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Operational Plan 2019
Introduction

Please find attached Napo’s draft Operational Plan for 2019. The plan is based on Napo’s ongoing strategic aims and objectives and references resolutions passed at the Southport AGM.

Napo’s work as set out in the 2018 plan is described in the 2017/18 Annual Report.
This plan has been considered by the Officers and staff at Chivalry Road and was approved by the NEC at its November meeting.

Yours sincerely

IAN LAWRENCE
General Secretary

Yours sincerely

IAN LAWRENCE
General Secretary

Napo's Objectives 2019
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 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
· Prioritising pay negotiations with the Employers (Resolution 1)

Probation

· Negotiate improvements to the NPS Performance Improvement Policy (Resolution 2)
· Negotiate with NPS to revisit the Using Management Discretion training for Sickness Management, making it compulsory for those line-managing staff and working with our designated legal advisors to bring a test case to stop disability discrimination (Resolution 3)
· Work with the Pensions Ombudsman to rectify any errors regarding members’ pensions (Resolution 4)
· Stop the delays to the Ill Health Retirement process in the NPS and consult our designated legal advisors regarding possible legal redress (Resolution 5)
· Negotiate with the Ministry of Justice (MoJ) for clearer role boundaries and lines of accountability for Prisons and Probation regarding the Offender Management in Custody (OMiC) Initiative, including for the MoJ to make available the Equality Impact Assessment (Resolution 6)

· Negotiate with NPS to stop the Violent and Sexual Offender Register (ViSOR) vetting process (Resolution 7)

· Lead co-ordinated pay campaigns in the CRCs and HMPPS that must include actual ballots for industrial action on every occasion when an employer fails to engage in meaningful negotiations by a deadline date of 31/12/2018 (Resolution 8)
· Negotiate with the employer to construct either a separate Mobility document that pulls together the relevant parts of the other documents, or a specific addendum to one of the existing policies (Resolution 9)
· campaign for the HR sector of the NPS to be brought back in-house (Resolution 10)
· Negotiate a review with NPS of the Sickness Absence Policy (Resolution 11)
Health and Safety

· Ensure that employers are in compliance with Health and Safety regulations regarding members’ workplaces and take swift enforcement action if this is not the case (Resolution 25)
National Executive 

· Ensure that the branch is put at the centre of the ‘Strategy for Growth’ (Resolution 27)
· Prevent future breaches of the Napo Constitution (Resolution 28)
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
· Work with employers and others to establish a ‘Licence to Practice’ (Resolution 12)
· Campaign for resources to be properly allocated by the employers to both internally and externally organised training courses that aid professional development (Resolution 13)

· Work together with Probation employers and other interested groups (like the Magistrates Association) to demand a rethink into how probation currently works in the courts (Resolution 14)
· Seek the development of a model of training that will be fit for a Licence to Practice (Resolution 15) 
· Continue to provide responses to Her Majesty’s Prisons and Probation Service’s (HMPPS) draft 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

· Link with other trade unions to develop a campaigning strategy including public demonstrations about the crisis which faces the future of Child Protection Services and the wider impact upon the courts, children and families (Resolution 24)
· Continue to ensure that a complete, unified Service remains the focus of any negotiations without exception (Resolution 17)
· Napo to publish its own plan for ‘Reconstituting Probation’ and facilitate discussion of the following propositions for inclusion in the plan: that the reconstituted Probation Service should make it explicit that it is an agent of social justice rather than a criminal justice agency; that it should seek the restoration of the Probation Order as a non-punitive response to crime and the needs of our clients; that it should abandon the language of public protection and the implication it can predict reoffending, in favour of the language of desistance and the need to ensure access for clients to the full range of health, education, housing, youth and victim services (Resolution 18)
· Campaign for the Serious Further Offence (SFO) process to be independent from the Ministry of Justice and to be the responsibility of Her Majesty’s Inspectorate of Probation (HMIP) (Resolution 19)
· Campaign for the Offender Management in Custody (OMiC) initiative to be paused until it is properly designed, tested and reviewed and for Probation to be “uncoupled” from Prisons in its management structures from the Ministry of Justice (MoJ) down (Resolution 20)
· Register a vote of no confidence in the MoJ and this Tory administration until such time as Probation is renationalised, unified and truly accountable to the public (Resolution 21)

· Campaign for Chris Grayling to be deselected in his constituency (Epsom and Ewell) before the next general election (Resolution 22)
· Continue joint campaigning with other unions, including the Trades Union Congress (TUC), General Federation of Trade Unions (GFTU) and Trade Union Coordinating Group (TUCG)
· Continue the fight against the political threat posed by fascist and far right groups

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 General Secretary Blog
· 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, utilise learning and development components, interactive elements such as the forums and continue to increase the use of new technology like Facebook, Twitter and YouTube (NapoTV)
See Appendix 1 for The Comms Strategy in more detail.
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

