Letter to Branches
	No. 452/2009 
	Ref AS.2.6   IC/ML
	Date:  21 May 2009


TO BRANCHES WITH MEMBERS IN BT
Dear Colleague

Openreach - Service Delivery Transformation
In LTB 237/2009 (and associated letter from Clive Gunby, Employee Relations Director - Openreach) and subsequent Voice articles, Branches were advised that the CWU was in negotiation with Openreach on Service Delivery Transformation (SDT).

Essentially, SDT has four strands of issues under negotiation.  These are:
(a) Flexible Attendance Patterns

(b) Operations Transformation
(c) Team Member Grading

(d) Management Style

Before commenting on the outcome of negotiations on the strands, an explanation of the background to the talks and of the necessity for CWU involvement is necessary.

It is self-evident that the economy is in crisis from widespread reports of job losses and short time working at reduced rates of pay.  Businesses have either closed or contracted.  The housing market virtually collapsed both in churn and new building.  That we live in unprecedented times cannot be in doubt.  Unemployment is currently at 2.2million and is widely forecasted to rise still further.  Significantly the past quarter has seen the largest increase since 1981 (before BT was privatised).
Openreach has not been immune to the general economic malaise.  Just how Openreach work volumes have been affected is graphically illustrated in two ways.  In the autumn of last year there were still over 1000 agency workers on Frames.  By February this year there was none.  Since the creation of the Regional Transition Centres, we have seen growing numbers of people being placed in them.  The CWU believes that by October this year there could be in excess of 2500 people placed.  This does not take into account Openreach people in the BT Transition Centre.

The CWU Executive had and has serious concerns should, as predicted, the economic downturn be prolonged.  Openreach has its pricing structure fixed by Ofcom and therefore cannot pass on the cost of surplus labour.  It is also recognised that, with the problems in other parts of BT Group, there is little scope for redeployment of people to other Lines of Business even if that were desirable.  Based on these facts alone, if no changes were made, there are growing fears that Openreach could be forced from its voluntary approach to redundancy to a much harsher solution.  Without negotiated changes to reduce costs, no one should be in any doubt of the potential for compulsory redundancies.  
Openreach is seeking to reduce Total Labour Costs by 10%.  In terms of Direct Labour this could impact in a number of ways.  A reduction of 10% equates crudely to a headcount reduction of 3000 jobs.  The CWU however understands that the projected overtime levels would equate to 2000 plus jobs.  There is clearly a real danger that one person’s overtime could be another’s job loss.
The impact of the current economic crisis is worrying but there are also threats from competition and alternative technologies.  The growth of alternative networks, specifically Virgin Media, poses a real threat to Openreach, as does the growth of mobile broadband.  A growing number of households (currently around 13%) do not have a fixed landline.
Additionally, the CWU has been made aware of Project Beck.  This involves consideration by the BT Group of a number of choices regarding new networks.  One of these choices could result in thousands of jobs and people being outsourced.  The Union’s main aim has been to remove this threat to a significant number of members in Openreach as well as the prevention of compulsory redundancies.  

In support of that aim, the CWU has been pressing Openreach to insource work, bring back work from India and to seek new work.  There is also the extent to which Openreach employees are involved in building the Next Generation Access.  The CWU Executive believes success in these avenues and the creation of new revenue streams would remove the very real threat outlined above and provide long term security in Openreach for those that wanted it.

Success in these endeavours will not come through a “no change” approach.  Openreach will not seek, or be allowed to seek, new workstreams or insourcing unless it makes commercial sense.  This means reducing unit costs.  A massive reduction in overtime expenditure would assist greatly.  It is also evident that Openreach will need to have the appropriate attendance patterns to provide the coverage other Communication Providers and new service offerings will require.
The CWU Executive has considered all of these factors and has, at a Special Meeting on 20 May 2009, agreed a package of measures (attached to this LTB) in order that the hard choices going forward can be honestly considered by CWU members in Openreach.  It should be noted that it is only through the Executive recommending the package that the membership can have the final say in a consultative ballot.  The Executive is also submitting an Emergency Motion to the Union’s Annual Conference seeking endorsement of this approach.  In this way members can make an informed choice knowing the potential consequences.
Attached to this LTB is the documentation agreed by the Executive.

Resourcing
Contained in the overarching letter from Clive Gunby dated 14 May 2009, there is a clear commitment that where surpluses are generated the various measures would, if agreed, maintain the long-standing approach to voluntarism in respect of redundancy.  There is also a written commitment which has been shared with the CWU’s Executive that, if the package is agreed, then the threat of outsourcing thousands of jobs will be removed.
It will also be seen there is commitment to insource non-civils work as well as detailed consideration of repatriating work which has been off-shored.

Attendance Patterns

Appendix A to the letter of 14 May sets out the framework for Flexible Attendance.  The first point to be noted is that it is a framework and that changes to member’s attendance has to come through consultation and negotiation with the CWU at the appropriate level.

The framework takes a central theme that if everyone did a share of Saturday or evening work, the burden would be very much lighter than it is at present for those currently contractually obliged to give that coverage.
The framework also provides safeguards for people who genuinely, because of welfare, health, personal or domestic circumstances cannot work their allotted pattern.

Operations Transformation

Openreach has already signalled the intent to roll-out the use of GPS technology throughout the field workforce.  It was vital therefore, against a background of job security being the prime issue, that a Code of Practice governing the use of and access to the information derived.

In itself, technology is not the issue.  The Code of Practice has been developed in light of and because of some of the, we believe, woeful management style evident in the Solent trial.

Grading

As Branches will be aware the Union has been pursing a regrading claim for multi-skilled engineers against an Openreach belief that it was not warranted.  The offer in the package is that around 7500 field members would see their salary increase by £900 through two instalments.  There is also the commitment to increase the salary of CAL/FJ skills people on the acquisition of provisioning skills.
Both Academy Coaches who were currently graded C2 and On-Site Designers would be promoted to C3.

All existing people in Openreach (including those in the Regional Transition centres and BT Transition Centres) will retain all of their current terms and conditions.

At the time of writing this report, further work is being done on roles in Service and Central Operations.  This will be ongoing and will be completed prior to any consultative ballot.  There is a further commitment to resolve current grading anomalies in parallel with this work.  Documentation on this will be sent out separately.

Management Style

In addition to the more general work being done on Management Style at BT Group level under Project Holborn, the CWU has been pursuing specific objectives in Openreach including a review of the Critical Defect process and disciplines arising from safety incidents.  There is an acceptance by Openreach that there is an inconsistency of application and that the seriousness or lack of intent (mistakes) is not always taken into consideration.
Further work clearly needs to be done to turn words into actions but the acceptance of key principles is welcome as are the clear statements around forced exits and quotas.




Next Steps
As previously stated the intent is to place the entire outcome of the Service Delivery Transformation negotiations before the membership in Openreach in a consultative ballot.  Prior to this the Executive will be seeking endorsement for this approach from the CWU Annual Conference.

The CWU’s negotiating team and the wider Executive has not taken these steps or negotiated this package lightly.  It has been done to provide short and longer term job security for members in Openreach and their families.  We know from the world around us and from the experiences of other Trade Unions, that level of security often comes at a price.
The CWU Executive is also aware that the objective and financial factors which have driven Openreach to seek changes will not go away.  It is believed however, that it is best to control that change rather than simply hope for the best.
The one thing that has been of paramount importance to the CWU team is getting to a point where the members in Openreach who are directly affected have their say.  It is their right to decide between what are undoubtedly hard choices.  It is that membership who will be affected by the outcome.
Further more detailed explanations of the Service Delivery Transformation will be issued in due course.  In the interim would Branches ensure this LTB is given the widest circulation to members in Openreach as possible.
Yours sincerely
Ian Cuthbert

Assistant Secretary
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WITHOUT PREJUDICE

Clive Gunby






Mobile: 07711 599284
                                                                       


Employee Relations Director                                                         clive.gunby@openreach.co.uk                                                                                 


Mr I Cuthbert


CWU Assistant Secretary


150 The Broadway


Wimbledon


SW19 1RX


14 May  2009 

Dear Mr Cuthbert 


OPENREACH -   SERVICE DELIVERY TRANSFORMATION


Over recent weeks we have engaged in a significant amount of activity on our Service Delivery Transformation plans and have discussed in detail the basis in which a framework agreement can be reached between Openreach and CWU. This letter summarises these negotiations and represents Openreach’s full and final position. The attached appendices addresses the outstanding issues on grading and management style you raised in your letter to me dated 23 April 2009 and discussed further in meetings on 27 April and 12 May 2009. 


 In my letter of 12 March 2009 I outlined the challenges Openreach faces in securing the long-term health of our business, in the face of significant and increasing competition, and one that that is in a strong position when the UK economy begins to pull out of the current economic recession.

The clear and urgent requirement for this Transformation in Openreach is illustrated by a variety of factors that I will seek to summarise:

· Openreach lost 240,000 copper lines, due to the downturn in the economy and competition. We are continuing to see a downward trend.   . 

· Our Communication Providers (CP’s) now have an increasing number of choices in how they deliver Broadband to their end users and Openreach is not always part of their end user solution. 


· We face significant competition to our still largely copper network from newer, rival networks. Emerging technologies will significantly increase this threat and level of competition to our products.

