Introduction 
Top of Form

The following document is written in the best traditions of the CWU. 
It is a contribution from activists Branches Regions and Divisions to the very serious debate concerning the union’s finances structure and direction 
This document produces a number of recommendations which we all believe are worthy of debate. The key to this document is that there is a debate amongst branches outside of CWU headquarters on the union finances and direction. And therefore not every branch that endorses this document may necessarily agree with every recommendation contained in this document. 
The recently endorsed NEC Document will now provide the platform for a rules revision conference to be held at the 2011 Annual Conference. In addition the NEC carried a number of other recommendations which will have a major influence on the overall debate. 
This now means it is more important than ever that the whole of the union has the opportunity to discuss the changes which they believe are necessary for the CWU to survive in the coming years. 
Prior to the NEC decision, the debate on the union’s structure and finances was an exclusive rather than inclusive debate. The debate was being driven and monopolised by CWU Headquarters. 
The NEC decision now allows for a more far reaching debate and the ability via the rules revision conference where there is only a need to have a 50% majority in each constituency to achieve rule changes from Branches. 
Therefore, the starting point of this document is that the financial future, direction and structure of the CWU is a subject that is to important to allow CWUHQ to have a monopoly on deciding the CWU’s future direction. 
The supporters and authors of this discussion document believe passionately that it is essential that the whole of the CWU is involved in debating and discussing the CWU’s future. In short we want an inclusive not exclusive debate. 
We hope this document is received in the best spirits of the CWU and helps to give a clear steer on where we would all like to see change at CWU headquarters and all levels of the union moving forward to meet the new challenges as a result declining membership base. 
There are three overarching principles behind this document. These are: 
 
1.   That the Union’s overriding priority must be to have a strong industrial Union including work place organisation with its finances being directly targeted to support this objective. This will mean that there is no financial pressure to pursue a merger with another Union. 
2.   Whilst the CWU should continue to strive to increase membership figures through recruitment campaigns it must be a priority to protect all current membership services should recent trends continue 
3. That the supporters of this document believe change is vital in order to stop any enforced or voluntary merger of the CWU. 
 These principles are enshrined within this document. The authors of this report wish to also emphasise that our suggestions and recommendations are not meant to be a criticism or an attack on any individuals but merely on an outdated structure. Furthermore, it is certainly not intended to scare any of the members of the GMB who do an outstanding job on behalf of the CWU and any changes must ensure that there are no compulsory redundancies. Instead it is to be both an honest and forward thinking report that recognises tough decisions will have to be made throughout the Union in order that the CWU can survive moving forward. 
We are also aware that if membership levels continue to decline at their present rate the CWU will have in the region of 150 000 members by 2015. If this prediction becomes a reality than we need to have a Union we can afford with a structure to match. 
The Problem 
The CWU is at a crossroads. The very existence of the Union is at risk from falling membership levels, a pension’s deficit and an inability to control expenditure due to the rules of the CWU. 
Unless the CWU change and change quickly, it is inevitable that a merger with another union will take place. The only question is whether this merger will be voluntary or simply a takeover. 
The authors of this document are totally opposed to any merger. We believe that the CWU has to make the changes which are necessary to ensure the survival of the CWU as a stand-alone Trade Union. 
Unsurprisingly we make a number of recommendations and suggestions regarding CWU Headquarters and the very real need to cut costs within 150 The Broadway, however we also recognise that there has to be changes in the wider union as well. 
Change has to happen at Headquarters and that change has to be applied throughout 150 the Broadway. It will weaken the union unless the departments within CWU Headquarters have a joined up approach on how to reduce its costs in order for the survival of the union as an independent stand alone Trade Union. 
History 
The amalgamation of the former UCW and NCU to create the Communication Workers Union did not bring the economies of scale which most envisaged. Too many roles were duplicated and individuals accommodated in order for the merger to take place. Until recently, very little had been done over the last 15 years to address this. The changes which have taken place have been on the margins without really addressing the changes which need to be made at CWU Headquarters. 
In addition at the dawn of the millennium the union launched the 300, 000 members in 2000 campaign. The union mistakenly set up its structure based on having 300,000 members but never achieved that goal. Overall that structure at Headquarters is still in place, yet the CWU membership levels in 2009 dipped to 217, 807 from its peak in 2000 of 284,422 these figures include Class C members. The latest total national membership figure for last month (October) is 213, 219. 
If membership figures continue to decline at their current rates then the CWU will dip to 153,159 members by 2015. More conservative estimates suggest a membership level of between 182,665 and 197,596. 
