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Napo’s Strategy for Growth - 2017 to 2020
We are now approaching the start of the 5th period of Napo’s Strategy for Growth, adopted by the NEC in 2017 followed by endorsement at the 2017 AGM. The strategy is broken into 10 x 3 month blocks to coincide with NEC meetings, starting in October 2017 and running until the end of March 2020.
The strategy aims to secure Napo’s future as an independent union and professional association for all those working across probation and the family court services. It sets out an integrated strategic change programme – by identifying key work strands across all areas of Napo activity and then making the strategic connections between these to insure maximum integration. The strands weave into and across each other, binding the strategy into one.
The four strands are:

1. Industrial Opportunities (Bargaining, political, professional and partnership threads)

2. Membership Growth (Recruitment & Retention, Managers & Leaders, and Positive about Napo threads)

3. Staff & Representative Development (Representatives, Staff and Branch threads)

4. Communication and Member Engagement (Communication and Member engagement threads)

The strategy is underpinned and founded upon Napo’s aims and values which remain constant  – the ‘why and ‘what we do’ things. The strategy recognises this by anchoring and testing the proposed changes against ‘tests’ based upon our aims and values – namely: 
· involving as many members as possible as often as possible; 
· delivering high quality member support through local representatives, coached and mentored by HQ leaders; 
· further supported by a network of Napo champions and advocates; 
· all still accountable to each other and members through transparent, simple and supportive structures. 
These principles are tested against Napo’s behaviours and values, consistently captured as Positive, Relevant, Inclusive, Demanding and Ethical (P.R.I.D.E.). These values are being contextualised in our new Representative and Activist training and Development project, which itself will be sustained by rolling out Napo’s new coaching and mentoring programme for all staff and leading local Reps, via  Personal Development Conversations (PDC) around jointly developed Branch Plans. Napo will be one of, if not the first, union to extended its personal development programme to local Reps and activist, creating an integrated strategic system – i.e. National Officers and Officials will discuss and agree with local activists priorities, support, training needs, resources etc. and then work together to deliver these local plans - assessing and measuring success against the P.R.I.D.E values, before using the outcomes to inform Napo’s national planning, resource allocation and priorities. This creates an inclusive virtuous cycle with greater accountability and flexibility.

The expectation is for membership growth to emerge from these improved outputs. Growth isn’t expected to be linear over the period of the strategy but it is a key measure, especially as we enter the second half of the strategy when key investments are beginning to coming on stream. 

The individual proposals in the overall Strategy for Growth are reviewed and refined as they approach by the NEC, with input from the Finance Sub-Committee, and managed as distinct projects. This ensures the NEC can maintain maximum engagement with the Strategy and gives room for flexibility.
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PROGRESS UPDATE AGAINST THE KEY STRANDS:
A. INDUSTRIAL OPPORTUNITIES

This theme is the one where Napo has least control and will inevitably be most reactive. However, successes have the potential to feed directly into all of the other strands. 

A key learning point since launching the strategy is that Napo has historically been very poor at recording and highlighting local negotiation and representational successes. This has been recognised and is being addressed via:

· Building recording into the new integrated membership system

· Increasing support and accountability for local activists, with a coaching and mentoring role for link officers and officials to be rolled out following training.

· The training programme for activists highlighting the importance of highlighting positives and local successes. 

· Improving Napo communications to include highlighting successes as a priority.

New initiatives include the success@napo.org.uk email address to help reporting of local success; some improved local communications (e.g. London Branch improving communications and Thames Valley Branches P.R.I.D.E. in Probation pilot event in Reading); and improvements to Napo’s magazine on online news which is also highlighting successes. However, there remains great room for systematic improvement and this will be an on-going strategic aim.

Since the last NEC, the probation industrial landscape has been hit by two further earthquakes. Firstly, we have finally achieved pay reform for the NPS. Secondly, it has been confirmed that Government intend to re-tender CRC contracts in 2019 to start from October 2020.  Napo’s response to these is detailed elsewhere on the NEC agenda. However, it is worth making particular note of the following as being consistent with the Strategy for Growth-
1. Maximising engagement with local Representatives and Activists in our #Pay Unity campaign, and in taking forward the Professional Standards and defining competencies in the Pay Reform model, where we are to involve Reps for both NPS and CRCs directly; as well as using the Management Review as the launch pad for establishing a Managers’ Network.

