice that is forced to compete for its work will, in fact,
sme up with competitive tenders even cheaper than the private
ector can.

is inevitable that local authorities, when they face the

sality of the community charge, will find themselves driven to
sek competitive tenders, even where they are not forced to do so
government legislation. '

arges for individual services

lome additional income could be raised through increasing and
ixtending the charges councils make for the services they
icovide.

ouncils currently charge rents for their houses, fees for their
ight classes and sell tickets for their leisure and recreation
facilities. Football grounds must pay for the police to attend
atches, businesses have to pay to get their refuse collected,
while applicants for planning permission or taxi licences have to
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pay a fee. In all, charges at present provide on average
something like seventeen percent of a local authority's income:
the largest item in that being council-house rents.

In the second reading debate on the bill to introduce the
community charge the point was made by the former leader of
Sheffield City Council, David Blunkett, that: 'Those who cannot
afford to pay will not only end up paying more but will be paying
for services which are in the main consumed largely by those who
can afford to pay'.[10]

The reality is that many local authority services, particularly
in the area of leisure and recreation, are used far more by the
middle classes, who could afford to pay more for them, than they
are by the low-income groups which councils claim to be helping
by providing the service free or by subsidizing the charges they
make for it.

Many local authorities will face up to that reality and set a
more realistic level of charges for the services they provide.
‘The majority of local authorities now balance their housing
‘account and do not make any subsidy from the rates. There seems
no good reason why they should not seek to achieve the same kind
of result with many of their other services -- such as swimming
pools and leisure centres. They will still be able to continue
© help those they regard as less well-off through giving
concessionary rates and concessionary prices but the bulk of
people who use these facilities should be expected tn face much
more realistic charges.

Changing government policy

ile recent and forthcoming changes in legislation will give
local authorities greater scope for generating income from the
asers of their services and reducing the cost to the rest of the
community, the Government could do still more to encourage such
ealism on the part of local authorities.

It should adopt a more sensible approach to the whole question of
pricing policy. Councils should be free to charge for any
services they wish and not bound by curious rules such as those
lanned for the library service which will permit charges for the
Bn of a recording of a classical symphony but not for the loan
@ run of the mill romance. While a maximum limit for charges
' make sense where the local authority possesses a statutory
opoly neither government imposed maxima or minima make any
se where charges are voluntary. Indeed, fixing a minimum level

ermissible charge in such circumstances may simply have the
t of ensuring that no charges at all are imposed.

mal policy worth considering would be to extend to other

& of council activity the same kind of rules which govern the
tiled accounts of, and restrict the levels of subsidy to,
s like council housing, direct labour organisations and

Hansard, 17th. December 1987 (Col. 1271)
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ipal transport undertakings.

sing the levels of charges will have major implications for
ovision of such services. In some cases it may become clear
there is insufficient demand to justify continuing to
a facility. In others, private companies may find it more
their while to provide an alternative to that service. The
ng moves towards introducing competitive tendering for the
ement and maintenance of leisure and recreation and other
ities may well lead to more councils selling some
ilishments to the private sector or seeking partnerships with
ite operators to run them on a profit sharing basis.

iffect of creative accounting

2 are some authorities who have undertaken major economic
itments by, for example, technically passing over their
such as street lighting, library books, council buildings
in one case, a municipal abattoir to overseas banks in
irn for loans on which the interest payments were deferred for
imber of years. Many of these loans were no doubt arranged in
wopes that a change of government might bail the authority
of its repayment problems.

is not inconceivable that in one or two of these cases, the
munity charge paying electors might decide that they are not
ling to meet that bill when it comes due. They could elect a
mcil prepared to default on these loans. Indeed, for those
thorities who have got themselves very heavily in debt with
s kind of deal the only way out of their future financial
sblems might in fact be to default and go bankrupt. Quite what
® implications would be for the Japanese bank which found
2e1f the owner of street lights in Camden, or a collection of
2 library books in Manchester, is for speculation. But it would
ovide a salutary lesson, both for local authorities and for
ose financial institutions overseas who have acted rather
responsibly in the way they have helped local authorities in
is country.

he ultimate result of the community charge, in the longer term,
111 undoubtedly be local authorities considerably slimmed down
n the activities they do, more efficient in the way they do
hem, and much more involved in deciding the quality and level of
ervice that is to be provided than they are in actually
providing it themselves.
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5. THE RATE OF REFORM

scal government is in the midst of a profound but largely
iplanned period of radical reform with its powers and
responsibilities being gradually diminished as individuals and
roups take the opportunity afforded by the legislative changes
> the last decade to take control over important areas of their
wn lives into their own hands and out of the hands of
souncillors, council officials and, sometimes, council unions. It
faces an intensification of that radical reform with the
introduction of the community charge.