· A substantial number of homes and businesses in Britain now use wireless and mobile products as substitutes for more traditional fixed line connectivity 

Aims and Objectives


Securing an agreement to enable the delivery of Service Delivery Transformation will put us in the best position possible to address the challenges currently posed by the downturn in volumes in 2009/2010 and our longer term ambitions. We have outlined why the proposed framework is necessary, firstly to create further cost efficiency and productivity improvements, secondly to provide increased flexibility and make best use of team members’ skills to meet our customers’ current needs and finally to develop the skills with which to deliver new products and services. 

We have also outlined, based on current business projections, the level of resource we are likely to need to deliver our service, and the projected number of Team Members we will need to transfer into our Regional Transition Centres. 

All of these actions will enable us to sustain our market position, play an active and pivotal role in Digital Britain, drive new product opportunities and grow our business. These actions in turn will thereby help us maintain sustainable employment for Team Members and our long-standing approach and commitment to preserve the maximum amount of meaningful jobs within Openreach. In instances where surpluses are generated this will enable us to maintain our continued approach of voluntarism and avoid the need for more drastic measures which other companies have adopted in response to the economic downturn.


The challenge for us in our discussions and negotiations therefore has been to arrive at a Transformation package that ensures our products remain at the heart of our customers needs through the delivery of the best service at the best cost. This will place us in the best position to compete successfully with other providers to secure vitally important new revenue streams such as Digital Britain and Next Generation Access (NGA).  In addition, we are looking to accelerate the roll-out of NGA bringing fibre-based services within reach of more than a million homes and businesses by spring 2010. This will secure the jobs of 1,000 BT people.

I am pleased that the CWU has engaged positively with Openreach in these discussions in the full knowledge that, as a means to preserve meaningful jobs and maintain employment security, to do nothing in response to the competitive threat posed and the deteriorating market conditions is simply not an option. Throughout the course of our discussions we have not only listened very carefully to the representations and views put forward by CWU, but have also responded flexibly and pragmatically to those issues raised by the CWU national representatives.. Whilst on occasions our discussions have been robust, it has been a source of optimism in facing our ongoing challenges to note the willingness of the CWU negotiating team to enter into these discussions in a positive and constructive manner. 

The purpose of this letter and the documentation attached, sets out Openreach’s final position..On receipt of this letter and on the basis that that CWU agree its contents following your consultative process with your members, it is out intention to implement the framework agreement at the earliest possible opportunity

 Attendance Patterns

Through the course of our discussions and negotiations we have emphasised the clear business drivers that necessitate the change to existing attendance patterns. It is imperative that we establish attendance arrangements that meet our demanding operational and customer requirements. The proposed Agreement is designed to improve the attendance flexibility of our direct workforce and to provide a fair and equal means of sharing evening and weekend working across the whole workforce to meet the needs of our customers. The Agreement proposed will support the delivery of our existing products, contribute to addressing the significant cost challenges that we face within Openreach, and place us in a competitive position to obtain new revenue streams, both now and in the future as the UK economy begins to pull out of the current economic recession, through the flexible attendance of our work force at a cost that meets both customer need and one we can afford. 

Attached to this letter, at Appendix A, is the document outlining the Flexible Attendance Patterns Framework which includes the process for implementing the new arrangements in consultation with the CWU. 


Operations Transformation

As you are aware the Code of Practice document attached at Appendix B has been developed from the learning gained through the Solent pilot in implementing GPS technology in the Field Force. The Code of Practice will support the accelerated roll out nationally of GPS technology throughout our Field Force and will enable its deployment to be in line with industry best practice. The national deployment of GPS technology will improve the competitiveness of Openreach against significant commercial threats, as we illustrated to you through our outline of the business benefits of GPS technology based on the Solent pilot experience. In addition the Code of Practice seeks to reassure the CWU that GPS technology will not be used as a punitive measure rather it is the means by which we will use the information provided to better deploy our resources, optimise work allocation and capacity planning, improve the personal safety and emergency responses for team members, create an honest and supportive performance culture, and provide better tools and equipment for engineers – all of which will contribute to the delivery of excellent customer service and enhanced productivity.   


Pay and Grading Structure

In order to ensure that our pay and grading structure is market aligned, simplified and future proof we require a structure which is affordable, provides clear career progression and makes us more competitive to win new business. The pay and grading structure outlined in my letter to you of 13 May at Appendix C is designed to meet those objectives. 

From our detailed discussions on pay and grading we have developed a structure that recognises the CWU’s claim for an increase in base pay for multi skilled Customer Service Engineer (CSEs) roles. Through our negotiations we have also confirmed that, in addition to the provisions for CSEs,  existing team members undertaking their role will retain their current grade, pay range and all other terms and conditions, although their roles will be assigned to either the Foundation, Comprehensive or Specialist levels. The pay and grading structure will apply to new recruits to team member roles in Service Delivery and people promoted into new roles of a higher salary level. These arrangements will be implemented from 1 October 2009. 

There is further detailed analysis to determine the assimilation of roles to the revised grading structure for Service and for the remaining Central Operations roles. We plan to complete this for Service by the end of May 2009 and it is anticipated that we will be able to do the same for the remaining Central Operations team member roles also by this date. 


Management Style 

We will hold a series of timetabled discussions with the CWU to jointly review the application within Openreach of the following processes:


· Critical Defects 


An urgent review involving field team members, coaches / auditors, managers and CWU local representatives have been held in 5 GM teams in Midlands, Wales and the West. Its recommendations will include the way that Critical Defects are applied and specifically when it would be appropriate to consider disciple and when it would not, the guidance given to team members, coaches / auditors and managers, and what needs to be done to ensure consistency of approach going forward. The last set of focus groups will be held on Thursday 30 April and we will be looking to produce early recommendations with a view to agreeing the way forward with the CWU by end May 2009.


· Managing Changing Capabilities


This is part of the overall Project Holborn process being led by BT Group. However in respect of Openreach I can categorically confirm that any targeting of individuals with disabilities, either directly or indirectly, is completely unacceptable. Openreach’s approach to dealing with disability is fundamental to our values.  We will assess as a matter of urgency the guidance given to managers and will investigate expeditiously any cases made known to me where the spirit as well as the letter of the guidance on MCC cases may have been breached. 


· The use of Discipline arising from safety issues 


We are considering the use of discipline arising from safety issues as part of the focus groups reviewing Critical Defects. We will produce clarity on when coaching should be used to deal with safety defects identified, and when it is appropriate to use discipline.  


· Performance Management. 


We will look to have an early meeting with the CWU to identify and agree Performance Management issues so that we can identify and dispel myths and rumours and to promote transparency. I can confirm guidance will be given to the management team. In particular we will reinforce to all that the PM process is not punitive but is a tool to seek to achieve individual performance improvement in a way that is agreed between manager and team member. This will include confirmation of any additional coaching and training required, and the measures and timescales to be used. 


The reviews will assess the existing processes and whether the guidance provided meets requirements. The outcomes will be to deliver a set of key principles and guidelines for both team members and managers about how the processes will be applied, and will distinguish between the appropriate actions to be taken based on the event and background circumstances and the actions of the individual. We shall seek to conclude these discussions by 30 June 2009.


Let me also assure you that Openreach will incorporate the outcome of your discussions with  BT Group  on management style, under the Project Holborn umbrella. I can also repeat and reassure you that there are no quotas for PIP’s in Openreach or managed Exit targets.


Offshoring


In light of the current resourcing situation and in line with the “global sourcing” agreement we are committed as part of ongoing discussions to keep this issue under continual review.  I can confirm that subject to further discussions it will be our initial intention to repatriate the equivalent of 50 FTE in 09/10 subject to reaching agreement on attendance patterns. As previously stated we will consider what scope there is further to repatriate work. We will  meet you separately on this matter..


We believe that the Service Delivery Transformation Agreement set out in this letter and attached appendices will establish a stable platform for us to plan our future with confidence. This will support the long term health of our business and enable us to compete more effectively for existing products and the new revenue streams such as Digital Britain and Next Generation Access. In turn that will support us addressing the challenges of surplus resource and help to maintain sustainable employment for team members in Openreach, for example once the framework Agreement is endorsed we will be in the position to facilitate the return of non civils work into our direct workforce. It will be our intention to enter into more detailed discussions with the CWU on this in the near future.

As we move forward I have no doubt that there will be issues which we will have to address as we progress through the implementation programme. However, given goodwill and pragmatism I am confident that the firm platform we have established between us will serve us well for the future.


On the assumption that CWU agree and endorse these proposals it will be our intention to discuss with you further the implementation of the Agreement. 


I look forward to receiving your reply.


Yours sincerely


Clive Gunby


Employee Relations Director, Openreach


APPENDIX A

ATTENDANCE PATTERNS

OPENREACH FLEXIBLE ATTENDANCE PATTERNS FRAMEWORK 


1. Introduction


· The markets in which Openreach operates are becoming increasingly competitive and customers are becoming more demanding of their service provider in terms of price and flexibility and have choices of technology to deliver their communications needs. 


· Protecting existing and developing and delivering potential new revenue streams will demand increased flexibility, price competitiveness and customer service.


· This agreement provides the framework to establish new attendance arrangements for Openreach to thrive and prosper in meeting the needs of our customers and our strategic intention to grow and build new revenue streams. 


