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21 BReprtember, 19831

¥r, Bupert Murdoch,
Thalrnan

Deayr Rupsrt,

£ was a little shaken by your memo of 14 Septenber which
cane L0 ne and to obthers on the papers. YTou koow I sn
not 3 moener and I wlll work to any working budgst vou
set and strictly comtrel 4t. I will alszo hold myself
accountable o vou for thatr control.

But I do find 1t 4lfficult o aveept the principle of
day-to=day approval for detailed items., I can’é, Bonestly,
edlt the paper proparly without havipy discretion within an
sgreed budbet, 1 am sure that on veflscotion you wils BELTRB o
We nave & very uprgent task indeed in geibing budgels auresd -
and monthly operablng statements ~ $0 that vou oan see how
wi are performing and we, for our parit, can know LF anyihing
ig guing weng.

Bit wme as hard ag vou like on budgsits and their control, but
a0 leave me responsibility for controlling the peopls who
report €0 me and controlling thedlr departmenital udgets. It
makes life difficuilt and erodes agth —itey 1f T am 5ot 20 be
the zole channsl for youy instructions.

Believe me, svervbooy hevs is degpargtely asnxiouns o make a
g of things and we have a good ndolsus of lsadership now,
Parhaps we oould have & falk as so0n a5 vou come back aboub.
¥ I have sent Gerrv 8 nots for when he reburns about how
wital ikeis for ws Lo get our budgets and sperating atateomenis
going adt the very sariisst soment,

Regards,
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From the Editor

721 september, 1981°

To: Chairman
Mr. G. Long

EDITORIAL SPENDING

We will certainly institute a vigorous review of all the
spending procedures at The Times. They are already
tightly monitored but we have in addition started
discussions with The Sunday Times where we may avoid
overlap when it is vinecassary and we are controlling
travel very tightly indeed.

- But I must say that it is exceedingly difficult operating

. at the moment because we are operating blind. This is noe

i fault of management, still less of editorial, but the fact

- is that we have no budgets and we have no monthly operating
statements.

I have always found it challenging and desirable to have a
budget and operating statements by which it can be controclled.
In the turmoil of the year of suspenzion and all that
immediately preceeded it and followed it, this esszential
method of cost control has been lost and T know that the
Managing Director is in the process of re-instituting it
against very considerable difficulties with the NATSOPA
union and others. But this is now, I suggest, one of the
most important tasks facing us in controlling the very large
operations within the company. These procedures are much
more effective than random checks or general squeezes. '

Once we have a budget, and regular operating statements of
expenditure, we will strive to Operate within it. It is not
really practicable or even desirable +o be referring individual
Jitems of expenditure - while it is essential that the Editor
and the Editor alone be held accountable to the Chairman,

and the Managing Director and Board, for the efficient control
of the budget,

The budget, of course, properly provides a proposed schedule
of expenditure which the Chairman and Managing BDirector and
Board can approve, amend, or disapprove, as they wish after
representation. That is the point at which propozals for
expenditure should be submitted for approval. At that point
there can be a proper consideration. It is not practicable
to do it week by week nor advisable.

Please may we discuss?

fpe
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MEMORANDUM

DATE: September 146, 1981,

Ag . ~ iIrvR s iped % N ) ° 3 3 =3
FROM: Mir. Rugert Murdock "0 The Editors, Deputy Editors and

H Managing Editors of
‘ SUBIECT: The Times and The Sunday Times,

Editorial spending is reaching intclerable levels

and it is now necessary to exercise extreme restraint
in all areas. The purpose of the following measures
iz not only ko achisve workhwhile reductions, but also
to allow management to have a berter understanding of

where the monsy is going.

Hith this in mind the following measures are to taks

effect immediately.

i Authorisation of any fee in excess of £100 must
be obtained from the Bditor or Managing BEditor
before the commitment iz wndertaken, Anything
in excess of £1,000 is to be submitted to the
Managing Director.

Zchedules of all items of expenditure must he
prepared weekly for review by both nyself and the
Managing Director.

2 ALl expenses for staff and contributors must
be countersigned by the relevant Managing BEditor
after firgt beinyg approved by the Head of
Department. This will also be reviewed on s
weekly basis by mnyself or the Marpaging Director.

3, ALl private phones ave to be withdrawn, except
from the personal offices of Directors of TNL,
Further arrvangements will be made as socon as
vossible to preclude the use of the aexisting
telephons system for direct calling on elther
an 87D or ISD bhasis.

4. Identical measures are being taken in all other

departments.,

{Rupert Murdoch!.
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