¥hile the present Government came to power with little in its

manifesto that could be described as radical or revolutionary,
years later a transformation is taking place and there is now
merging a clear philosophy and the basis of a coherent policy to

iranslate it into action.

their own, the changes already put in place or planned will,
ithin the foreseeable future, substantially reduce the role of
local councils to the point where the need or justification for
wo tiers of local authority will no longer exist.

gradualist approach

is, of course, possible to argue that, just as the piecemeal
goproach so far adopted has permitted a process of radical changa
i5 take place without serious opposition from local authorities,
25 too the reforms already made should be allowed to lead, over
time, to profound changes taking place in the nature of local
sovernment. Such a gradualist approach would, after all, avoid
‘he need to take any clear, definite and potentially very
npopular policy decisions. :

sre and more houses would be sold or transferred to other
landlords, increasing numbers of schools would opt out, the
oportion of services provided by private contractors would
teadily increase. Under pressure from theirc community charge
ayers, councils would have to make a thorough examination of and
then reduce the range and level of their activities and their

fOsts.

811 of these factors would if they were not reversed by a change
£ government, lead eventually to leaner, more efficient local
overnment. As the pace of that change built up a momentum of its
wn, the case for further structural reform would become
Pifficult to resist. As substantial parts of the public sector
pusing stock and significant numbers of schools were transferred
wompletely out of local authority control, the major areas of
spenditure of the two existing tiers of local government would
substantially reduced leaving the largely two-tier structure
local government, designed in the expansionist sixties,

=
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iy inappropriate. Single tier, all purpose authorities
Bme inevitable.

argue for the gradualist approach must recognise,

hat few of these projected changes will be rapid. Most
flow. And all of them will be bitterly resisted by many
government.

tic resistance

@nisations possess an 1inbuilt tendency towards
ic growth and local government is no exception to the
. of the trends identified by C. Northcote Parkinson in
eptive books can be as readily observed in Britain's
fices as in any government department.

are attracted by the higher salaries and increased
prospects that an expanding department can offer. They
Bt to try and prevent reductions they see as threatening
itablished positions. The responses can readily be seen.
rease in the workload, however small or obV1ously
EY, is used to justify calls for an increase in staff.
sns in the workload, however large and long-term, seldom
 suggestions for redundancies. The normal reaction is to
that they offer an opportunity to improve the quality of
wice.

®t bureaucratic tendency is augmented by other negative
. Many of the more able and intelligent employees who
ave been expected to welcome the challenge of change will
iready left to seek that challenge, and the rewards it
in the private sector. Initiative and enterprise are
2lt to encourage under a local government system that
perceived responsibility rather than actual results.
2lly negotiated wage rates and salary levels tied to
¥ graded jobs make it almost impossible to reward
mding ability through higher pay, even in the more highly
icial operations most under threat from private enterprise
fition.

stroduction of fixed term contracts and performance related
f2a handful of local councils provides a possible answer but
# little appeal to the majority of officials, even less to
@jority of councillors and virtually none at all to most
‘government trade unions.

pany of the officials that remain in local government will
£ best, unenthusiastic about radical change or, at worst,
fight hostile. They will be encouraged in their negative
tudes by the politically attractive, but quite misguided,
tion of "no redundancy" policies which tend to preserve
Bded and top heavy administrative structures while making it
jicult to get rid of the incompetence and inefficiency that
fishes where people know they have a job for life.
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Political fightback

The resistence to change on the part of officials will be fully
fupported by their elected councillors. Many see their time on
he local authority as a convenient stepping stone towards a
plitical career.“ﬁxpanding services, especially those which give
oods or services to a large number of voters, have a
bnsiderable attraction. Conversely, any action which might
acurs some unpopularity is likely to be resisted. Cutting

vices and creating redundancies will not be willingly pursued.

hose councillors without political ambition seldom have the
ime, the experience or the ability to impose proper control over
at their colleagues and their officials are doing. They are
ldom capable of resisting recommendations for increases in
taff or higher gradings. Where the recommendations are couched

' terms of increasing the service to the public, any opposition
omes doubly difficult.

jainst that background of inbuilt self interest, few
portunities will be missed to slow the pace of change and every
Bance will be taken to reverse it. Throughout, the 1local
Wwernment lobby will protest, as it has for most of the present
tury, that central government is destroying its independence,
claim that bears as little relation to reality as does that
loposed independence.

©h slow and bitterly resisted progress will not be in the
erests of either local government or of the people it 1is
Pposed to serve. For that reason, if no other, there is a need
‘consider now the case for more rapid and radical reform that
21 create local councils which are efficiently operated,

werly managed, genuinely independent of central government yet
1y accountable to their local electorates.

some point the questions must be asked, why wait while an
¥easingly inappropriate and costly council structure fights to
istrate, or at least delay, the transfer of its powers and
ponsibilities to ordinary people? Might it not be better to
fognise the long term implications of current trends and set
now to create a local authority structure more appropriate to

reduced role local councils will inevitably perform in the
e?