· Effective deployment of this agreement at business unit level will ensure demanding business needs are met. This agreement will also serve as a key enabler to preserve and protect jobs in existing and new markets in which Openreach seeks to compete by establishing arrangements to meet the needs of our customers and future business demand. Openreach will seek to operate this agreement transparently and will continue to work with the CWU to ensure the needs of the business are met, but also be mindful of the need for work/life balance for our employees.


· Cognisance will also be given to the impact on Health and Safety of any changes to attendances.


2. Scope


· This agreement covers all team members in Openreach.


· It supersedes all previous agreements on Attendance Patterns other than existing Shiftworking arrangements.


· It provides a standard Attendance Pattern framework which will be implemented based on quantifiable business unit and workstream requirements. This will require both Openreach and the appropriate CWU Branch(es) to enter into timely and  meaningful  negotiations to work toward reaching  agreement within determined timescales.. This is detailed at Section 4. 


3. Attendance Arrangements


Attendance will cover a Monday – Saturday . 


Sunday, Bank Holiday and Night attendance will be covered by existing premia arrangements as outlined within NewGrid. Volunteers will be sought if there is a requirement for attendance on Bank/Public Holidays.   

Attendances will be based over a  4, 5 or 6 day working week Monday to Saturday or  3 or 4 night working week Tuesday to Friday and attendance rosters will be built on a standard 36 hour working week or pro-rata for part-time employees. In exceptional cases, and only where there is demonstrable business need, a 3 day working week may be considered. 6 day working will be voluntary for team members. There will be no compulsion for Part-timers or Job Sharers to make the same number of attendances per week as their full time colleagues. Attendance arrangements should be applied pro rata unless the team member wishes to volunteer to depart from this arrangement.   


Attendance on any one day will be continuous (with the exception of call out arrangements). At least two rest days off  per week  will be consecutive. 


The scheduled span time for Monday to Saturday attendance will be between 07.00 and 21.00 and 19.00 until 07.30 for 3 or 4 night working.


· Individuals will be required to work Saturdays as part of their normal scheduled working week. The number of Saturdays rostered in  any year will not exceed  12 but where there is a genuine business rationale and following meaningful consultation and negotiation working towards reaching agreement with the appropriate CWU Branch(es) this may rise to 18. The number of attendances finishing after 19.30 hours  will not exceed 1 in 4 unless agreed by the team member.The actual times of attendance will be determined in accordance with the governance set out in Section 4 which will take due regard of welfare, health, personal and domestic considerations. 


· Where there is a demonstrable business need within Openreach, to extend the requirements beyond the above  number of Saturdays and/or the number attendances  finishing after 19.30, Openreach and the CWU commit to national negotiations which seek to reach an agreement within a maximum of 4 weeks to deliver this customer required change...


· Where work for the scheduled working week can be pre planned and allocated in advance to the teams undertaking it, with the prior agreement of their line manager  teams will be able to volunteer to alter their start or finish time up to a max of 4 hours for each scheduled day so as to reduce ineffective time. This will not be applicable in work areas which require singleton working.The standard working week will not exceed 36 hours (unless the attendance arrangement has uneven amounts of weekly hours) and all attendance patterns and schedules will comply with the European Working Time Directive governing  Working Time Regulations.


    .


· Individuals will be expected to undertake flexible working on the day of up to plus or minus two hours at the end or beginning of the day. Openreach will not schedule work to trigger flex and it will only be operated where there is a danger of not meeting an agreed customer commitment. Team members will not be flexed before 07.00 and beyond 22.00 hours and the period between 21.00 and 22.00 will attract the night premium. The number of flex hours an individual may work in any one week will not exceed plus or minus 6 hours..Flex hours may be carried  from one week into another but accrued hours will not exceed plus or minus 6 hours All accrued hours must be taken within a maximum of 28 days so that no more then 144 hours will have been worked in that 28 day period. Team members will have visibility of the ongoing balance of accrued hours. Team members will attend work on each of their scheduled days and flex will not attract any overtime or attendance premia.(with the exception of the night premia as above.). The agreed detailed process for the operation of Flex is at Annex A of this agreement.



· When customer requirements dictate, and Flex cannot accommodate  these requirements, team members may be asked to work additional hours as overtime and volunteers will be sought in the first instance. The likely range is 4 to 12 overtime hours per week. This will be determined by business need and is not guaranteed overtime. Where overtime can be pre-planned, then individuals will be given as much notice as possible with a minimum of 24 hours and volunteers will be sought. Overtime will be allocated in a non discriminatory manner subject to skill, geography and business demand 



Team members may be asked to work at any location in the UK based on business need. Volunteers will be sought in the first instance. If team members are required to stay away from home overnight Openreach will undertake to provide 1 calendar week’s notice.. Standard NEWGRID terms and conditions will apply. Working away from home is normally for 12 consecutive days of work (e.g. Monday Week 1 through to Friday Week 2) and limited to 4 months in a 12 month period. Should these limits need to be varied for specific customer requirements, Openreach will provide the CWU with this rationale and, where there are  insufficient volunteers to meet this requirement, Openreach and  the CWU commit to national negotiations which seek to reach an agreement to within a maximum of 4 weeks to deliver this customer required change. 


· Team members, with the prior agreement of their line manager  may swap attendances or arrange for a colleague to cover. 


· In cases where, because of welfare, health personal or domestic circumstances e.g.  caring responsibilities etc , a team member is unable to cover their allotted attendance pattern or additional hours consideration for an alternative pattern of attendance will be treated sympathetically by Openreach. There may also be a need to consider reasonable adjustments of attendance patterns for team members covered by the Disability Discrimination Act or the Managing Changing Capability process. With the consent of the team member a solution will be agreed between the appropriate CWU Branch and Openreach. 

· Movement at the behest of the individual or on promotion will require the individual to take on one of the attendance patterns of their new group. The principles of personal circumstances as outlined above will apply.. 


· Transferees into Openreach will, after consultation/negotiation with the CWU at the appropriate level, be allocated one of the attendances of their new group. The principles of welfare, health, personal or domestic circumstances  as outlined above will apply . 


· Team members  carrying out short term cover to a job in a higher salary range will take on one of the attendance patterns of the post being covered unless agreed in advance by the line manager.


4. Process/Governance for Changing Attendance Arrangements



4.1 Initial Implementation


· Meaningful and timely  negotiations, with the CWU  to work toward reaching  agreement in implementing this framework agreement,  requiring team members to change their attendance patterns, will commence at the earliest opportunity. These negotiations will take place between Regional Director (or nominated lead General Manager) and the appropriate Branch(es) or for Service and Central Operations negotiations will be at national level with appropriate CWU Branch representation.


·  Individual notice periods will be issued on agreement with the CWU and will not be less than 6 weeks. The end to end process timescale for achieving this initial implementation will be no longer than 10 weeks and individual notice periods will not be less than 6 weeks from the date of implementation of the attendance changes.. 


· In the initial allocation  a preference exercise will be undertaken where team members will get the opportunity to state their preference as to their preferred  number of scheduled days they attend. i.e. a team member currently working a 4 day week may  continue to work this pattern, unless they volunteer and appropriate consideration will be given. All team members will be expected to work a number Saturdays within their scheduled attendance arrangements. Where a team member for health, welfare, personal or domestic reasons can not work either a Saturday or evening attendance, the issue will be resolved in accordance with the processes set out in section 3 of this agreement.     


· Within the initial implementation end to end process 10 week timescale the  following steps will be taken:  


i. . At the outset the information shared with the CWU will cover:


· the operational/business need for the change by workstream 


· the changes required to start and finish times, days and the number of Saturdays together with the preferences being offered. All preferences will be bound by the Attendance Arrangements contained in Section 3.


· the range of skills required.


· booked team member annual leave


· the scope of the preference exercise. 


ii. The preference exercise will be completed. 


iii. Outputs of the preference exercise will be shared with the CWU and team members  allocated their first preference where possible. Where it has not been possible for operational reasons for team members to have been given their first preference, Openreach and the CWU will discuss and seek to reach agreement on the options required to achieve the best fit for a particular geographical patch. Openreach and the CWU will seek to maximise the number of people who can obtain their first preference. However, it may be necessary to utilise team members’ less preferred options to ensure customer and operational demands are met.


4.2 Ongoing Changes to Attendance Patterns 


· Once the initial allocation process has been completed all team members will be on the Flexible Attendance Patterns Framework.


· For subsequent changes to attendance patterns within the above  number of Saturdays and/or the number attendances  finishing after 19.30 set out in Section 3, meaningful and timely  negotiations, with the CWU, at the appropriate level as set out in 4.1,  to work toward reaching  agreement will commence at the earliest opportunity as soon as the business need can be quantified. Volunteers will be sought in the first instance within the end to end process.


· In the above circumstances , it is unlikely that team members will be expected to  change the current number of days they attend, i.e. a team member currently working a 4 day week will continue to work this, unless they volunteer and appropriate consideration will be given. All team members will be working a number of Saturdays and late attendances within their existing arrangements. Where a team member for health, welfare, personal or domestic reasons cannot work either a Saturday or evening attendance, the issue will be resolved in accordance with the processes set out in section 3 of this agreement. On that basis a preference exercise is not necessary.


· The end to end process timescale for these changes will not normally exceed 6 weeks and individual notice periods will not be less than 4 weeks.


· Exceptionally,  where the business need does require a  significant change to the number of scheduled days, Saturdays and evening  attendances a preference exercise may be  conducted in line with the steps set out in 4.1 and the individual notice periods will not be less than 4 weeks. The overriding aim will be to minimise the level of disruption for individual team members whilst ensuring business  requirements are met.