The only certainty is that if such forecasts prove accurate levels will continue to fall in both the Telecoms Industry and Royal Mail. In Royal Mail we face the introduction of automation, the reduction in Mail Centres, Regional Distribution Centres, and VOC’s, Crown Office closures, and the very real threat of privatisation. In the Telecoms Industry we continue to see that Privatisation means less jobs and more outsourcing. 
Whilst the Union is attempting to make inroads into recruiting in the wider communications industry the reality is that we are not making the gains we would all like to see in recruiting in outside companies. Indeed it is doubtful that we will ever see a net increase in membership levels as a result of our desire to recruit in the wider communications industry. This is in no way a criticism of any individual or the work being undertaken on this issue. 
We are also aware that payroll from CWU Headquarters is now stands in excess of 8 million pounds out of total revenue 19, 549,538 (after collection costs, Branch rebates etc). 
We understand cutting staff roll costs is a sensitive matter for a trade union. However if the CWU is to survive then we have reduce CWU Headquarters payroll. There is no reason why this cannot be done sensitively and with the full involvement of the GMB and the CWU Officers Branch and through the use of an agreed voluntary redundancy package. CWU Branches must realise that we also have to change as cost savings are the responsibility of the whole Union. 
The following recommendations cover a range of subjects where we believe the union can save money going forward.
Recommendations  
1. We believe that there is a need to review the number of Branches within the CWU. There are still a number of Branches who continue to struggle and we do need to review whether the members in these Branches would be better served in a merged Branch. There also needs to be an overall Branch review to ensure that the existing Branch structure is fit for purpose and provides the effective representation of the members in line with our objectives. In addition this must also recognise the vastly different environment we now operate within throughout the Postal and Telecommunications industries. 
2. In addition, once costs are being saved at Headquarters there should be a review of the branch rebate system and associated issues. There is possibly not a one size fits all solution due to branch geographical boundaries etc and the review should consider this.  
3. The CWU Regional structure and Divisional Structure is still a big overlap which sometimes confuses Branches who may fall into two different structures and we should review to see whether we can make it fit for purpose. 
4. We believe the following CWU Headquarters departments as a minimum should be phased out by absorbing this work into the industrial departments - Organising, Education, Health and Safety, and Equal Opportunities.  
We believe that with the decline of membership organising can be subsumed within the Finance department as well as both the Postal and Telecoms departments. Equally we believe that the Postal and Telecoms departments could take over the organising of the unions training and education strategy. We believe that responsibility for Health and Safety and equal opportunities should fall to both the Postal and Telecoms Executives. 
The removal of these four departments will save the union some considerable money in not duplicating the roles. Obviously the phasing out of the roles and the staffing issues would need to be worked through with the GMB but we do believe that a union with declining membership levels cannot afford to duplicate. 
Therefore if the union really is going to have industrial issues as its cornerstone then it should be everyone’s duty to have Organising, Education, and Equal Opportunities and Health and Safety of our members in their thoughts. It is no longer necessary to have separate departments for these issues. 
5. Links should be established at all levels with TUC affiliated organisations to offer ongoing non-industrial educational opportunities. 
6. The union should cease the role of the International Officer. We believe this role can be performed by another department. In addition the union should limit the number of individuals it takes on overseas visits. It was hugely insensitive that at the same time that the ceasing of the death grant was being discussed that the union was spending in the region of £64000 on a trip to Japan, not including the costs of holding a ballot for the election to the trip. We recognise the CWU have always had a proud tradition in supporting oppressed workers in other countries around the world however we do not need to send huge and costly delegations in order for us to demonstrate our support. In a union with declining membership levels we need to remove this position and reduce the delegations we send abroad. 
7. There needs to be a review of both the Communications and Legal and Medical departments to establish whether both of these departments can also work more closely with the industrial departments. For example would the role of the Communications Campaign Manager be more effective if this job was placed into the industrial department. 
8. There needs to be a review of the research department. 
9. The cost of running each department should be urgently reviewed including the staffing for each department and whether we are still paying for a Political Officer. 
10. There should be no compulsory redundancies throughout this process. 
11. Postal Departmental Review – We welcome the recent decision not to fill the vacant Indoor Secretary role in the Postal Department. Further reviews should occur in the future. 
 As costs are reduced on the Postal side, there will need to be a similar commitment from the Telecoms section. 