42




. OR GOVERNMENT?

en, in the past, there has been an unfortunate tendency to
government in terms that have nothing whatsoever to do
services it supplies or the local functions it perforus.
committees, for example, often depict local government
stential counter-balance to what they consider to be an

erful central government.[11l] In the limited sense that a
Scant number of local councils will tend to be controlled
litical parties opposed to the government in power, there
. 2 limited truth in the proposition. But it fatally fails
sognise the fact that local authorities are today entirely
es of statute, legally constrained to do, and only to do,
he law of the land lays down. Every government possesses
swer to change the status and responsibilities of local
ent. And every goveranment of left and right has chosen to

s0 ignores much better ways of restricting the power of the
g such as devolving as many as possible of its functions
=t to individual citizens. People faced with the loss of
fct control over an area of their own lives are far more
ly to protest than they are over transfers of power and
wnsibility from local councils to central government.

ers, with a more romantic view of local government, See it as
widing a valuable expression of local identity, offering a
=1 point through which a community can express its character
§ identity. In the past, there may have been some basis for
*h a belief but the reforms of the nineteen seventies with
ir creation of larger and more remote local government areas
nuch to destroy people's identity Wwith their local council.

sancillors and their sfficials take a more practical view,
sually arguing that the powers of local government should be
creased, explicitly at the expense of central government but
ten, if much less explicitly, at the expense of the individual.
Ltacks on the legislation giving tenants the right to buy their
fomes and parents the right to help govern their cnildren's
echools are, for example, always expressed in terms of the
government interfering with the rights of local councils, never
in terms of those councils wishing to restrict the rights of

heir residents.

Their view of local government is no more acceptable than that of

the academics and the romantics. It rests on a fundamentally
collectivist view of society that only disagrees with central
government over who should exercise that collective power and how

[11] See for example the report of the Com
The Conduct of Local Authority Business

Tondon: HMSO, 1986) (Pages 48, etc.)

mittee of Enquiry into
(Cmnd. 9797,
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they should do so. Whichever political party is in power at
Westminster, its opponents in power in local authorities will
argue for greater power and greater freedom in how it is used.
Increasingly frequently, they will claim the right to take
stances on matters far beyond the ambit of local government under
the guise of protecting local people from the conseqgquences of
government actions. Their election in thirty percent polls will
be claimed to provide a superior democratic legitimacy to that of
4 government elected in polls of more than double that level.

Whenever there is a change of government the roles change. Those
Who previously attacked central government interference now seea
it as beneficial and support it. Those who previously upheld the
rights of central government to intervene now vigorously attack
the exercise of that right.

eldom, if ever, does anyone in local government adopt a
ealistic and consistent approach to the functions and structures
of local government, one that takes into account the services
hey can or should provide and the methods of paying for thenm.
eir failure to do so is not surprising. Councillors and
pfficials both have an interest in maintaining and expanding the
owers of local government as a means of increasing their own
power, position, pay and prestige.

ontrolling the purse strings

major weakness of local government lies in the fact that
ouncils raise so little of the money they spend from those who
iect them. At present councils only raise around half of their
come locally, with the remainder coming from government grants.

d half of the money they do raise locally comes from industry
d commerce.

en the new system of financing local government comes into
ffect, only the community charge will remain under the control
£ the local council. Although the figures can be presented in a
riety of ways, effectively councils will only be able to
bntrol something around a quarter of their income.

is a curious contradiction in the arguments of those who
aditionally argue for greater local government independence
at they accompany their calls with demands for greater
vernment grants so that councils are less dependent on their
epayers. In reality, the contrary is the case. If councils are
} have any increase in their freedom of action of action it can

iy come through a much reduced reliance on funding from central
ernment .

vy dependency on central government funding leaves councils
inerable to changes in national policy such as when, in
6/77, the intervention of the IMF called a halt to the party
, in more recent years, when government has cut grants both as
matter of policy and as a crude and not very successful weapon
an attempt to cut overall council spending.
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Bridging the gap

S0 long as councils remain responsible for the present range of
services the gap between what they spend and what they can raise
locally is unbridgeable. To fund present levels of expenditure
entirely from rates would mean, on average, a doubling of their
level. In some areas the increase may be lower but in others it
would be far higher. To fund it from the community charge when
that is introduced, assuming the level of business rate remains
largely wunchanged, would mean levels three or more times higher
than those currently predicted.

The protests that accompanied the 1984/85 rating revaluation in
Scotland from people facing a thirty percent increase in their
rate demands makes it abundantly clear that such rises would not
be politically possible. The only way that reliance on government
grants can be reduced is by a reduction in the services councils
provide. The greater the reduction, the less the reliance.

As already discussed earlier in this report, it is clear that in
the long term much of local authority control over education is
going to disappear as increasing numbers of schools opt out of
local authority control. One way in which to eliminate reliance
On government grants totally would be to accept that loss as
inevitable and seek to undertake the total transfer of education
now. The level of expenditure on education is broadly equal to
the current level of government grants. The transfer of that one
service alone from local authority control would allow dependence

on central government grants to be ended.

In the short term, there will be many schools whose boards are
insufficiently enterprising or experienced to undertake the
burden of fully managing their own school. Tt may, therefore, be
that some government appointed agency would have to be set up,
similar to the residuary bodies set up when the GLC and the
Metropolitan Counties were abolished, with the responsibility of
providing the management for such schools and working with them
towards a position where they could become fully self governing.

Removing business' burden

The unified business rate, however, is far from an ideal tax.
While it is a marked improvement on the current rating system
that allows many inner city councils with a low number of
domestic ratepayers to increase their rates with impunity, it
will remain totally unrelated to a business' ability to pay and
can be a crippling burden on many businesses who require large
premises but have low profitability. And, it must be noted, many
councils charge businesses for some services which domestic
premises receive free.

Non-domestic rates currently bring in about twenty-five percent

of council income and it is unlikely, at least initially, that
the unified business rate will raise any less. Over time,
however, pegging any rise to the rate of inflation may well see

45



that proportion slowly decline.