· Where there is a quantifiable business need within Openreach, e.g. Service Harmonisation, appointed work,  to extend the requirements beyond the above  number of Saturdays and/or the number attendances  finishing after 19.30, Openreach and the CWU commit to national negotiations which seek to reach an agreement within a maximum of 4 weeks to deliver this customer required change. On that basis, a preference exercise will be conducted and the steps and timescales in section 4.1 will be followed.


5 Escalation Process


In the event of any matter not being resolved at business unit/workstream level between CWU Branches and Openreach the matter will be escalated to CWU Head Office and Openreach Employee Relations for immediate attention. Openreach and the CWU commit to seeking to reach agreement within one week of the escalation. 


6 Review


Openreach and the CWU jointly commit to reviewing this agreement 6 months after the initial allocation and thereafter on an annual basis. This review will include consideration of the appropriateness of the attendance and contractual changes set out in this agreement.   


OPENREACH FLEXIBLE ATTENDANCE PATTERNS FRAMEWORK: ANNEX A


Process for the operation of Flexible Attendance)

1. PURPOSE

Flexible Attendance is part of the Openreach Flexible Attendance Framework agreement agreed with the CWU for all team members in Openreach.


The purpose of flexible attendance is to provide on the day flexibility to meet customer commitments at the beginning or end of the working day. This is balanced by an equal number of occasions when there is insufficient time to complete a job or no jobs are available so the start and finish times adjusted accordingly. 


Flexible attendance is anticipated to be used in small units of time and for negative as well as positive adjustments to start and finish times to happen in equal amounts i.e. overall, flexing off will be equal and opposite to flexing on and no more than 2 hours on a day and no more than 6 hours in any one week.


2. PRINCIPLES


2.1 Team members will be expected to undertake flexible working on the day of up to plus or minus two hours at the end or beginning of the day. 


2.2 Openreach will not schedule work to trigger flex and it will only be operated where there is a danger of not meeting an agreed customer commitment. 


2.3 Team members will not be flexed before 07.00 and beyond 22.00 hours and the period between 21.00 and 22.00 will attract the night premium. 


2.4 The number of flex hours an individual may work in any one week will not exceed plus or minus 6 hours. 


2.5 Flex hours may be carried from one week into another but accrued hours will not exceed plus or minus 6 hours.


2.6 All accrued hours must be taken within a maximum of 28 days so that no more than 144 scheduled hours will have been worked in that 28 day period. Team members will have visibility of the ongoing balance of accrued hours via an appropriate time recording system.


2.7 Team members will attend work on each of their scheduled days and flex will not attract any overtime or attendance premia.(with the exception of the night premia as above.). 


3. APPLICATION

Flexible attendance will be used in the following circumstances:


· To seek to ensure that a customer related job or task  is completed on the day promised and/or issued.

· To complete jobs that could be completed within the extra two hours and before 22.00, so saving ineffective time the following day.

· Towards the end of the day, to place an individual off duty up to two hours before their scheduled finish time, because:

(i) there is insufficient work to warrant the individual remaining at work. Or;

(ii) there is insufficient time for the individual to complete the next job because it will extend the working day by more than the two flexible hours available (i.e. the planned time for completing the job should not exceed the sum of the remaining rostered time plus a maximum of two flexible hours and/or go beyond 22.00).  In such cases the individual should not be allocated a new job unless overtime arrangements are agreed and all the time would be paid as overtime. Or; 

(iii) there is a need to reduce the balance of credit hours accrued by an individual to ensure it does not exceed 6 hours in any one week..  . 


GUIDELINES FOR OPERATION


In managing flexible attendances to comply with the principles in section 2 and  meet the various circumstances described in the section 3, the following guidelines will be used:


· Flexible attendance may only be applied to a rostered attendance and therefore does not apply to a day worked as overtime.


· Flextime is recorded in hours and minutes.

· A tally of flexible attendances (i.e. balancing credit and debit hours) will be maintained on an appropriate time recording system. These are currently Field People and Crest but these systems are being reviewed. and any changes will be communicated.  It will be a standard requirement that an individual’s flexible attendance balance be kept as close to zero as possible

· Flexible attendance may be used to increase or decrease the length of a rostered attendance by up to two hours, 


· Flexible attendance may be applied to the start or finish of a rostered attendance but not both 


· Individuals will not be scheduled additional work at the start of day on the basis of flexible attendance, except by prior agreement to reduce a debit balance.


Flexible attendance accrual 

· No more than six hours of flexible credit may be accrued at any time If such a balance is reached, it is not permissible to extend any rostered day using flexible attendance until the six hour balance is reduced. Any extension to the day under these circumstances can only be achieved by using overtime (for which the normal payment premia rates will apply). 

· Any credit balance will be reduced by shortening scheduled attendances by up to two hours at the beginning or end of the day and single minutes will be used as the time multiple. E.g. if the scheduled finish time is 18:00 and the actual finish time is 17:42 then the balance will be reduced by 18 minutes


·  Where practical, a credit balance may be reduced in response to a request from an individual. Such requests can be for up to 2 hours as they key principle will be to flex people off as often as we flex them on.. Any requests must be agreed between the individual and their manager. 

Flexible attendance debit. 

· No more than six hours of flexible debit may be accrued.  Once this limit is reached, it is not permissible to shorten any rostered day using flexible attendance until the six hour debit balance is reduced.

· Openreach will not recover flexible debit hours by requiring an individual to attend on a scheduled day off. 

Where practical, a debit balance may be increased in response to a request from an individual. Such requests can be for up to 2 hours and any such request must be agreed between the individual and their manager. .


Notice Periods for flexible attendance


Changes to start time
A minimum of 12 hours notice will be given to the team member, for any changes to the start of a rostered attendance which result from the flexible attendance arrangements. This  is to ensure that work  which only becomes visible in the afternoon is  correctly resourced.  

Changes to finish time
Whenever practical, advance notice will be given of the need to retain people late, or send them home early.  On many occasions, however, this is unlikely to be possible given the unpredictability of operational requirements.  All other principles listed in this section will apply before notifying a team member of an adjustment to his/her start or finish time.


PROCESS FOR ALLOCATION OF FLEXIBLE ATTENDANCE


Individuals will not work flexible time without the appropriate authority, although a manager can agree individual empowerment to manage their own flex. Such authority could, for example, be given by Work Manager, the relevant control or an individual’s line manager depending upon business unit and local procedures. This devolved authority will be agreed at the outset between the line manager and the team member so that team members are able to work on at the end of day without having to contact their line managers each time.

The flexibility process will operate to ensure that people are provided with the maximum available notice.


Selection for flexible attendance will take into account the following factors for each of the available individuals

· current flexible attendance accrual

· skills 

· scheduled start/finish time

· Personal and Domestic Circumstances

Flexible attendance is a compulsory element of the Openreach attendance patterns.  However, where exceptional, circumstances (e.g. essential domestic commitments) are agreed, those needs must be taken into consideration.

APPENDIX B


OPERATIONS TRANSFORMATION

Service Delivery Transformation Programmes: Code of Practice (Draft) 


1. Introduction


This document has been produced to support the delivery of Service Delivery Transformation programmes, which includes the Transformation Blueprint for the national roll-out which will commence Q1 2009. It has followed extensive consultation with the CWU and has built on the learning from the deployment of Phase 0 of this programme in Solent. It is also recognised that where additional GPS deployment takes place outside of the reactive work streams then this code will be updated and agreed with the CWU to reflect not only any new or additional alerts but how they will be used. 


The Code of Practice has 4 sections - an explanation of Service Delivery Transformation Programmes, raising performance and contribution, the use of data derived from GPS technology and deployment and ongoing review with the CWU. 


2. What is Service Delivery Transformation?


By transforming our organisation we will:


· Improve the competitiveness of Openreach against significant commercial threats by implementing GPS technology throughout our Field Force and aligning with industry best practice. 


· Optimise work allocation and capacity planning to improve customer service.


· Improve personal safety and emergency responses for team members.


· Create an honest and supportive performance culture which contributes to delivery of excellent customer service. 


· Provide better tools and equipment for engineers which enable them to deliver excellent customer service. 


· Ensure better utilisation of fleet vehicles & reduced carbon footprint.

3. Raising Performance and Contribution


For individuals to perform at high and best possible levels, they need appropriate coaching, training and encouragement.  Openreach Performance Management is aimed at providing a positive and supportive environment for managing performance and skills development. Recognition and reinforcement of good performance is key to this.  Where performance does not meet clearly set out criteria, we recognise the need to take action to correct this, using the appropriate blend of support and coaching. The right business outcome is that this will enable people to improve performance.


Our people and their contribution are key to delivering sustained future success and, as such, the type of environment we wish to create is set out below:


One of the key requirements is the creation of an Openreach work force that is; flexible, equipped, trained, motivated, correctly sized and structured. The ambition is to create an environment for Openreach people where they experience an organisation that:


· Treats them with fairness, professionalism and respect as we in turn expect them to treat our customers


· Makes them feel valued, trusted and fairly rewarded


· Provides them with clarity of role and accountability including clarity on what decisions they can or cannot make


· Enables them to do a good job by providing the skills and tools they need to do their work well


· Supports them in doing their job by making sure that key delivery processes work 


· Provides people with honest feedback on their performance


· Engages and motivates people by explaining to people the customer and business context and need for actions as well as setting out the tasks to be done 


· Gives people a sense of accomplishment in their role and pride in being top quality engineers.


