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Operational Plan 2021
Introduction

Please find attached Napo’s Operational Plan for 2021. The plan is based on Napo’s ongoing strategic aims and objectives and references resolutions passed at this year’s Virtual AGM.

Napo’s work as set out in the 2020 plan is described in the 2019/20 Annual Report.
This plan has been considered by Officers and staff and was approved by the NEC at its November meeting.

Yours sincerely

IAN LAWRENCE
General Secretary

Napo's Objectives 2021
Objective 1: Promoting and protecting members' interests

Securing the promotion and protection of members’ interests at work.  This objective includes the maintenance of Cafcass as a public sector service and building on the campaign for the reinstatement of a national, amalgamated public Probation Service, with job security, decent and fair pay, pensions and conditions with national collective bargaining, fair and measurable workloads, equality, health and safety and representation. Ensuring the best use of Napo’s income via sound financial planning and regular monitoring of budgets.
Cafcass and Probation

· Demand a review of employers’ home working policies in light of Covid and look at what can be learnt from the lockdown, address the issues that have arisen such as inadequate ICT, lack of working space, issues of confidentiality, and identify the benefits of flexible working and ensure that these are not lost going forward (Resolution 12)
Cafcass

· Call on Ministers to move Cafcass to the Department of Education so that they can work alongside social workers and child safeguarding staff, support the employer in seeking urgent resources from the government to help deal with the backlog in the short term and a regular substantial increase in its annual budget, and work alongside Ministers and Cafcass to develop a long-term work strategy to increase staffing numbers and reduce workloads (Resolution 13)
Probation

· Resolve to produce an overhaul of NPS Disciplinary Procedures and present them to the employers for negotiation (Resolution 14)
· E3 post-implementation job evaluation reviews
· Follow up work on the Competency Based Framework

· Follow up work around Offender Management in Custody (OMiC)
Health and Safety

· Ensure that H&S issues are clearly defined and communicated to all employers to ensure that legal requirements are always adhered to in any Covid19 recovery plans (Resolution 11)
· Look at the language currently in use and challenge inappropriate or oppressive wording and publish guidelines on acceptable language for local Branches and to push for the processes on breaches of COVID-19 H&S guidelines to be actioned more effectively at Organisational and Napo level.

National Executive 

· Continue the transition process from CRCs to NPS / Dynamic Framework providers.
· Launch an immediate campaign to break the pay freeze; encourage members to organise local protests opposing the pay freeze [where possible in line with Covid regulations] and ask Napo officials to help and facilitate these protests; begin a consultation with members to seek to win support for a ballot for industrial action, including a national all-member online protest; approach sister public sector trade unions and the TUC for a joint campaign to oppose the pay freeze and call on the general secretary to ask for an emergency meeting of the public services committee of the TUC with a view to organising a cross union campaign to defeat the attack.

Objective 2:
Formulating Professional, Training and
Developmental Policies

Promoting the best professional policies, training and development, and qualifications in Probation and Cafcass, based on anti-discriminatory practice and a fundamental commitment to diversity. Providing advice and guidance to members and ensuring regular monitoring and evaluation of policy and practice. Promoting the professional association aspect of Napo.
Professional and Training
· Put pressure on the MoJ to increase diversity in Probation focusing on PQiP recruits, carry out research to identify barriers experienced by those seeking entry from diverse backgrounds, publish the results of the current Pathway to Progression pilot once it has concluded (Resolution 1)
· Demand and negotiate a full overhaul of the systems used to assess offenders and plan their sentences, in order for these to inform and support effective work to rehabilitate probation clients and protect the public (Resolution 2)
· Take up the issue of too much micro-management to safeguard and promote staff professionalism and re-build trust with employers, and ask for a return to a proper supportive framework that promotes professional judgement and seeks to remove this harmful approach in management (Resolution 3)
· Stop the de-professionalisation of Probation practice by undertaking research into the effectiveness of the current quality assurance strategies, exploring the impact of current processes on practitioners, service users and risk to the public, and collect data on the amount of money spent on quality assurance strategies and campaign for funds for quality assurance strategies to be re-directed to fund training and front-line services (Resolution 4)
· Continue pressing for PQiP urgent review by HMPSS by highlighting the issue with stakeholders, parliamentarians and the media, urge HMPPS to ensure that the training is developed to meet the needs of learners and not the MoJ budget, insist on the inclusion of more professional based training rather than just processes, and insist that HMPPS review their recruitment strategy in light of the lack of diversity of learners entering PQiP which currently sees a majority of young white women (Resolution 5)
· Demand the establishment of a professional register, clear and consistent guidance across all businesses about what constitutes band 3 and band 4 work, and meaningful Continuous Professional Development linked to pay progression (Resolution 6)
· Ensure any move to dilute face to face supervision is vigorously challenged unless backed up by evidence and appropriate training (Resolution 7)

· Continue to provide responses to Her Majesty’s Prisons and Probation Service’s (HMPPS) draft Policy Frameworks (previously called Probation Instructions)
· Continue to support the work of the Union Learning project (WULF) in Wales
Objective 3: Campaigning and Communicating

Maintaining Napo’s high profile in successfully campaigning, promoting and communicating Napo’s policies and values. Organise the re-instatement of a national, amalgamated public Probation service and keep Cafcass as a public service, both with sufficient resources to guarantee jobs and service delivery. To work with unions, relevant organisations, MPs, Assembly Members, peers, parliamentary groups and others as appropriate in relation to wider public service campaigns.
Campaigning