It is, of course, open to the government, should it so wish, to
abolish the unified business rate and replace it with higher
taxes on business profits, distributing the money raised among
councils in the same was as it proposes to share out the proceeds
of the uniform business rate. There are a number of arguments
against such a step, the most important from a local government
point of view being that the existence of the business rate at
least guarantees a distinct and readily identifiable source of
specifically local government income, albeit one that is
ultimately controlled by the government on a national basis
rather than by each council on a local basis. If the money were
to be raised by increasing other taxes on business it would
inevitably be as part of overall government income and both the
amount and the way it was distributed would be subject to every
shift in government policy.

If there is to be any significant reduction in business rates,
let alone their elimination, it is in the interests of local
overnment to seek it through further radical reductions in the
range of services they currently supply.

tting costs

In aggregate, about ten percent of local government expenditure
is devoted to maintaining police forces. If responsibility for
he provision of all except neighbourhood policing were
ransferred to central government that cost would be reduced by
rhaps three quarters. If local leisure, recreation, library,
museum and art gallery facilities imposed economic charges or
sre privatized that would reduce expenditure by a further four
ercent. Accepting a reduced role in other areas such as
lanning, industrial development, and regulation, extending the
se of competitive tendering to a much wider range of activities,
nd making a greater and more imaginative use of voluntary
gencies to provide social services could together cut
xpenditure by a further three percent, and perhaps as much as
ive percent.

urther savings would arise from the reduction in services
rovided. One result of such a radical reduction in the role of
ocal government would be completely to remove the case for a
wo-tier system of local councils. The creation, in their place,
£ more locally based, single tier local authorities would allow
urther savings to be made in bureaucratic overheads and in the
implified administration of those services for which
esponsibility is currently shared.

conjunction with the elimination of business rates it would be
ppropriate to introduce charges for services industry and
mmerce currently receive free. Provision of fire and local
lice services could could be charged for on the basis of a
rcentage of the insured value of the property and contents.
llection of refuse and waste, where charges are not already
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made, use of reference library and other information services
and, where colleges remain under local authority control, the
provision of college courses to trainees and apprentices are all
examples of identifiable services which business could be asked
to pay for. They would, of course, enjoy the full right if they
felt those charges to be too high to seek the services elsewhere.

he eventual savings from the above proposals, coupled with the

results of the kind of other cost cutting, revenue raising and
privatization options discussed in Chapter 4 above could well be
sufficiently great to allow the unified business rate to be
abolished, leaving local councils free to raise all the money
they need from the people they represent.

Towards local freedom

The compensation for such a substantially reduced role would be
the far greater freedom that local councils could enjoy. Totally
independent of any income from central government, they would no
longer be subject to unpredictable changes in national policy but
ould be free to undertake any activities that their local
electors were willing to support and pay for.

Such freedom, however, could not be unlimited. The pressures
towards expansion would still exist and the lessons in creative
iccountancy that have been learnt over recent years would not
1ave been forgotten. Local politicians would still be able to
juggle their budgets so that election year expenditure was more
acceptable than might otherwise have been the case. Without the
controls that have been painstakingly built up by the present
government, it would still be possible for a council to expand
its activities while arranging to pay for them in ways that would
ot impinge upon present-day electors. As with much recent
municipal financial ingenuity, the bills would have to be paid by
an unfortunate future generation.

way of preventing such abuse of power would be to adopt the
idea, widely used overseas, of requiring any proposal for major
expenditure that involved borrowing to be approved by a ballot of
11 the council's electors. Indeed, there would be a strong case
for giving the residents the right to requisition a referendum at
any time on the council's expenditure plans.

it is now over a decade since voters in California used just such
power to impose sweeping cuts in the state's property taxes
inging an abrupt halt to the previous, apparently inexorable,
owth in local government spending. Other communities with
fimilar powers followed their example launching a wave of
innovation as councils faced with bankruptcy sought ways to cut
heir costs and increase their efficiency. There seems no reason
hy giving voters here a similar power to curb their council's
nding should not produce similar benefits.
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Lffe-Maud Royal Commission commissioned research into
ence for and against the argument that larger 1local
les would be able to produce economies of scale and
efficiency. The results were clear. "The over-riding
which emerges from the three studies by outside bodies
our own study of staffing is that size cannot
2ally be proved to have a very important effect on
mce."[12] An analysis of present per capita expenditure
#ands to confirm those findings. The city of Glasgow, for
- spends twice as much per head providing its services as
. of Scotland. There is no evidence that those services
_ way better, provided more efficiently or more cheaply
.t of the city's superior size. Indeed, the available
* would suggest that the opposite might well be the case.

there is remarkably little evidence that the re-
ation of local government in the nineteen-seventies led to
#nificant economies in the provision of services or the
ftration of local authorities.

pless, a major factor in determining the size of local
ities at re-organisation were estimates of the minimum size
tred necessary for the efficient performance of particular
ons or provision of particular services. It was, for
. unkindly suggested that the size of top tier authorities
ermined by the level at which there would be a full time
a school piano tuner.