· Gives people the confidence and pride to represent Openreach positively to colleagues and customers alike.

4. The Use of Data Derived from GPS Technology


This Code of Practice has been produced to ensure that, as we move into national roll-out from Q1 2009, data derived from GPS technology is used in a consistent manner across Openreach. This section details how data derived from this technology will be used when dealing with performance.


4.1 GPS Guidelines


Openreach Service Delivery confirms that the system is not designed nor intended as an employee surveillance system or as a discipline tool and it will not be the sole basis for instigating performance or disciplinary proceedings. The purpose of GPS is to help get the best use out of vehicles and identify ways to improve the use, efficiency and performance of task/job allocation


GPS data will be used to produce trended individual productivity reports, highlighting efficiency and effectiveness, which will be considered with all other relevant facts. It is also recognised that other BT policies and processes may need to be invoked where appropriate. 


Team members have access to their own performance reports via the iPerformance on a Page (iPOP).  The individual’s line manager also has access to this information.


Access to driver data is protected under the Data Protection Act and will be restricted to individual team members who will have access only to their own data. This will be updated on a daily basis and will be available via the Informe portal.  It will also be available retrospectively to the individual’s line manager as a “day – 1” report.


Line Managers will not have direct access to tracked vehicle movement data in real time.  They will be able to access a snapshot of current vehicle locations to help them locate their team members for field visits. The access to this site will be monitored by the General Manager to ensure appropriate use


In the event of a vehicle being involved in a serious or fatal road traffic accident the policy and vehicle inspectorate can request telemetry data related to the specific incident. The authorities may also require Openreach to release all data relating to a specific vehicle or driver as part of civil or criminal investigations


4.2 Alerts


Where triggers or alerts are continually activated by the same individual the line manager should initially discuss with the individual to identify the cause(s) and any further training or development needs.  This will include if necessary further coaching utilising appropriate training material as well as using the relevant sections of the drivers handbook to improve driver performance and compliance with the required driving standards. Following this, it is also recognised that other BT policies and processes may need to be invoked where appropriate. 


In keeping with BT policy governing the use of mobile phones and hand-held devices, controls should avoid calling a field engineer where it is obvious that the vehicle is in motion.


The following exception alerts will be generated by the system:


A1 (a) First customer commitment in jeopardy (Home parker)


Parking at home (PAH) is defined as set out within the PAH Policy (ISIS PNL\EMPC051) at http://parkingathome.nat.bt.com.


The current policy states: 


Parking at home is defined as where the vehicle is parked


Within the perimeter of the individuals property


Directly outside of the home


Within the vicinity of the individual home


An alert will be generated if a person’s vehicle has not moved within a defined period of time after the expected vehicle start time. Short distance changes in position e.g. moving vehicle off the drive will not be classed as vehicle movement. 


As defined in the current PAH policy, the expected start time is the effective start time (from Taskforce) and will be determined as commitment time.  Commitment time is the total time the home parker commits before the start time and after finishing time.  This is Commute time plus 15 minutes at the start and end of the working day. For example, if an individual’s Commute Time is normally 10 minutes, then the maximum Commitment Time is 25 minutes (10 minutes Commute Time plus 15 minutes Contribution Time). If an individual’s Commute Time is normally 40 minutes then the maximum Commitment Time is 55 minutes. The home parker must commute at both ends of the day and carry out their Start and End of Day routines (i.e. Sign-on/off and Vehicle Checks) within their Commitment Time.


A1 (b)
First customer commitment in jeopardy (BT Site Parker)


An alert will be generated if a person’s vehicle has not moved within a defined period of time after the expected vehicle start time. Short distance changes in position e.g. moving vehicle off the drive will not be classed as vehicle movement. 


A2 (a)
Safe Home (Home parker)


An alert will be generated if a person’s vehicle has not arrived home within a defined period of time after the expected vehicle finish time.


Expected finish time is the effective finish time (from Taskforce) and will be determined as commitment time.  Commitment time, as defined in the current PAH policy, is the total time the home parker commits before the start time and after finishing time.  This is Commute time plus 15 minutes at the start and end of the working day. For example, if an individual’s Commute Time is normally 10 minutes, then the maximum Commitment Time is 25 minutes (10 minutes Commute Time plus 15 minutes Contribution Time). If an individual’s Commute Time is normally 40 minutes then the maximum Commitment Time is 55 minutes. The home parker must commute at both ends of the day and carry out their Start and End of Day routines (i.e. Sign-on/off and Vehicle Checks) within their Commitment Time.


A2 (b)
Safe Home (BT site Parker)


An alert will be generated if a person’s vehicle has not arrived back at the BT site within a defined period of time after the effective finish time (from TaskForce).


A3
Out Of Hours driving


An alert will be generated for any significant movement by a vehicle before 0600 or after 1930.  Short distance changes in position e.g. moving vehicle off the drive will not be classed as vehicle movement. 


The alert is provided as a report directly to the Operational Manager the next day. For any vehicle included in the report, the record will show the time(s) that it was driven. 


The report will include vehicles that may have been driven by engineers with appropriate reason e.g. on call out or working late to finish a job. OMs will be able to discount such records by reference to work allocation records and will not take action on these cases.


A4
GPS Off Air


An alert is provided as a report to the Controls team which identifies GPS devices that have not shown activity (communication) within a defined period of time. The controls team will follow the process for alert escalation detailed at Appendix A. 


A5 Parked away from Customer Job Location


An alert will be generated if a person’s vehicle is parked somewhere that is not within the customer job location for the task that is being executed, and remains there for more than a defined period of time.


Example:


· BT Vehicle parks at a location outside area of customer job location 


· After a predefined period an alert is generated  


· The Customer Controller talks to the Field Engineer to establish reason behind the alert 


· The Customer Controller either:  a) reaches agreement or b) raises the issue with the Operational Manager

A6 Job Completion in Jeopardy


An alert will be generated if a person’s vehicle is parked within customer job location and the current time is within an agreed period of the estimated completion time for the job.


Example:


· Field Engineer is in the process of competing a job


· At a predefined point – relative proximity - to the expected completion time, an alert is generated informing the customer controller that the job is nearing its completion time 


· The Customer Controller proactively talks to the Field Engineer to establish either: a) suitable job extension b) Next job information  


A7 Departure from Job, without Closure

An alert will be generated if a person’s vehicle leaves the customer job location of the job that is in a state of Execute.


· Vehicle leaves a customer job location 


· After a pre-defined period an alert is generated into the Customer Controller 


· The Customer Controller talks to the Field Engineer to establish reason behind the alert


· The Customer Controller either: a) Understands the reason behind the departure or b) raises the issue with the Operational Manager


A8 Closure of Job, without departure


An alert will be generated if a person closes a job (COM or FUR), is allocated a next task at a new location but doesn’t start travelling to next customer job location.


Example:


· Field Engineer closes down a job and is allocated a new job 


· If no significant vehicle movement within a  pre-defined period an alert is generated into the Customer Controller


· The Customer Controller talks to the Field Engineer to establish reason behind the alert


· The Customer Controller either:  a) reaches agreement or b) raises the issue with the Operational Manager


Additional notes:


If the engineer does not get new allocation of work – no alert is generated


If the engineer is already at location for next customer job – no alert is generated  

Additional Information


For each of the alerts generated, the controller is required to follow the process detailed in Appendix A and for which they have been trained.  There are rare occasions when interrogations of the systems indicate that the alert has been generated in error.  If the controller can evidence that this is the case then the controller should record the issue and need not call the engineer.  Where the controller is unsure, a discussion with the engineer will take place. Care should be taken to ensure that the process is followed in a non- accusatory way or the outcome of the discussion is pre-judged.


If, having followed the above process, the Customer Controller is unable to clarify the matter with the engineer he/she should escalate the issue to relevant Operations Manager.   

Each of the alerts have flexible parameters built into the system e.g. short distance movement. These may be reviewed by Openreach depending on operational performance. These flexible parameters will be shared with the CWU in a separate document and will be included in the training for managers and team members. Where there are changes the CWU will be fully consulted at national level. 


There may also be the need to introduce new alerts based on operational need. Where new alerts are to be introduced, the CWU will be fully consulted and agreement sought. at national level.   


4.3 Implementation Phase


Upon commencement of national roll-out from Q1 2009 and to ensure a smooth transition to the implementation of the GPS technology we will operate a 4 week acclimatisation process from the activation of GPS equipment in vehicles.


During this timeframe, line managers will not progress performance discussions with an individual using the new reports, except in the case of incidents constituting Gross Misconduct. However, during the acclimatisation period the line manager will have discussions with each individual team member and review the iPOP and tracked vehicle movement data produced during the acclimatisation period to ensure understanding of the data.

Team members will have access to iPOP and tracked vehicle movement data during the acclimatisation period.  They will also attend a training session on Operations Transformation. 

During the implementation phase and beyond, line managers will undertake a training and accreditation review to confirm their capability of implementing the programme and to ensure that they understand how the iPOP data should be used in 1:1 discussions with individuals. After a 6 week period all Operations Managers will attend an accreditation review session, those individuals not successful in reaching the expected standards of accreditation will have further personal training and development to support them to achieve the accreditation standard. To ensure continued compliance with the standards of behaviour expected, an annual process of re-accreditation will apply.