12. Telecoms review - We are aware that the Assistant secretaries on the Clerical side have been ceased and whilst they were paid by BT they did receive fares and subsistence. We are also aware that two seminars have been held in York discussing union reform and the movement to one Telecoms consistency. 
 
We are aware that the Telecoms Executive have agreed in principle to a reduction in the Telecoms Executive. Whilst we welcome this move we do believe that it is vital that there is a reduction and also a review in the number of officers. In addition there should be a review of the numbers of the PEC as well as the role going forward. However the principle of any reduction in the PEC is that elected roles are not replaced by unelected roles. It is not accepted that the only reduction in elected people comes from the PEC and telecoms executive whilst the Central Service positions remain the same.  
13. The Postal Executive needs reviewing not only in terms of the roles but the numbers. We currently have 13 Postal Members elected by Royal Mail members, two elected by the Engineering and MT membership and one Chair and Vice Chair. 17 members in total. We have now slightly over 137 000 members in Royal Mail and we must recognise the need to review the Postal, Telecoms and National executive. The size of the relevant executives should be reviewed on an ongoing basis and linked to membership levels. 
 
Additionally we need to urgently review if we continue to elect the Chair and Vice Chair independently to the overall Executive especially if we reduce the Executive numbers. Our initial view is that the Chair / Vice Chair could be elected by the PEC post election and should not be standalone specialist posts. The roles of the Postal Executive needs reviewing in line with that of the Telecoms Executive to see if there should be a limit on the number of days spent at CWUHQ and whether more time can be spent in the field. A national committee has already been set up on this issue which should conclude by February. 
14. The NEC needs to be reduced and linked to membership levels going forward. The FOS and GPC Sub-Committees should cease and be subsumed into the standard NEC meetings. This strategy must also be adopted at Regional level so that the current various Regional Sub-Committees are also absorbed into the full Regional Committee. 
15. The three pension schemes at Wimbledon need to be merged at the earliest opportunity. The continued deficits in two of these schemes are a huge financial burden on the CWU and will continue to worsen unless urgent action is taken. Again we understand this is a sensitive issue but we are now paying three quarters of a million in deficit payments projected to increase to just under 1.5 million over the next three years. The continued operation of three pension schemes duplicates costs and is unsustainable. Therefore an urgent review must take place. If agreement cannot be reached to merge the 3 existing pension schemes there will be a need to review the Benefits going forward. 
16. That the annual industry conference has lost its relevance in assisting and promoting our members interests. The environment and industry we now work in leads to a need for quick decision making and the days you could wait till May or June to decide policy have long gone. We therefore believe that industrial conference should be held every other year. 
17. The annual Industrial Conferences will be replaced with the ability for the CWU to have 1 or 2 day national policy making forums on timely industrial / relevant issues going forward. These forums will be formatted to allow decisions to be made and amendments /motions to be submitted from the floor as well as agreements to be discussed from Headquarters. There must also be a mechanism for branches to call for special policy making forums / briefings. 
18. That General Conference should still take place every year as crucial financial, political and organising strategies need to take place for conference to decide the direction of the Union. However the format and time and date of these meetings should be reviewed. 
19. Delegations to the TUC, Labour party and other conferences should be reviewed along with significantly reducing the additional headquarters staff attending these events. The amount the union spends on accommodation should also be reviewed with the objective of reducing costs. 
20. The argument to have one equal opportunities conference is well made. The only real argument against it is that some people like to attend all the conferences individually. Surely we can organise an event with relevant timeslots for an inclusive conference that also takes into account any sensitivities / concerns of the delegates from the various equality groups. 
21. There will be a review of membership fees to explore a fairer system of contributions for lower paid members; however CWU overall income must not be reduced as a result of this review. 
22. We need to review the pros and cons of investing money into recruiting into the wider communications sector. This review must look at things like are we actually making in-roads, should we do something different, or should we be more targeted? Other unions have invested huge sums into recruitment and were not successful and subsequently got into financial problems as a result. We all support the principle that organising workers in other sectors is the right thing for a trade union to do, but the level of finances we commit in doing this is a legitimate debate. 
23. Changes to Headquarters cannot mean we replace elected with unelected officials. Therefore any changes must ensure that the roles that have changed as a result of the review can be performed by other elected officials and subsequently maintains the elected executive’s ability to contribute to, scrutinise and challenge the Officers strategies. 
24. Given the current state of the CWU’s finances there must be an urgent review on whether there is still a need to own both Alvescot Lodge and the Elstead Hotel. 