2akness of that approach, even assuming there were
iiencies and economies to be gained, is that the entire
psis depends upon the assumption that the authority will
oally provide the services itself. The moment that outside
ractors are used, the gquestion of size becomes irrelevant.
irivate companies which win the contracts will naturally seek
Etain the optimum size, bidding for a variety of smaller
idual contracts to reach it.

mer argument sometimes put forward in favour of larger
forities is that they allow a measure of redistribution of
me as costs are spread over a wider community. Quite why
who have freely chosen to move out of high rated areas, and
® to forego the superior services they are claimed to provide,
wld be dragged unwillingly back into the net is never
tified except in terms of spreading the burden more widely. It
an argument which would logically justify total central
@ing of local authority activities, something which would be
tthema to most supporters cof strong local government. In any

2] Report of the Royal Commission on Local Government in
England (Cmnd. 4040, London: HMSO, 1969)
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1 major services provided by local government devolve
@ividuals the case steadily weakens.

2r argued that those who live outwith the major urban
pald be brought within their ambit so that they make a
2on to costly city services they are presumed to use
Braries, art galleries and subsidized public transport.
‘argument with minimal justification. Such services
e only a small part of total council expenditure. The
fnts who use them are normally working in the area and
ioyers are contributing heavily through their rates. If
fices were properly priced the problem would not arise
¥ere they to remain subsidized it should not be beyond
©f a local council to make appropriate charges, or

22l charges, for the use of its services by those who do
within its area.

fuction of the community charge further weakens the case
=, broadly based local authorities. When local council
derived equally from all its residents and when
& rates are distributed on a per-capita basis, there are
fits to be gained by incorporating the more highly rated
areas and none to be lost by allowing their secession.
that is, the council intends quite improperly to
imate against the suburbs and provide them with inferior

be argued that large areas are required to give the
y size of income to finance large projects but that is to
#® guestion of why such projects should be undertaken if
= not sufficient demand willing to pay an economic price
facilities they offer.

communities

theoretical optimum size can be disregarded as a factor
srmining how big local authorities must be, then it becomes
mle to move towards a new pattern of local councils related
e kind of natural communities that people themselves
ify with. Some of the artificial linkings of largely
ated communities created at reorganisation can be divided
mew and more meaningful districts. Some city suburbs might
P to take the opportunity to develop their own distinct
ity by seeking a council of their own.

iwerage size for these new authorities might be a population
e order of 40,000 to 60,000 but there seems no reason why
iler communities should not be recognised if those who live in
believe they can be viable. Determining the wishes of
punities and the best boundaries for the new councils should
e responsibility of the Local Government Boundary Commission
warcried out just such a consultative exercise as part of the
re-organisation. Its remit on this occasion, however, should
» seek, and take full account of, the views of ordinary
duals rather than rely on the opinions of local councils.
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! THE COUNCIL CONCEPT

£ives to local government have been given serious
ation at various periods over the past century. The idea
te enterprise creating completely new towns was pioneered
zer Howard at the end of the nineteenth century. In
» land was to be purchased at agricultural prices and a
‘¥ planned town built on the site with the income from
povering the cost of providing services normally provided
al authority and the increase in the value of the land,
* by the development, used to benefit the community.

mcept found practical expression through the foundation of
i and Letchworth as completely new communities. Both were
uly developed by private enterprise joint stock companies
wh Welwyn was "nationalized" under the 1946 New Towns Act
chworth eventually became a public trust.

Esing local authorities

i the Second World War, governments of both left and right
- found it convenient to develop both public and private
ftutions that carry out various local government functions
without suffering what are commonly seen as the delays and
backs of democracy.

idea of Government appointed and financed new town
#lopment corporations was introduced by the Labour Government
247 and such bodies were appointed by succeeding governments,
Brdless of political persuasion, up until the early nineteen
enties. Though now abandoned as a means of creating complntely
i communities, the idea of state development corporations has
widely used by the present government as a method of
iving the decaying dockland areas of London and Liverpool and,
e recently, a number of similarly run down urban areas.

the aftermath of the troubles on Merseyside it experimented in
)¢ renamed Stockbridge Village with a new form of quasi-private
munity trust which was to take over a complete council estate,
n it as a commercial concern, financing a substantial programme
£ improvement through the sale of vacant sites for building. The
@periment was not an unqualified success, encountering serious
inancial difficulties when the assumptions, estimates and
ojections, which had been made somewhat hastily, turned out to
fave been rather optimistic.

The Thamesmead Experiment
Learning from the lessons of the Stockbridge Village experiment,

a far more extensive initiative was set in train on the demise of
‘the Greater London Council. On 1700 acres of the former Plumstead
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¢ the council had been developing Thamesmead as a local
' new town. To continue the development after the GLC was
B8, the residents were given two options, to come under
xol of the London Borough of Greenwich or to transform
#es into a community town, organised as a private company
! guarantee with a board of directors largely elected by

1 residents and under the initial chairmanship of Clive
', former General Manager of the Abbey National Building
. In a ballot they chose the latter but lengthy
ftions with the London Residuary Body and court action by

# local authorities delayed the actual transfer of full
. until the end of July 1987.

not a local authority, Thamesmead Town carries out many
ons that in more conventional communities would be the
sibility of local government. It owns and manages around
‘houses, 150 industrial and 55 commercial tenancies. It
#s and maintains over 200 acres of parks, open spaces and
 areas for leisure use and supports a wide variety of local
mity organisations. It is even seeking the conversion of a

school into a city technology college. Its current five
development programme includes marketing over 100 acres of
@ential land, over 30 acres of industrial land and
Fessing around £50 million of civil engineering, building and
Scape work.