The CWU will have access to all training material and invitations to attend local training will be offered to lead Branch officers. 


During the acclimatisation period the line manager will have discussions with each individual team member and review the iPOP and tracked vehicle movement data produced during the acclimatisation period to ensure understanding of the data. 


Following the acclimatisation period, where the data for a team member shows trended areas for improvement, the manager will identify opportunities for improvement and develop a coaching plan during the 1:1 with the team member.

During these 1:1’s OM’s should  highlight and discuss any inappropriate behaviour to Team Members and advise that any further non compliance will be dealt with in line with standard Openreach policies and processes. In these cases, if there are any data integrity issues between the OM and team member, these should be escalated to the programme team for resolution.


Confidentiality and retention of information will be covered by existing processes including - Information Retention Policy, Data Protection Act and Disclosure of Information. In addition, Clear Desk and Screen policy guidelines will be mandatory.


5. Deployment and Ongoing Review with the CWU  


In accordance with the national roll-out timetable, the application of the Code of Practice document is mandatory and its application during the implementation phase will be jointly reviewed on a fortnightly basis by the Operational GM and the appropriate CWU Branches. The objectives of these meeting will be to review local roll-out and address any issues raised that may apply to the application of the Code of Practice. The code of practice will be issue controlled and will carry the authority of the design authority Director. Where local meetings cannot resolve an issue these will be jointly escalated to Openreach Employee Relations team and CWU Openreach Lead Officer. Where differing views exist, Openreach and CWU will work to resolve these through the normal consultative processes within 5 working days. 


Review


Openreach ER and national CWU will meet monthly during the implementation phase to review national roll-out activity. Openreach and CWU also commit to meet on a quarterly basis, upon completion of the national roll-out.  These meeting will provide information to CWU on productivity levels, service levels and appropriate performance metrics.


   Change to the Code of Practice

1.
Any change to this code of practice requires the written consent of Openreach and the CWU.


2.
The operation of this code of practice will be jointly reviewed as part of the regular review process.
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WITHOUT PREJUDICE

Ian Cuthbert 


Assistant Secretary


CWU


150 The Broadway


London SW19

15 May 2009


Dear Mr Cuthbert

OPENREACH SERVICE DELIVERY - TEAM MEMBER GRADING STRUCTURE 


I am writing to you to with Openreach Service Delivery’s full and final proposal on the introduction of a revised Team Member Grading Structure for Service Delivery. This proposal is one strand within a framework of measures we have been discussing and negotiating with the CWU to reach agreement to enable the delivery of Service Delivery Transformation programme. This proposal is therefore made on a without prejudice basis and is subject to acceptance by the CWU of the full framework of measures.


This proposal has been produced following intense and challenging discussions with the CWU, which we concluded on 12 May, and responds to all of the CWU’s issues as well as your letter dated 23 April 2009. It provides Service Delivery with an affordable, future proofed and more market aligned grading structure which will make us more competitive for potential new revenue streams. Securing new revenue streams will be key to the future success of the business and, in turn, enable greater employment security in these extremely challenging economic times which is a commitment Openreach jointly shares with the CWU. This proposal recognises, and in the opinion of Openreach fulfils, the CWU’s claim on multi-skilled Customer Service Engineers (CSEs) and also addresses the grading of a number of current roles. In addition to the provisions for CSEs the proposal also provides retained grade pay protection with no changes to the pay and other terms and conditions for existing team members within Service Delivery, at the time of the introduction on this proposal, as well as providing a clearer career progression path.   

1. Revised Grading and Salary Ranges


The revised Grading and Salary Ranges will be effective from 1 October 2009. 


The salary ranges are contained within the NewGRID agreement. In line with the NewGRID agreement, they have also been independently benchmarked with the external market and specifically the utilities and telecom sectors. Salary progression arrangements and pay on promotion for the revised grading structure will be unaffected by the introduction of this revised grading structure and will continue to be as per NewGRID.


		Grade

		Description

		Salary (£)



		Foundation

		Standard Minimum


Standard Maximum

		16713


20889



		Comprehensive

		MA and less than 18


Standard Minimum


Standard Maximum

		12247


19595


24494



		Specialist

		MA and less than 18


Standard Minimum


Standard Maximum

		13750


22500


27500





2. Assimilation of Current Roles


The basis for the assimilation of current roles into the revised structure has been through the development of a generic role descriptor for each of the three levels within the revised structure. Each of the current roles was then mapped into the revised structure taking account of the skills mix of each role and the generic role descriptors. This detailed analysis and assimilation process was completed for Service Delivery Operations roles following extensive discussions with the CWU. The descriptors for Service Delivery Operations roles and a list of current roles and their mapping into the revised structure are attached at Appendix 1. 


Phase 2 of this detailed analysis and assimilation of roles to the revised structure will be completed with the CWU for Service by the end of May 2009 and it is anticipated the remaining Central Operations team member roles can also be completed by this date. I make further reference to this in Section 7 below.


A2 roles within Service Delivery are not within the scope of the revised Grading Structure. The administrative job content of these roles means that they are not Service Delivery specific and would have a clear read across to other Lines of Business.


The skill requirements of D1 roles may be reviewed at a later stage and all options will be considered. However, team members currently undertaking Service Delivery D1 roles and those team members who have transferred into Openreach as D1s at the time of the introduction of this revised grading structure will retain their current grade, pay range and all other terms and conditions. 

3. Pay Protection  Arrangements


The revised structure will be implemented on 1 October 2009. On that date, the following arrangements will apply for Service Delivery team members whose roles have been assimilated into the revised structure:  


· Existing team members within Service Delivery undertaking their role at the time of the introduction of the revised grading structure will retain their current grade, pay range and all other terms and conditions. The roles of Service Delivery team members will be assigned to the Foundation, Comprehensive or Specialist levels within the revised grading structure.


· These retained pay protection arrangements equally apply to Service Delivery team members in the RTCs or BTTC at the time of the introduction of the revised grading structure, as well as those who have retained grade status who subsequently transfer to the RTCs or BTTC in the future.


· Consistent with NewGRID both CWU and Openreach undertake to co-operate fully in pursuit of our shared objective to deploy people on retained grade status onto suitable work at their higher level of salary on which their retained grade status is based at the earliest opportunity.


· Those team members who transfer from another Line of Business into Service Delivery, from and after the introduction of the revised grading structure, will have the normal pay and pension protection arrangements applied.   


· Where team members are promoted to a new role that has a higher pay range in the revised grading structure then the normal pay on promotion arrangements will apply and individuals will be paid in accordance with the new pay range. Where team members move to a role outside of Service Delivery then normal pay and pension protection arrangements would apply if they moved to a role at a lower level than their retained grade;


· Existing pay provisions for Modern Apprentices (MA) will continue to apply. They will be recruited based on the grade in the revised grading structure to which they will be assimilated to at end of their apprenticeship and at 50% of that grade salary range maximum. Salary progression thereafter will continue to be on the basis of NewGRID with progression at 10% of the salary range maximum, subject to completion of milestones. Where it is not possible to predict the grade to which the MA will be assimilated to they will be recruited at 50% of the Comprehensive grade salary range maximum.   

· Existing Modern Apprentices will continue to be paid at their “streamed” retained grade and in accordance with existing progression arrangements they will assimilate at their “streamed” retained grade. 


· The introduction of this revised grading structure will not change the salary progression arrangements as set out in NewGRID.


As previously stated A2 roles are not within the scope of the revised grading structure and team members in those roles will remain at A2. 


4. Multi-skilled CSEs Pay Progression


The revised structure will be implemented on 1 October 2009. With effect from that date team members in multi-skilled CSE roles, including those in the RTC, will receive an increase to their annual basic pay of £450 pa. Salaries then paid from October 2009 will reflect this consolidated monthly increase. From this date, the pay range maximum of the CSE role will increase from £23 594 pa (the current B2 maximum) to £24 044 pa. Multi skilled CSE roles will be identified through the skills data used by Work Manager to allocate tasks. Similarly we will identify those team members who are multi skilled CSEs who for business related reasons are not currently deploying their full range of skills.  

From 1 October 2010, team members in multi-skilled CSE roles, including those in the RTC, will receive a further increase to their annual basic pay of £450 pa, subject to not exceeding the maximum of the Comprehensive pay range. Salaries then paid from October 2010 will reflect this consolidated monthly increase. From this date, the pay range maximum of the CSE role will increase from £24 044 pa to £24 494 pa which is the Comprehensive range maximum. The second £450 increase may be capped in cases where successive salary progression increases in October 2009 and 2010 result in salaries that are within £450 of the new Comprehensive range maximum, to ensure that the salary will not exceed the Comprehensive pay range maximum following the October 2010 pay review.


I can also confirm, exceptionally, that those team members currently identified by Work Manager as CAL/FJ (the skills they are deploying are Faultsman Jointers, on the D-side of the network, and Customer Apparatus and Line) will be assimilated to the Comprehensive pay range, as per the pay progression for CSEs. However, this will be on the condition that they acquire and deploy the remaining provisioning skills for a CSE role by 1 October 2010; should individuals choose not do this then they will revert to their retained grade of B2. New recruits to CAL/FJ roles will be assimilated at the Foundation pay range and will have the opportunity to assimilate to the Comprehensive pay range once they become fully multi-skilled.