2. Integrating the #PayUnity and #ReunifyProbation campaigns around direct engagement with politicians with locally refined messages.

In relation to the Strategy for Growth, the Pay Reform ballot coincided with an encouraging spike in membership applications from the NPS and CRCs. This could in part be related to the NPS actually sharing our information with all staff for the 1st time since the Share sale in 2015. This can now be repeated and become a norm.

The e-ballot was also successful, although we are due to review this more fully and see what refinements can be made and what it has told us about our e-records for probation members, ahead of the new ICT system coming on stream next Summer.

In the Family Court Section, the response to our TOIL survey to challenge workloads was more disappointing and is being re-run. The Branch have already discussed a number of initiatives and changes to how they operate that can better support membership engagement and maximise involvement in and impact from national campaigns focussed upon securing more staff and resource for Cafcass.

In the partnership thread, Napo are awaiting confirmation that we can utilise the GFTU Education Centre for some of our planned training in 2019. Our relationship with the AEP continues to bring benefits, with considerable support given in shaping the requirements and content of the GDPR elements of the new Reps and Activists Training and Development project. 

B. MEMBERSHIP GROWTH STRAND

By this stage of the strategy the aim and expectation was for membership decline to have stabilised. Whilst this is the case generally, CRC membership continues to fall with evidence of more staff transferring to the NPS than we are recruiting from CRCs. The #Pay Unity campaign will be a critical test over the coming 3 months to increase CRC membership. Targeted materials are being produced to support this, with efforts co-ordinated with our successful Activator campaign. 

We also recognise that Reps and local Activators are the key to local membership growth. The branch plans that will emerge out of the project are expected to have realistic recruitment targets in them, agreed with the branch. However the NEC will want to consider this specifically at a forthcoming NEC to decide what level of central direction it wants to give to setting recruitment targets and considering incentives for recruitment.

Incentives for recruitment are a thread in the Strategy, scheduled for consideration during the next block from January 2019. Ahead of this the Recruit a Friend initiative is being presented today. Our new ICT system will make it much easier to administer such initiatives and promotions, but these must sit well alongside Napo’s values.

It is also proposed that the NEC specifically agree to review Membership fees in 2019. Officers and Officials recognised the risk of immediately responding to the probation pay reform by raising individuals fees in November, agreeing to put this off until at least the second increase was paid to NPS members in April. The vast majority of probation members, including many PSO’s benefitting from the increased progression would find themselves paying Napo’s maximum rate after the award is fully implemented. His needs to be considered against Napo’s values and principles.

Equally, we have never really run a co-ordinated targeted CRC recruitment campaign on the back of the reduced DD fees, as intended. This is now scheduled as part of the #PayUnity push. The NEC thinking re VFM can be informed by these outcomes. The previous NEC meeting rejected the proposal to use independent market research consultants to measure members sense of value for money, alongside other priority concerns and issues. However, it would be consistent with the Strategy and our key principles to test members sense of value for money in some manner, thus informing a review over the coming months. The NEC are asked for ideas in this regard. 

C. REPRESENTATIVE & STAFF DEVELOPMENT 

This is the largest and most critical strategic area for this and the coming three blocks of the strategy. The central piece is the roll-out of the new Representatives and Activists Training and Development project. 
This is an enormous undertaking by Officers and Officials – needing to deliver up to 5 days training to every branch representative and activist between December 2018 and the end of October 2019. The course content has now been finalised, including meeting the requirements for GDPR compliance critical for reaccreditation and Napo’s indemnity insurance. Employers are currently being chased about release for the compulsory training, being reminded of legal and moral obligations under the ACAS code for Representatives. HQ support staff have also agreed to shifts in responsibility to specifically support this critical project, including with room booking, expenses, recording and issuing certificates, etc.
Therefore, the next piece is for branches to engage with link Officers and Officials to book the dates for their training as far as possible in advance to minimise risk of Reps missing out due to leave or work obligations conflicting. 