fzample for others

ough it is clearly too early to come to any final judgement
the level of ultimate success this "unique experiment in
%al policy"[13] is likely to achieve, Thamesmead Town has
oached its task with a level of initiative and enthusiasm not
*d in many local authorities. In its first eight months in
ration it took steps to clear the backlog of outstanding
flications by tenants to buy their houses and reached agreement
the sale of more industrial land than the GLC had achieved in
¥ full year of the town's history. It has even abolished the
aditional distinctions between clerical and manual workers.

only regrettable feature of its record to date has been the
tions of a handful of London local authorities, fearful of the
pplications of the town's likely success, who not only tried to

ustrate the residents' clear cut decision and prevent the
£iginal transfer but have subsequently seized upon every

Pportunity to undermine the new company's image.

7e results to date at Thamesmead suggest that there may be an
ittractive and viable alternative to the traditional forms of
ocal government in which communities could resolve to transform
11 or part of their local authority's functions into a form of

community company operating under company law instead of local
government law.

[13] From the Chairman's Statement included in the Thamesmead
Town Annual Report 1987/88
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¥ noted above services traditionally provided by local
Bt in Britain are often provided by private companies,
i but by no means always employed to do so by the local
Sometimes local residents or commercial ratepayers
those services for themselves without the intervention

authority.

' COMPANIES

munity company would own and manage all the properties
ts of the former council, or those related to particular
§ if it did not take over the entire functions, with its
¢ of incorporation spelling out its responsibilities
al residents. Those residents would become shareholders
ew companies and would elect a board of directors.

es

e a number of possible models which might be used. The
is the system at Thamesmead where every resident over
" of eighteen has a vote but no formal share as such. A
but more traditional system is that of the "par value co-
ere every existing resident would receive a non-
rable share with a nominal value of perhaps £1. Incoming
s would purchase a share for the nominal £1 while those
the town would surrender theirs for the same amount.
¢ of these forms of co-ownership, however, allows the
s to gain any tradeable benefit from investment 1in their
ty's development which they helped finance through their

f es and community charge payments.

were felt desirable that residents who may have paid above
= rates, or in future community charges, to help finance
fovision of valuable local amenities should be able to
¢ some of the value of their investment on moving away then
itorm of more normal shareholding would be appropriate. A
;mich retains equality amongst all residents is that used by
mership co-operatives in this country and in some
jties such as the Mondragon co-operatives in Spain. Each
int would hold a restricted equity share which newcomers
purchase from the company on moving into the town while
who left would sell theirs on leaving. The value of the
. would increase or decrease in value reflecting estimated
s in the value of the community's assets.

21 option would to adopt the more more typical public
gny structure where residents would be allocated shares in
ew company which they could freely buy and sell. If money
eeded for investment in the community's facilities there
i be opportunities for those residents who wished, and
ss financial institutions and outside investors, to purchase
jional shares as an alternative to sanctioning increased
wing. Under such a system it would probably be desirable to
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grship of voting shares to residents but outsiders and
sns could invest through the purchase of non-voting

ent board of the company and its executive personnel

chosen under standard company law. It would establish
@21 and contractual relationships with both public and

pector bodies. Its prime task would be to manage the town
assets to the best advantage of the company's
ders, the local residents. They would administer the
gnd the non-residential properties, and manage the
and the land in such a way as to maximize their
exploitation to the advantage of the community.

£he normal constraints on local authority activities they
# able to operate commercially, offering services to other
ties, to public bodies and, of course, to private sector

-

and companies compared

2 list the salient features of companies and local councils
@icates how they differ.

A comparison of council and company features

o ———————————— o ——————————— s T o o o | — —— -t

Councils Companies

- T Electorate Shareholders
Councillors Directors
Elections Annual General

Meetings,
Resolutions,
Appointment of

Directors
Specified in Specified in
legislation the company

memoranda
Local and Civic Companies Acts,
Acts with the Memorandum and
Representation Articles of
of the People Acts Association

of the advantages offered by company law are that directors
te at all times answerable to their shareholders. General
=t ings must be held at least annually and shareholders enjoy
®= power, under certain circumstances, to require that an
raordinary general meeting be called. Councillors, in
trast, cannot be required to account for their actions during
ir term of office and the only challenge open to electors is
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to initiate court action where they believe a council, as a
whole, has acted outwith its legal powers.

Shareholders have a direct say in company policy by means of
resolutions at general meetings. Most require a simple majority
to be passed but on some matters the proportion needed in support
may be as high as three quarters. As @lectors they have no such
say over what their local council does, or does not, do.