Examples


A CSE currently on the B2 maximum of £23 594 pa will move from this pay rate to the Comprehensive pay rate of £24 044 pa from 1 October 2009. That CSE will then receive a further increase from 1 October 2010 of £450 pa to £24 494 pa which is the maximum of the Comprehensive pay range.


A CSE currently on £21 000 on the B2 pay range will receive, subject to the NewGRID salary progression arrangements, a 5% increase to £22 050 pa on the B2 pay range from 1 October 2009. That CSE will also receive an increase of £450 pa and move to £22 500 pa on the Comprehensive pay range from 1 October 2009. From 1 October 2010 this CSE will receive, subject to the NewGRID salary progression arrangements, a 5% increase to £23 625 and £450 pa taking to £24 075 pa on the Comprehensive pay range. 


A CSE currently on £21 500 on the B2 pay range will receive, subject to the NewGRID salary progression arrangements, a 5% increase to £22 575 pa on the B2 pay range from 1 October 2009. That CSE will also receive an increase of £450 pa and move to £23 025 pa on the Comprehensive pay range from 1 October 2009. From 1 October 2010 this CSE will receive, subject to the NewGRID salary progression arrangements, a 5% increase to £24 176 and not £450 but £318 pa moving to £24 494 pa which is the maximum of the Comprehensive pay range. 


The above progression arrangements will be separate to any increases agreed within any subsequent pay awards.


5. Filling Vacancies and Career Progression


It is important that in promoting individuals, filling vacancies and ensuring a career progression path that clear provision is made for redeployees, in both Service Delivery RTCs and the BTTC, as well as for those people in Service Delivery who are being paid on retained grade arrangements.


Where there are promotion opportunities and authorised vacancies within the new structure at Comprehensive or Specialist level, the first step will be to find a match from the Service Delivery RTC. If vacancies are still available after this first step, then the second step will be to advertise those vacancies internally, to those on retained grades only, within the General Manager patch where the vacancies are. For example, a vacancy at Comprehensive level will be advertised to those team members in Foundation roles who have a retained grade of B2; a vacancy at Specialist level will be advertised to those team members in Comprehensive roles who have a retained grade of C1. By advertising locally, this will provide career progression opportunities for team members within the patch on retained grade arrangements. A selection and interview process will then follow. Payment on appointment will be in accordance with the pay protection arrangements detailed in Section 3 above or the NewGRID pay on promotion arrangements, whichever is appropriate. 


Should vacancies still be available after completion of the above 2 steps, the next step will be to apply the normal BT recruitment process. Requisitions will then be raised on the BT People System (BTPS) and priority matching of Managing Changing Capabilities (MCC) cases across BT and redeployees in the BTTC will take place in the normal way before open advertisement across BT. The normal selection and interview process will then be followed. Payment on appointment will be in accordance with the pay protection arrangements detailed in Section 3 above for successful applicants from Service Delivery or the NewGRID pay on promotion arrangements, whichever is appropriate. 


Where an appointment results in a vacancy at Foundation level the normal BT recruitment process will apply in filling vacancies at this level. Requisitions will be raised on the BTPS and priority matching across BT will take place as described above. 


When all the above internal options for filling vacancies have been exhausted, external recruitment may take place. The vacancy will be advertised at the revised grading structure salary range for the role e.g. a CSE vacancy would be advertised at the Comprehensive Salary Range. The normal selection, interview and payment on appointment processes will be followed.


A flowchart of the above procedure is shown at Appendix 2. 


6. Resolution of Current Grading Issues


Through the negotiations the ongoing issues of the current grades of the MA Coach and the On-Site Design Planner (developed as part of Rubicon) were discussed, as these roles will be assimilated into the revised grading structure.


As part of this overall grading structure proposal, and subject to acceptance by the CWU of the full framework of measures we have been discussing and negotiating with the CWU to enable delivery of Service Delivery Transformation, we will be prepared, in these circumstances, to make both roles C3. This grading change would come into effect with the revised grading structure on 1 October 2009. From that date, team members in those roles will be paid at this retained grade in accordance with the pay protection arrangements detailed in Section 3.


We have also jointly committed, as we move into implementation of the revised grading structure, to review and resolve on a case by case basis, any instances of team members who have been undertaking roles for periods of time beyond the provisions under NewGRID Cover.


7. Service and Central Operations 


As mentioned at Section 2, phase 2 of the detailed analysis and assimilation process to the revised grading structure will be completed with the CWU for Service team member roles by the end of May 2009 and meetings with the CWU will be confirmed separately from this letter. It is also anticipated that the assimilation of the remaining Central Operations team member roles will also be completed by the end of May. However, it is important for both Openreach and the CWU that we apply the same rigour we have done for Operations roles to ensure the correct assimilation of roles in Service and Central Operations. Equally, it is imperative that we proceed to a conclusion of the revised grading structure discussions based on the detailed proposal I have presented in this letter.  I can confirm that following this assimilation, team members in Service and Central Operations will retain their current grade, pay range and all other terms and conditions, and their roles will be assigned to either the Foundation, Comprehensive or Specialist levels.


I would like to thank the CWU for the commitment shown to progress towards securing an agreement on the framework of measures we have been discussing and negotiating with you to enable the delivery of Service Delivery Transformation, the early delivery of which is absolutely critical to Openreach’s continued success. Discussions, and the timescales to which we are working to, have been challenging and robust but have remained positive and pragmatic.


I look forward to your response to this revised grading structure proposal.     


Yours sincerely 


Clive Gunby


Employee Relations & Internal Communications Director

Openreach


Appendix 1 


Openreach Service Delivery Team Member Grading:


(DRAFT – WITHOUT PREJUDICE)


Service Delivery Operations


1. Foundation, Comprehensive and Specialist Generic Role Descriptor

Foundation


The Foundation grade team members have a range of basic skills required to work on the network but do not cover the full range of skills demonstrated in the Comprehensive grade. Team members will undertake specific tasks that contribute to network provision, fault location and repair. The skill level will include a basic knowledge of communications, electronic and mechanical equipment and proficiency in the use of mechanical aids and test equipment. People may work individually or with others. Foundation grade team members will generally be given supervision and direction in their work. 

Comprehensive


The Comprehensive grade team members are multi skilled to provide, locate and repair within the whole of the access network including frames and across the full product set. Individuals will undertake provision and repair of Openreach products and services to customers, working to defined performance and quality standards. The role may involve representing Openreach to customers’ end users. Individuals will be required to exercise responsibility, technical support and guidance above that of the Foundation grade. 

Specialist


The Specialist grade team members undertake roles requiring skills to a higher level than required in the Comprehensive grade. They will have extensive and relevant work related experience, and considerable systems knowledge, sufficient to be regarded as experts in their field including accredited full time trainers, workflow and allocation controls and planning roles.  The role may include responsibility for the organisation and coaching of resource needs, in accordance with specified standards. They will undertake specialist tasks to the highest practical level. They will have responsibility to resolve non standard issues and problems and will be required to provide effective solutions to customer requirements, including site representation activities. Their level of expertise will equip them to present and represent business data effectively with internal and external customers. They will be expected to exercise a considerable level of initiative under the minimum of supervision. 


2. Openreach Service Delivery Team Member Grading – Mapping Matrix


		Role     

		Current Grade

		Assimilated Grade

		Skills Descriptor



		Coach Complex LBMA/FMA

		C2

		Specialist

		Providing development to Team Members in both behavioural and personal work related skills.



		Coach Volume

		C2

		Specialist

		Providing development to Team Members in both behavioural and personal work related skills.



		Frames – Advanced/Basic

		B2

		Foundation

		Installing and maintaining all exchange jumper wiring.



		Complex – Cabling

		B2

		Foundation

		To carry out all aspects of cabling in the OR network regardless of technology eg. copper, fibre, sub duct or tubing.



		Complex – Copper Jointing

		B2

		Foundation

		To carry out all aspects of copper jointing in the OR network to include e/side and or d/side and update of appropriate records and systems



		Complex – Fibre Jointing 

		B2

		Foundation

		To carry out all aspects of fibre jointing and blown fibre techniques in the OR network including update of appropriate records and systems



		Complex – Overhead

		B2

		Foundation

		To carry out all aspects of copper jointing in the OR overhead network to include e/side and or d/side and update of appropriate records and systems



		Complex – Pressure

		B2

		Foundation

		To monitor, test and repair the OR pressurised cable network.



		Complex  - Chargeship (ex-Network Build roles as defined in NewGRID)

		C1

		Comprehensive

		To provide on-site direction and supervision of gangs of 3 or more (inclusive of the chargeship role) team members 



		Precision Testing Officer (PTO)

		C3

		Specialist

		Provides highest level skills and first line support in all aspects of testing and commissioning the OR network.



		Planning - 21CN Netsolve Planner

		C3

		Specialist

		To plan cost effective investment in the OR network maximising, utilisation, capacity, service and speed. 



		Planning - 21CN BWLCS Onestep

		C3

		Specialist

		To plan cost effective investment in the OR network maximising, utilisation, capacity, service and speed.



		Planning - Newsite Designer

		C3

		Specialist

		To plan cost effective investment in the OR network maximising, utilisation, capacity, service and speed.



		Planning - Newsite Rep

		C3

		Specialist

		To ensure effective execution of planned solutions, managing contractor relationship, quality standards and payments.