Training will be delivered in four waves:

· Wave 1 between December and Easter for the 1st five Branches

· Wave 2  after Easter to the end of July

· Wave 3 & 4 in September and October, using a wider range of trainers from across Napo’s link Officers and Officials. 

Module 1 is compulsory for all Representatives and Activists who wish to represent Napo collectively. Module 2, which focusses upon individual representation and employment law and which is delivered in part by National Rep, Megan Elliott, is compulsory for all those wanting to start / continue representing individual members. Module 3 pulls the course together and finalises Branch Plans.

NEC members are asked to alert Branches to this urgent issue and the need to agree dates for their branch.

A budget bid has already been submitted to sustain this programme and to deliver to those who hopefully get active / more active as a result of the project and other Napo activity in 2019. This involves:

1. A bid to secure two New Reps and Activist training programmes per year from 2019 onwards – with 1 delivered in the North and 1 in the South periodically.

2. Funding to support a roll out of 2 specific ½ day training sessions for all Branch Reps and Activists over the year where they can choose from a developing menu of sessions, delivered alongside reviews of progress on the Branch Plans. These will guarantee maximum input into sustaining the plans and embed them systematically into Napo’s operating plan.
Outcomes from the Branch Plans and sessions will also help inform the NEC review of Branch funding, scheduled for later in 2019. The NEC are reminded of this commitment.
Likewise, the NEC are reminded that the 2019 AGM is a Constitutional year. The Strategy recognises this and schedules an NEC led review of the Napo Constitution ahead of this. The NEC are asked to consider how they want this to be progressed – specifically if they support the following:

1. Unless sufficient members join the TUO Committee in the next round a working group will be formed from Officers and Officials and NEC to scope areas for consideration as part of a Constitutional Review, and

2. Report back to the next NEC with ideas to involve members in early consideration of what changes may go to the next AGM from the NEC.

Finally, in this stand, the NEC are reminded that before the next NEC the established Working Party will be progressing the re-tendering of Napo’s legal support, incorporating exploring the viability of establishing Members and Branch Rep helpline.

D. COMMUNICATION & MEMBER ENGAGEMENT

Elements relating to this strand have already been mentioned above – e.g. the #PayUnity and #ReunifyProbation campaigns; roll-out of training for branches which are built around active learning and engagement; including members in consideration about the Constitutional Review; etc. 

Specifically, within this quarter we are also committed to reviewing the General Secretary election to inform the Constitutional Review.

Special mention needs to be made of the excellent progress in Communications and the momentum that has been built up with the specific Communication strategy, led in large part by Tay Burke and Kath Falcon at HQ. This is ensuring consistent and high quality focussed communications are being developed to support key campaigns (as seen for example around the Probation Pay Campaign). The delivery of these is supported by Activators in an integrated way. This is a good example of the Strategic approach having an impact already on how Napo now operates.

Considerable thought is also being put into maximising the opportunities presented by our new ICT system coming on stream. This project remains on schedule and is due to be launched fully in the Summer of 2019.

ACTION POINTS FOR THE NEC FROM THE REPORT:
i. Agree to review membership fees in 2019 and consider how to do this before a specific discussion at the next NEC meeting.

ii. Members agree to actively support and encourage Branches to engage with agreeing dates for and promoting the new Representative and Activist Training and Development project in their Branches.

iii. Unless sufficient members join the TUO Committee in the next round a working group will be formed from Officers and Officials and NEC to scope areas for consideration as part of a Constitutional Review; and;
iv. Feed ideas into Officers about how to involve members in early consideration of potential Constitutional changes that may go to the next AGM from the NEC.

CONFIDENT LOCAL NEGOTIATORS


(TO employers 


FOR members)





LOCAL COMMUNICATORS AND ADVOCATES


(Bridge between HQ & members / potential members)








HQ LEADERS SUPPORT & GUIDE


(Member centric leadership and support to local leaders – coaching, mentoring, acting)





INCLUDING MEMBERS DIRECTLY


(Faster more inclusive decision making, activity supported by ICT and new processes)
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