· Campaigning for the reform of a reunified Probation Service (Resolution 9)
· Continue pressing for PQiP Review by highlighting the issue with stakeholders, parliamentarians and the media, urge HMPPS to start the PQiP review as a matter of urgency and meaningfully engage with Napo from day one, urge HMPPS to ensure that the training is developed to meet the needs of learners and not the MoJ budget, insist on the inclusion of more professional based training rather than just processes, and insist that HMPPS review their recruitment strategy in light of the lack of diversity of learners entering PQiP which currently sees a majority of young white women (Resolution 5)
· Continue joint campaigning with other unions, including the Trades Union Congress (TUC), General Federation of Trade Unions (GFTU), Justice Unions’ Parliamentary Group (JUPG) and Trade Union Coordinating Group (TUCG)
Communication

· Continue to produce and revise the Napo Magazine, including widening use of the online Napo Magazine website, continued use of the Friday News mail-out and Monday HQ Blog as well as the special interest mailing lists set up for the Napo Activ8rs, Black members network, LGBT+ Network, Disability network, 50+ network and the WiN (Women in Napo) Network

· Provide regular briefings and statements to parliamentarians and the print and broadcast media; send regular e-bulletins to branches on campaigning issues
· Support and promote the Probation and Family Court Journals, and occasional monographs and improve accessibility
· Continued use of a newly developed Napo website as a primary interface with members and continue to increase the use of new technology like Facebook, Twitter and YouTube (NapoTV)
Objective 4: Building a strong, accessible and inclusive union

Prioritising the organising and recruitment strategy to provide growth in membership representative of all staff in Probation and Cafcass.  Promoting structural reform that improves efficiency, democracy and accessibility.  Providing trade union education and lifelong learning which empowers members and engenders union activity and organising specialist conferences for members. 

Implementing and reviewing progress in relation to policy and action to combat racism, homophobia and heterosexism, sexism, transphobia, ageism, oppression based on religion/beliefs and promoting the social model of disability to combat oppression and discrimination. Promoting full equality and opportunity for all members. Ensuring that Probation employers and Cafcass keep equality and diversity at the heart of their structures promoting best practice and policy.
Trade Union Organisation

· Amend Constitution: Section 14 Annual General Meeting and Section 22 Workplace Meetings to allow for the business of the Association and its branches to be conducted with greater flexibility i.e. to include remote/electronic meetings and hybrid meetings as well as physical meetings. The restrictions imposed by the Coronavirus pandemic demonstrated both the need for this flexibility and the advantages in terms of enabling greater inclusivity and accessibility. In addition, it addresses inconsistencies in terminology etc. which have arisen over time as various constitutional amendments have been adopted. It is also the intention to make any further consequential amendments that become necessary as a result of these amendments.  

· Continue with the national Direct Debit Campaign (Resolution 8)

· Continue with the Napo branch reps’ training programme and working on branch development plans including RAG Rating of Branches 

· Maintain and support the National Representation Panel and organise a recruitment process when necessary
· Recruiting new and especially young activists/reps and reinvigorating Young Napo

Equal Rights

· Seeking clarity from both Probation and Cafcass employers on how they will support and enable staff with the ‘protected characteristic – Age’ (Resolution 10)
· Continue to develop the Napo Black Network and maintain close working relationship with remaining staff associations Association of Black Probation Officers (ABPO) and National Association of Asian Probation Staff (NAAPS) and continue to build links with the newly developed HMPPS staff networks Racial Inclusion & Striving for Equality (RISE), Disability Advocacy Wellbeing Network (DAWN) and Pride in Prison and Probation (PIPP)
· Plan the next Women in Napo (WiN) conference (for 2021)
· Continue with monitoring statistics of speakers at the AGM
Training Courses, Seminars, Conferences and Events
· Organise AGM in Newcastle – 14 - 16 October 2021
· Provide a full range of trade union education/health and safety/union learning/equality and diversity courses which include accredited training
· Organise specialist/professional conferences and seminars (eg Family Court, The Forum, Managers) for members in Probation and Cafcass taking account of any review of current arrangements and financial savings
· Enable representation at TUC Congress and the TUC equality conferences

· Ensure that all events are accessible to all members to enable them to be representative of the diversity of membership

Objective 5: Acting as an effective and responsible employer
committed to equal opportunities

Ensuring the maintenance of an efficient and modern Napo head office by promoting equality and trust and supporting and developing staff.  Acting as a good equal opportunities employer committed to consultation, negotiation and collective bargaining, valuing diversity and the contribution of staff. Ensuring that the recruitment and selection of staff is based on these same principles. 

Using all resources, including information databases and technology, finance and membership services, in the most effective way in support of Napo’s objectives.

· Continue to follow up on actions identified from the Napo staff Training Programme in identified sub groups: Premises, ICT, ADR, Skills Audit and Stress Audit
· Review and develop a new Annual Development Review (ADR) process and identified training (as identified in the training programme and for the sub group to take forward)
· Hold monthly staff meetings, administrator meetings as required and bi-monthly Officers’ and Officials’ meetings
· Maintain involvement of union shops in employment related issues

· Continue the review and update of all Red Book policies

· Provide equality and diversity, ADR (under review), Health & Safety, First Aid, Dignity at Work, and Recruitment & Selection training to all staff as required 
· Workloads / Mental Health / effects on Workloads (members + staff)
· Continue working to financial procedures to ensure sound financial planning and regular monitoring of budgets

· Continue to update the membership system and data (the Stratum Hawk Membership Relationship Management platform) and the website and training (including guidance documents) for staff plus a Forward Plan for the Go-Live date
· Continue to look at new ways of IT working including holding meetings by purchasing Microsoft 365
· Complete the HQ premises move
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