· Draw up a plan for the establishment of a Retired Members' Committee, including consideration of votes in all Napo elections and on all other matters except pay and industrial action (Resolution 16) 
· Amend the Constitution in section 20(a) sub-clause (vi) to read as:
(vi) When a referral is made under clause 20(a) (v) each branch, with assistance via Napo Head Office, will hold an e-ballot of all full members of the branch within twenty-eight days to consider the question referred. The agreement or offer shall be ratified if a majority of full members supports it. The General Secretary shall inform Branch Secretaries in writing of the details of the voting. (Constitutional Amendment 1)
· Amend the Constitution in section 5(c) to read as:

5(c) Subscriptions of associate members shall fall due on the annual anniversary of the start of the Associate Membership and shall be paid annually except on application to the General Secretary whereby a member will be provided with the facility to pay these on a monthly basis. (Constitutional Amendment 2)
· Maintain and support the National Representation Panel and organise a recruitment process when necessary

Equal Rights

· Raise the issue of the introduction of teleconferencing with the employers both nationally and divisionally to: investigate how teleconferencing has been rolled out with total disregard for staff with a specific disability covered by Equalities legislation; request that the employers identify those staff likely to be marginalised by teleconferencing and ensure provision of alternative communication methods or appropriate support during teleconferencing; clarify when videoconferencing/Skype will be introduced to replace teleconferencing (Resolution 23)

· Negotiate an agreement with employers to ensure that AT users are treated fairly and consistently with regards to office moves and any IT changes and ensure their specific needs are addressed without delay. If necessary, advice should be sought from our designated legal advisors regarding equality issues (Resolution 26)
· 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

· Continue with monitoring statistics of speakers at the AGM
Training Courses, Seminars, Conferences and Events
· Organise AGM in Cardiff – 11 and 12 October 2019
· 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 

· 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)
· Continue to look at new ways of holding meetings via Skype
APPENDIX 1

COMMS STRATEGY - PHASE 3  

BACKGROUND

In July 2017, the Comms Team sought ‘Strategy for Growth’ funding for Phase 2 of the Comms strategy. This was agreed and the team is now working to deliver this.

The aims of Phase 2 were:

· To redevelop a Members’ Booklet. (completed)

· To grow the role of the distributor and the distribution system. (progressing)

· To develop the e-newsletter as part of member engagement and activation. (progressing)

· To work with TUO supporting recruitment through the development of the Napo & You and Activ8 campaign. (Activ8r logo commissioned. Recruitment material launched at AGM)

· A ‘Soft Relaunch of Napo’ – the post AGM member mailing. (This will take place at the start of November)

Phase 2 of the Comms Strategy will be complete by the end of 2018.

PHASE 3
In 2019, the Comms Team plans to move on to Phase 3 of the Comms Strategy. This will be subject to approval of the 2019 budget.

Summary

Phase 3 will involve:

(a) Growing the distributors network and developing the functionality of the role (numbers and activism);

(b) Developing member communications/the member journey (Mailchimp e-communications);

(c) Continuing with the Activ8 campaign (recruitment and organisation initiative);

(d) The post-AGM member mailing 2019 (started 2018);

(e) Continuing to produce 6 bi-monthly copies of the Napo Magazine and NM Online 

(f) Developing an advertising strategy for Napo Magazine/NM Online and e-communications.

(a) The Distributors Network

The distribution network is proving successful. We currently have around 100 distributors whose primary activity is to give out print copies of the Napo Magazine to colleagues. The number of distributors is increasing both through volunteers and through work with branches to identify and recruit distributors. 

This will continue and we anticipate the distribution network growing to around 250 individuals by the end of 2019. This will enable us to keep in contact with even more members on a local basis and to integrate the role further into branch structures.

We will continue to incentivise/reward distributors: making them feel “part of the Napo family” by providing them with resources and advance information, etc. The resources for this (i.e. Activ8r badges, lanyards, the Membership Booklet, etc.) have been produced in 2018, so this cost will not carry forward into 2019. 

Phase 3 of the Comms Strategy will also involve developing the role itself, encouraging distributors to become more engaged and active in the union. We have already been able to make a start on this by using the distribution network to circulate other occasional printed material e.g. the Health and Safety Committee’s leaflet on stress.

In Phase 3 we will be actively connecting with the network to steer the distributors towards training and other activities/tasks. To do this we will call on the participation of other HQ teams to supply activities to enable us to engage activists. We also need to be able to keep the distributors supplied with the print copies of the magazine. To do this we will continue to require a budget for postage. 

(b) Member communications/the member journey (Mailchimp)

Mailing groups

The comms team received strategy for growth funding in July for training to enable Napo to utilise the Mailchimp software to its full capacity. Arising from this training, work is in hand to target our member communications by interest/activity. 

By the end of 2018 we will have established a number of mailing lists to which members will have “signed up” to receive specific types of communications. Over the course of 2019 we will cultivate these lists.