Companies are autonomous, unlike local authorities whose
functions are are laid down in legislation. A company's aims and
functions are initially chosen by the original subscribers ko
that company and are stated in its memorandum of association.
They may, however, be changed from time to time by means of a
special resolution requiring a three-quarters majority of the
shareholders to support it. As such, the suggested community
towns would enjoy greater freedom than councils to act outside
their own area. If they were succesgsful they could compete with
more normal private sector companies to win contracts to carry
out work for other local authorities

Safeguarding the public

The transformation of a local authorit
represent a radical departure from es

one in any way devoid of precedents or legal safeguards. Company
law, as it relates to the rights of individual shareholders, is

well developed, and generally offers the individual greater
access to redress than he or she wou i i i

y into such a company would
tablished practice, but not

In framing the legislation to permit communities to opt For such

ges some adaption of existing company law would be necessary,
example concerning the nature of elections where it wguld be
rable to have some kind of "constituency" basis, as is done
; mesmead, rather than the normal company procedure of a
le majority being able to elect all directors en blpc. IE
d also be advisable for the government to establish by
slative precondition some of the limits to which the new
es would be subject. It might even be thought advantagegus
establish a small agency to oversee and monitor the activities
the new bodies, and to act as a combination of regulgt?ry
cy and first court of appeal. Similar bodies were estapllsned
deal with the newly-privatized telephone and gas companies. In
@ case of the new community companies the scale woqldlbe,
itially at least, very much smaller, even though the principle
ght be similar.

sth legislative preconditions and a monitoring agency wou%d
rve to reassure the public during a step into.the unknowp. This
probably more important than any real.functlon they mlghp be
1led upon to exercise. Their presence is to sat1§fy possible
jectors with the assurance that adverse contingencies have been
nticipated and dealt with.
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THE POLITICIANS

reforms of the nature and extent outlined in this report
reduce the range of responsibilities undertaken by
lors it will still be necessary to provide them with some
of recompense for the time they have to spend or, more
tically, choose to spend on council business.

©r to 1948 councillors, except in Scotland, were largely
2id. From then until the nineteen-seventies re-organization,
mcillors with jobs were entitled to claim a tax-free financial
= allowance, in recompense for lost earnings, a provision that
normally interpreted sufficiently widely to allow self-
iployed people to claim if they could prove that they had

rred extra expenditure by, for example, employing someone to
ke their place at work. At the re-organization of 1local
overnment, the maximum amount that could be claimed in this way
as £10 per day.

many meetings

ith the new system of local government came a new system of
payment. Henceforth, councillors could claim a flat-rate daily
attendance allowance for a range of "approved duties", some
defined in statute and others determined by the council. While
the maximum amount of each such payment was fixed by the

government, individual councils could fix lower maxima if they
" wished.

The new system never proved popular, leading many critics to
claim that too many council meetings were called for the sole
purpose of enabling councillors to claim allowances, that maximum
allowances were paid for meetings lasting a matter of minutes and
that some councils had interpreted "approved duties" to include
party meetings, other political functions and social events.

In December 1976, the Robinson Committee was set up to conduct a
full investigation into the question of councillors remuneration.
It recommended a basic annual payment of £1,000 a year
(equivalent to around £2,900 at today's prices) plus the payment
of financial loss allowances for a restricted range of approved
duties and an additional payment to the ten percent of
councillors who were considered to be undertaking "special
responsibilities."[14]

[14] Remuneration of Councillors (Cmnd. 7010, London: HMSO, 1977)
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The recommendations digd not find full favour with government,
Instead, they introduced the financial responsibility allowances
and offered financial loss allowances, but only as an alternative
to continuing attendance allowances. The idea of paying any form
of flat rate annual payment was rejected.

The Widdicombe Committee, appointed in 1985 Principally to
enquire into local government practices and procedures, also
considered wider aspects of local government. It proposed that
there should be a basic flat rate allowance for all members of
local councils ranging from £1,500 in the smallest authorities up
to £4,000 in the largest. It also recommended the retention of a
revised system of special attendance amounting in aggregate to
£2,300 in the smallest authorities up to £50,000 in the
largest.[15]

The Committee estimated that their proposals might treble the
total bill for councillors' remuneration from £€18.5 million per
annum, excluding travel and subsistence, to about £56 million but
commented: "We believe this is a remarkably low price for a
system of democratic representation."[16]

Flat rate payments

Government have now accepted the idea that there should be a
basic flat rate allowance "as a simpler and more satisfactory
method of remuneration than the current arrangements." They do
not accept, however, that there should be any overall increase in
the total amounts paid to councillors. Nor do they accept that
the levels of payment should vary according to population covered
by the authority. They propose only to vary them according to the
type of authority.[17]

argument, district councils vary considerably in size fronm small,
Sparsely populated rural areas up to cities with populations
measured in hundreds of thousands. The number of councillors, the
size of their wards and hence the commitment they have to give
vary almost as widely.

Equally variable are the eXxpectations local electors have of
their councillors. Residents of a rural area may prefer a large
council made up of part timers serving small number of electors
whereas those in a city may wish to see a much smaller council
made up of people who represent large electorates and are

[15] The Conduct of Local Authority Business (Cmnd. 9797 London:

HMSO 1986
[16] Ibid. (Page 134)
[17]The Conduct of Local Authority Business -- The Government

Response (Cm 433, London: HMSO 1988) (Pages 9 to 11)
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effectively full time and more professional in their approach.
Reflecting local preferemces

One way in which variety amd local preference could be recognized
would be to adopt a flexible system under which a centrally
determined formula fixed the maximum amount that any council
could distribute in basic allowances to its members. That formula
would have to be based on the total population served by the
authority but with some allowance built in for the relative
sparsity of the area concerned to reflect the problems of
representation and travel created by serving a scattered
community.

