Letter to Branches

	No. 911/2009
	Ref. 
	Date: 16th October 2009


TO: ALL BRANCHES WITH POSTAL MEMBERS 

Dear Colleague

Royal Mail Dispute: Leaked Royal Mail Strategy Document

Branches will be aware of the media coverage of a leaked Royal Mail internal presentation of the company’s strategy in the current dispute, obtained by the BBC News Night” programme.

We have now seen the document in question.  There can be no serious doubt about its authenticity.  The document reveals an approach to the dispute, which while worrying and disappointing, comes as little surprise.  In essence, the approach is to seek an agreement solely on Royal Mail’s terms.  If this cannot be achieved Royal Mail will put in place “a framework for delivery of change without agreement”.  This will involve various measures to “actively down dial the role of the Union” including “serve notice on the current Industrial Relations Framework and facilities/release arrangements and substitute the legal minimum”.

This approach – change driven through aggressively solely on Royal Mail’s terms is exactly what we have described throughout the dispute.  

Media coverage has focused on the role of the Government.  The document assumes “share holders support” for the company’s position but it is not clear how well founded this assumption is.  It would be a matter of grave concern if a Labour Government had knowingly brought into a strategy designed to effectively de-Unionise a major publicly owned industry.  We will of course be seeking immediate clarification of the Government’s position.

The document clarifies the reasons for Royal Mail’s rejection of the CWU’s offer of mediation.  Its strategy sees a referral to mediation only as a last resort if “political will” to support Royal Mail’s aggressive approach of change by imposition evaporates.  

Royal Mail does not want to adapt its plans by negotiation with the Union and it is not prepared to have its plans examined by a third party – such is the company’s fear of this option that it sees it only as a last resort if all else fails.

The document is conspicuous in its lack of concern for customer service.  The only references to customers are in relation to the political risk of losing support.  

The Union’s strategy remains unaffected.  We will continue to work to seek change by genuine agreement, which protects the jobs, earnings and working conditions of our members and preserves a real commitment to customer service. 

Given that the document is now in public domain, we have attached a copy. We would ask Branches to share the themes within the document with the membership. If anyone did have any doubts about the importance of supporting the union this document should be sufficient to dispel them. 

To watch the coverage on BBC Newsnight please click on the following link: http://bbc.co.uk/i/ndtnq/. 

Yours sincerely
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Billy Hayes 





Dave Ward

General Secretary 




Deputy General Secretary (P)
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'Where we are and next steps
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24 September 2009

In strictest éonfid ence

Our Objectives

“Through te dlspute

Deliver the necessary 2008 changes with or withoit union engagement
Deliver the ongaing changes required to cofmplete the transformation ~ boih operational and
peoplafrelationships .

Maintaln stakeholder confidence through the difficulties caused by IA

Minimise impaci on customers

From the ssttiemont : ) ‘

2009 required changes aro not Unpicked
Deliver the business changes necessary to omplete transformation

New epproach to elationships (employee and industralrelations) means rsk of futura stkes or
ro co-sperallon f miimised - programme put place (@ consalte s

Epablirs to achioving objoctives *

" Demonstration of resolve thiough dispute - strikes don't wark

Demanstration of commercial impactof dispute  srkes mak trings worse  the more we can
demonstrate this to our people the befter

New govemancé/golitical settlement (possitiy) .
New.agreament f possible covering new changes required — thres strands of Phase 4

“Framework for delivery of change without agreement if nepessary

New approach tofinvestment In people procedures, tralning and equipping managers etc."
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Overall Shape of an agreemant - )

" New frameworks for 'doing’ changs In delivery, network, processing

Phase 4 égréérhe.h.t :

Scale of change and value of reward avallable makes for a difficult package for CWU to accept.
Plans tharsfore have to be developed for both a way forward through agreement and non-
agreement. ; . -

Any agreerient must facitaia change deployment rather than allow it to b frustrated
Agreement not the only outcome — coujd be non agreement but acquiescenc or cutright
‘opposition . 4 A

Any non agreament ihat results In major disruptian must mean the unlon ~ but not our people~
lose rather than stand still B g

Cemmitment to work together for a successful business
Maving on from the 2007 Agreement
Removal of restrictive practices In delivery to support new delivery model

New framewor fo smployeriemployeolunion engagement based on commitmenis,
respansibiliies and on resolying ssues rather than-based on procedures and disagreements o
Raward linked to abilty to pay, new assessment of prioriies for scarce cash and milestone
achievements

Allin contaxt. of wicer business transformation programme nvalving not st depioyment of
operational changes but ransforming the way we work and relate (ogether —
employer/employesiunion

Content of a Phase 4 Agreement

Futurs Working Refationships ~~ - d
+ Saturdays, varlable spans and later inishes .+ - New IR frameworirecognition agreement
*  D2D Into worklcad; end to separate clarifying B
payments . ~ strategic involvement commitments.
+ .« Transparency of delivery data, based on + and processes. . ¢
updated validation of values ~ who faces whom
+* Delivery Best Practice and Methods are for ~ negotiation/consultation
consultation not negotation ~ releass and funding Issues
+. . Frameworks for change in nétwork and ~ Professlonallsing IR — joint raining stc
processing - s - New pracess for doing change through
: agreement X -
. Co e .+~ timesceles-linked to delivery of change
Reward B not stages In procedures
+ Take staps to relate pay moré directly to « New approach to people policies and
work done — simplify allowances etc . processes . o .
+  Re-allocale avallable moneys to leverags - Trial more modem/less parent-child
‘change: link o milestone achievements . . approaches -
.+ ..Reward linked Introduction of change in - Supported by Joint'training to maximise
unit/area benefits
+ Move to manthly pay? 5 5
+ Introduce quarter 4 and then 2010/41 R £ ,
productivity scheme. - D . L . B

Refocus MISF on stayers rather than
(pension) leavers
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+ End Septembsr sign re-engagement t{clnt statement or unilaterally apply
it/seek to consuit on post implementation reviews locally .