In Phase 3 of the Comms Strategy we will refine the unions e-communications by:

· Developing ‘bespoke’ communications targeted at the identified groups - “If we talk to people about what they want to hear we can engage them without bombarding them”; 

· Nurturing activists through an Activ8r group. Initially this will include anyone with any position, engagement or activity within Napo e.g. members with branch roles, including the distributors. But we will also add to the list by encouraging members to “sign up” to a higher level of activity in the union; 

· Targeting joiners (to start their member journey);

· Targeting leavers (sorry to see you go – would you like to keep in touch);

· Keeping dialogue open with members in their areas of interest through short surveys – “we put out information but we don’t ask for information back and when people tell us we don’t listen, this needs to change”. 

Roll out to branches

Phase 3 will also involves a roll out of Mailchimp to branches. Branches can use free (basic) Mailchimp software to contact members using data from the Napo database. This will allow them access to up-to-date information (i.e. they do not have to maintain separate records). Not only will this be more efficient and improve the effectiveness of branch communications but it will also ensure that we are GDPR compliant.

Marketing/advertising opportunities

We are already being approached by individuals and organisation to place content both in Napo Magazine and in e-bulletins e.g. Sage, the Longford Trust. We do not currently charge these organisations because the information is useful to our members and improves content. In Phase 3 of the strategy we will explore extending this to paid for advertorial content from more commercially orientated organisations, where their ethics and morals are compatible with Napo’s values. This will augment Napo’s revenue stream.

Mailchimp software

During 2018 a member of the comms team undertook training in the design element of Mailchimp. This will enable the team to improve both the look and the versatility of our e-communications and to make best use of the targeting and marketing strategies described above.  We will need to renew our Mailchimp subscription in 2019. It would maximise our ability in this area if we are able to purchase an enhanced version of the software - a budget bid has been submitted for this.

(c) Activ8 campaign

During 2018 the comms team used strategy for growth funding to produce resource material for the Activ8 campaign. This included

· Activ8r badges

· Activ8r lanyards

· Activ8r coupons

A short run of the Activ8r coupons was produced for AGM 2018 (attached). A further, larger run is currently under production, containing enhanced high value offers/deals from Napo Extra providers.  Two of the coupons, to be ‘”redeemed” online, promote activism and recruitment. 

(d) Members journey – annual post-AGM member mailing 2019

The 2018 post-AGM mailing will be funded by strategy for growth money agreed in July. At the start of November all members will receive a letter with information on member benefits and a 2018/19 Napo Member Card, to enable them to take advantage of the offers. They will also receive a printed A4 booklet with a review of the Napo year and information on AGM motions going forward and a form to update their contact details. This will replace the current rolling audit and mean that the membership data is updated annually rather than as present on a rolling basis once every 2 years. The membership team is pleased with this development as it means they have will be able to keep the database more up current. Also, although the exercise will be intensive at the point of mailing, it will ultimately save on staff time. The membership team and the Comms Teams will work together on this. 

The post-AGM mailing will to be carried forward on an annual basis.

(e) The Napo Magazine

The new format Napo Magazine and NM Online is proving successfully. The response has been encouraging. Distributors have reported a good level of appreciation. We have been told that members are “scrapbooking” copies to provide information for notice boards. We have also received positive feedback from advertisers and have attracted the notice of other organisations who have asked to place copy in the magazine. 

We currently produce the magazine on a very tight budget. Although this is prudent, it does not allow any leeway for expansion. So if we are successful in attracting increased advertising we will only be able to accommodate it by cutting down on content, but this in turn will reduce the attractiveness of the product both to readers and therefore also advertisers. If instead we increase the number of pages we will require an increased budget, both for design and printing and for postage. 

We would like to expand the size of the magazine to accommodate increased advertising as and when we attract it. However, as any expansion will be directly linked to advertising growth, which would generate increased revenue, we would like to propose a mechanism whereby the increased advertising revenue could pay for the expansion. This would mean a departure from the way Napo’s finances currently operates, as we have previously been told we cannot “ringfence” income generated by the magazine to be spent on improving the product. 

We will therefore be asking the Finance Sub Committee if revenue generated by the Napo Magazine and the e-bulletins be can be assigned to a separate budget “pot” to which the Comms Team has access for reinvestment in the Comms Strategy, through a controlled bidding process, to ensure accountability and control.

In the meantime we have submitted a budget for the production of the Napo Magazine based on its current size, frequency and print run.

(f) Advertising strategy

In 2018, we have been able to secure more advertising revenue than ever before but from a smaller number of advertisers. 

In 2019, as part of Phase 3 of the Comms Strategy, we will be developing our advertising strategy both for Napo Magazine/NM Online and for our e-communications (see page 3). 

Each of the six issues of Napo Magazine in 2019 will be “themed”, as follows, 

	February
	Finance

	April
	Diversity

	June
	Professional

	August
	Health and Wellbeing

	October
	AGM

	December
	Legal Services/ Advice/ Policy


We will then target advertisers specifically for the themed issues. We also want to produce a media pack to showcase the attractiveness of the communications, provide statistical information and analytics on readership/click through and conversion rates, and a rate card, etc. This will be online but we would also want to print a short run of copies to present a more professional and polished impression on potential advertisers. A budget bid to support this work has been submitted.
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