Once the total amount available had been determined in this way
it could then be left to local choice, either expressed through
thecouncilitselforthroughealocalreferendum,aslxawhatsize
of council they wished to have and hence the level of payment
each councillor would receive.

Given that a single tier of authorities is a likely product of
change, and that councils would represent an average of 40,000 to
60,000 population, albeit with local variations, the number of
councillors to serve those numbers might be fairly constant in
practice, even if local choice were to be allowed. There is also
the fact to be taken account of that local authority functions
will be very different. With some items taken out, and others
per formed by independent contractors, the question arises as to
how many councillors will be required.

The implication of this analysis is that the need will be for a
smaller number of more professional councillors of higher calibre
than at present. Even if councils were to be given a choice over
numbers to share an allowance allocation, a likely result would
see the emergence of more streamlined and more effective slimmed
down councils. There will be a smaller number of councillors, but
they will be paid more.

Cabinet government

The evolution of local government in the past decade has been
toward more business oriented activity. The use of contractors
has been one feature, more sophistication in management and
control has been another. Increasingly local government is coming
to be a business activity, and it is hardly surprising if its
structure and organization change to reflect its new function.

With the changes in function described above, and the move to
single tier authorities of the size indicated, a logical step
would be the development of cabinet style government. The elected
councillor would preside over a department, much as a government
minister does. He or she would be supported by a high quality
civil service to implement decisions taken at the political
level. The run of the mill council committee meetings taking
place several times a week would become meeting of officials. The
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need would not be for large numbers of councillors with spare
time to attend such meetings, but for smaller numbers of higher
level councillors to head local authority departments.

This would be a substantial upgrade in the status and ability
level required of local councillors, and in the responsibilities
and career opportunities for local civil servants. This would
further reinforce the pressures already noted which indicate the
trend to fewer but better paid councillors. With the caveat that
considerable local variations would exist, there are good reasons
to expect that the councils of the future will be the single tier
authorities described here, that they will represent some 40,000
to 60,000 population, and that they might have one third to Gne
quarter of the number of present councillors, with each one paid
substantially more than their present counterparts.

The effect will be to produce more businesslike councils and much
more businesslike councillors. Perhaps as the century draws to
its close, so too will the era of the amateur councillor. The
steady growth in council responsibilities has been set in reverse
during the past few years, but not the need for competence and
better management skills. The need to handle outside contractors
and to administer smoothly and professionally the services sought
by the community are different orders of skill to those formerly
required of local political representatives. The world of local
government has changed and is changing yet more; those who
preside over that world must change to meet its new challenges.
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10. THE REWARDS OF RADICAL REFORM

Such radical reforms as those suggested above would create a form
of local government where councils were closer to the people they
served, were more accountable to them and more responsible for
the decisions they made. And the pressure from their community
charge payers, as voters, to keep costs down would ensure that
many of the changes that have had to be forced on an unwilling
local government in recent years were willingly maintained in
place.

Such changes could also help attract back into local government
some talented people who could have made a useful contribution as
councillors, people who have been put off by the sheer volume of
unpaid time that membership of a local authority now demands. No-
one of ability already in employment can be expected to give up
time, and probably promotion prospects, to sit at interminable
meetings discussing the provision of council services in detail
when what they should be doing is determining the level of
service required and directing the activities of qualified
officials and outside contractors to ensure it is provided.

A slimmed-down, more efficient, single tier local authority, with
a clear division between policy determination and implementation
should also be much more attractive to officials.

Twenty years ago the Maud Committee suggested that if councils
wanted to attract the best officials and the best people to be
councillors then they had to separate out the functions of each.
Councillors should concentrate on policy while officials
concentrated on carrying that policy out. Nobody at the time took
a great deal of notice and, when local government was
subsequently reorganized, the traditional confusion of roles
continued largely unchanged.] 18]

It may be one of the incidental consequences of the changes now
taking place in local government, and the more radical changes
suggested above, that we now begin to approach something of the
Kind that Maud was suggesting.

In the conclusion to their report, the Wheatley Royal Commission
stated that, "it is when real power rests with local people that
local democracy begins to mean something."f19] So long, however,
as central government remains the major paymaster for local
councils that power and that local democracy cannot exist. The
suggestions outlined above offer a way in which that dependence
on central government can be sharply reduced.

[18] Management of Local Government (London: HMSO, 1967) (Volume
1, Report of the Committee)

£13] Royal Commission on Local Government in Scotland 1966-1969

{Cand. 4150, Edinburgh: HMSO, 1969) (Pages 277 and 278)
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The price to be paid will be a substantial reduction in the range
of services over which council control is exercised. But such a
reduction will, sooner or later, be the inevitable consequence of
current government policies. Individuals and families now come to
expect that they should exercise many of these powers personally,
and make choices themselves instead of being forced to accept the
~collective decision made by a local political body.

The reward for these changes will be a freedom of action for
councils and their local communities that has not existed for a
century or more. Councils may no longer offer a power base for
local politicians, but they will be leaner and fitter and more
deserving of the respect of their communities. That freedom
offers a challenge which 1local authorities can meet and can
benefit from. If it is faced in the proper way, both local
authorities and the people they serve can only gain.
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