. ‘Erﬁ?s September: agree detailed framewcrk and ground rules for Phase 4
al .

« [8 October - ballot c\cses]

+ Oclober onwards - detailed talks on riew agreement

+  October onwards —~ announce new. mail centre reviews, Network 10
consultation etc

«  October — December (?) intensive parallel talks to conclude agreemenb—
major initiatives being synchronised towards the end to- brmg it all together

« January(?) - ballot on new deal

, *. Resume change deployment on basis pruposed after new deal ballnt or l
I " once non agreement becomes clear

« If agreed, 2010 programme of joint tralmng. and other re[at\onshlp scﬂwty
«  If un-agreed, CDHSIdE( programme of reducmg relationship with union

Non agreement

| Putting-transformation-d-hold-because o nor-agreement s notanoptio:
* Equaly,Indefnits omployse on cooperaton and strikes destroy value and
unsustainable
+" The'non agreement route should be sufﬁc\enﬂy éredible and unaﬂradlve toleverage
acceptance of change by agreement s
.. Involves inevitabilty of changs deployment — dates wil allow for reasonable’
consultation but it will happen. If and when It becomes apparent that nationally
agreed restictive practices ~ eg Saturdays ~ can't be renegotizted, serve notice.
"+ A new relationship with our people Is non negudable and wil happeri ey, with
or without union agreement
+ A new felationship with CWU s anly available tFrough negoliation, and as part of
-wihole package of change. IfJt remains unagreed, serve notice on current IR
‘framework and facllties/release amangements and substitute legal inimur.
+ - Actively down-dialling rele of unlon likely to SLicceed only f alterative forums for
—= . employee volce avallable to avold opposition bom of disenfranchisement
- Roward fnked to dBlvery of transformation I stages viuld go ahead as diect
incentlve to our people.
«Timing o al tisto be determined by even

o
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Through a mix of pressures bring tnion to the point where doing &
deal on our terms Is preferable to the alternative -

But If they refuse, we have positioned things in such a way as thers
is shareholder, customer and internal suppcrl for implementation of

change without agreement. .
In‘a seriés of negotiating sessions put all the elements of the deal on
the table-in the following order: - B 1

+ The operational 'what' of change

* The offer of developing a new appruach lu rE(alIunshlps conditional on the
whole package

*' The benefits for individuals that derive from acNeving (he transfcrmallnn, In
the Context of overhauling the pay framework

* The consequences of non agreement

Tactics - dispute

Hf-a-yes-vote-in-natienat-ballot:
~ - Continue as now — patiently explairiing Inevitability of change to union and our
people, focus on operational excellence, pursue re-engagement agenca
If a no vote In national ballot A .
- As Bbove, but union more likely to éngage
If union call off/suspend strikes:

— Scope for focussing on nagotiaions — &im to reach agraement or.ncin agreement
by December (timing to ensure no resumption of industrial action until January)
- Introduics noxt year's mafor change anfiouncements — further mall centrs reviews
- In context of talks
If union announce further local and/or national strikes
= Work to minimise their impact ~ consider suspending some services {o limit
voltime and backlogs which ara unpianned and morg damaging
-~ Continue to deal ith people In a robust but fa way ~ detall of ths depends on
strike tactics used
~ " Realisically talks vion't make muich progress as focus s isaitere
- Decislon needed on whether to malntain current focus on dispute as reneging on
existing change agreement or widen It by dy announcing next years change
announcements o plan, pressing ahead with ILSM dsplnymenl etc;
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Prolonged dispute leads to sense of +. Fécus on kesping transformation on track
menagements nabilty to control stuation and dealing firly but faily with disputo
Iseues aé they arise

~ - Voliime Increases Into Autiimn coupled with -+ Need to make keeping backlags within
continuing disruption mean backlogs build to manageable proportions the highest
compromise Christmas operational priorty

Management fatigie/voluntaer shortfall .+ Further de-prioritise day to day menagerial
! werk and Incraaso suppor for operation

'

= Seskto avold, unless we can be confident
that risk of pressure to settle before peaple
drift back to work Is not significant

Total ongeing London stoppage

Call to ééttl'é?

political will evaporated.
« Settlements consisted of words around moving ahead with change
and a higher level/earlier payment of reward than previously
planned. In 2006 change already implemented was wound back
+" Risk of this happening again is minimised by
~ Fostering shareholder and customer goodwill .
- Controlling disruption and delay to avoid it gemrg out of con(m[
~ Maintaining high ground ir dialogue . :
~ Remaining.calm and professional whilst demonstrating determmahon fo
transform the company
~The tight business and public fi Fnances money not avallable to selve
this dispute

But If it happel

3 i

3 e shouild be comfortable with our position

~—Previous-postal-disputes-ended- wnh‘a‘caIHo—settle—arpubllcand——





For instant updates: http//:www.cwu.org      email: info@cwu.org


150 The Broadway, Wimbledon, London, SW19 1RX  Tel: 020 8971 7200 Fax: 020 8971 7300


General Secretary:  Billy Hayes (www.billyhayes.co.uk)