		Planning - Wideband

		C3

		Specialist

		To plan cost effective investment in the OR network maximising, utilisation, capacity, service and speed.



		Pole Test Officer

		C1

		Comprehensive

		To complete the periodic inspection cycle of OR owned poles and validation of low wire situations for remedial action.



		Plant Protection Officer (PPO)

		C1

		Comprehensive

		To proactively protect the OR network through negotiation and liaison with third parties and contractors and advising OR repayment teams where alteration may be required. To reactively investigate and ensure the safety and security of the OR network, progressing repairs and claims where appropriate and carrying out minor duct repair where possible.



		Private Circuits

		C3

		Specialist

		Provides highest level skills and first line support in all aspects of testing, installation and commissioning of OR private circuit, products and services. 



		MA Coach

		C2/C3

		Specialist

		Providing development to MAs in both behavioural and personal work related skills.



		Full time trainers

		C2/C3

		Specialist

		Providing development to Team Members in both behavioural and personal work related skills.



		Volume CAL

		B2

		Foundation

		Repair activities relating to cabling and wiring beyond the OR DP and within EU premises to include PCP work.



		Volume CAL/FJ

		B2

		Foundation

		All repair activities working on the D/Side of the OR network,  working overhead and underground, effecting cable and joint repair and working beyond the OR DP and within EU premises.



		Volume CSE

		B2

		Comprehensive

		All provision and repair activities relating to the D/side of the OR network, working overhead and underground, effecting cable and joint repair, working beyond the OR DP, within EU premises and exchange frames.



		Volume FJ

		B2

		Foundation

		All repair activities working on the D/Side of the OR network, working overhead and underground, effecting cable and joint repair. Excludes work beyond the OR DP.



		Volume OMI

		B2

		Foundation

		Provision activities relating to cabling and wiring beyond the OR DP and within EU premises, to include working in PCPs and first look activity in mechanical closures both overhead and underground.



		Volume OMI/CAL

		B2

		Foundation

		Provision and repair activities relating to cabling and wiring beyond the OR DP and within EU premises to include PCPs and first look activity in mechanical closures both overhead and underground.



		Workflow Frames

		C3

		Specialist

		Issuing and progression of tasks for provision and repair activities; including jeopardy management against customer commitments and agreed service levels



		Workflow Investment

		C3

		Specialist

		Issuing and progression of investment based workstreams against agreed Capex programme budget and associated service levels



		Workflow Pole Test

		C2

		Specialist

		Issuing and progression of Pole test work streams and urgent request tests



		Workflow Repayments

		C2

		Specialist

		Issuing and progression of tasks for repayment work; using EWOCs based systems the primary function is billing as no workflow task exists as work comes in electronically via the ODNR or NNHC process



		Workflow Volume

		C3

		Specialist

		Issuing and progression of of tasks for provision and repair activities; including jeopardy management against customer commitments and agreed service levels



		

		

		

		





APPENDIX D

MANAGEMENT STYLE

Ian Cuthbert


Assistant Secretary CWU


150 The Broadway 


Wimbledon


London SW19





15 May 2009

Dear Mr Cuthbert

SERVICE DELIVERY TRANSFORMATION – MANAGEMENT STYLE

When we met on 24 April I agreed to write about Openreach’s proposals to address management style issues raised by the CWU. 


We jointly agree that the business and commercial challenges facing Openreach are significant, and the measures that need to be put in place to enable the transformation of Openreach can only succeed if they are accompanied by changes in the way that Openreach people are managed. We have agreed that for grades the CWU represent there are 4 key areas which need to be addressed:


· Management of Critical Defects 


· Discipline arising from safety


· Managing Changing Capabilities


· Performance Management


It is accepted that for each of these areas there may be a lack of clarity in terms of process guidance and more importantly the consequences for team members. Our initial investigations have highlighted some key issues:


- Management of Critical Defects


As you know we have undertaken a series of focus groups with team members, coaches, auditors, managers and local CWU representatives across 5 locations covering the whole of the Midlands Wales and West Region. As a result of a swift review of the output we have identified amongst other issues: 


· a significant lack of consistency in applying the process  for dealing with 10 pt defects and multiple 5 point defects, where different levels of discretion are being applied from within both the managerial community and the coach / independent audit community 


· the defect definition where there is an issue with the level of severity around the defect itself


· whether the current set of defects is still fit for purpose


· the need to review the consequences resulting from a 10pt or multiple 5 pt defect in that where there is a level of consistency applied, it would appear that the consequence triggers the start of the discipline process regardless of the severity of the defect


· the communications process to advise team members about the CDs and defect standards that apply for the work they do


We will look to produce a detailed plan to address all the issues which will be copied to the CWU in advance of our meeting on 22 May 2009. It is key that we move to deal with these issues at pace but also that we achieve sustainable resolution.


· Discipline arising from safety


It is accepted that discipline arising from accidents is a key issue for the CWU for some time. As a result, Paul Hancock, the Openreach Health and Safety Risk Manager, has been discussing behaviour both in respect of the prevention of accidents and accidents themselves with the CWU for some time. The aim is to agree guidance on the right response to accident incidents resulting in an injury or near miss. 


The Openreach view is that inappropriate behaviour, whilst clearly wrong, is seldom undertaken consciously, so the organisational response needs to be based on an informed appreciation of why the person involved acted as they did.

Openreach is committed to ensuring there is a safe system of work and that the training people receive enables them to understand what they should or should not do, and why this is the case. This would apply to managers as well as team members. The organisational response to inappropriate actions and behaviours will vary depending on the seriousness of the failure, and impact, or potential impact on the individual or individuals involved their colleagues or members of the public. Possible responses will include additional coaching or refresher training, a warning, or formal disciplinary action depending on the seriousness of the alleged breach.

Openreach is committed to reaching agreement with CWU and Connect on the issue of behavioural guidance for managers and team members. 

We also included questions about discipline arising from safety issues in the focus groups reviewing the CD process. We asked engineers, coaches and auditors for their feedback. We have been unable to find any evidence that discipline cases are being raised on the back of 10 pt defects identified through the AMS process. There is evidence that discipline cases are being raised where safety violations have taken place eg not wearing appropriate PPE during impromptu manager visits. All of the groups this was discussed with confirmed that discipline for safety violations was the appropriate management response. 


· Managing Changing Capabilities.


I can confirm that targeting of individuals with capability restrictions / disabilities, arising from an injury or medical condition, either directly or indirectly is completely unacceptable and contrary to the people management values espoused by Openreach. It is appreciated the CWU believes there are current cases in certain parts of Openreach where these standards are not being upheld and I would like to receive evidence of inappropriate behaviour towards those with disabilities and this will be treated very seriously. 


I can also confirm that people with changed capabilities will be managed in accordance with the guidance on Managing Changing Capabilities to include making reasonable adjustments to accommodate people’s capabilities, and a regular review process where making reasonable adjustments is difficult. 
We confirm our commitment to make every effort to find suitable and meaningful roles for people with changed capabilities. Where the CWU has evidence that this commitment has not been met, the union will raise with Openreach ER to investigate and resolve accordingly.


Where retirement in the interests of efficiency, or termination is progressed this should follow full consultation by line management with the HR Business Partner, Accenture advisors and OHS in line with BT's Attendance Procedure. Finally I would also restate the commitment that has been given to the CWU that there is no target number of managed exits of people with changed capabilities.

We will share guidance with the CWU that will re-confirm this to managers and team members and HR Business Partners.


· Performance Management   


It is essential for Openreach to deliver against its challenges that individual performance continues to improve be it from team members or managers. We will continue to drive for higher performance because that is what our customers expect and our competition will achieve. We are at one with the CWU that performance improvement is best achieved by coaching and guidance and this is what we will be looking for our management team to deliver going forward in line with the Company’s values. We will expect the standard required of individuals to reflect their experience, coaching and capability and will give people every support. I can confirm that under performance is not a discipline issue and will be treated in line with the Company’s Performance Management procedures


Where individuals do not achieve expected standards then they need to understand where they are failing and what needs to be done to recover the situation. As you know with the introduction of the ePerform system, the informal Performance Improvement Plan is ceased but this should not impact on the standard of performance management. It is the responsibility of an individual’s immediate line manager to explain where performance does not meet expected standards. This should be done during the normal 1 to 1 discussion and the employee told what improvement is required and how to achieve it and by when. 

There is clear guidance for managers, which we will reinforce, to support them in conducting these discussions. This guidance covers what managers need to do if they see underperformance and, importantly, how they should do it. The content of these discussions should be recorded on ePerformance using Performance Notes. As you know it is also possible for individuals to record on their Performance Notes and the combination of manager and team member notes should produce a much richer record of performance. This will help eliminate situations where it is alleged that people have been placed on Performance Improvement Plans without support being given to improve. I am also happy to repeat the commitment that was given to the CWU by Steve Robertson that there are no quotas for PIPs at any management level within Openreach.


We will continue to discuss Performance Management with the CWU but  would ask the union  to bring to my attention cases where the union believes team members have not been treated with the fairness and respect they deserve. I can also confirm that the outcomes of the ongoing Project Holborn programme will be incorporated into the Openreach approach to performance management. 


We are therefore making significant strides to accept and address management style issues. We will be looking for immediate and sustained evidence that delivering to meet business challenges can be done in a way that encourages individuals to willingly give of their best. We believe that the majority of managers are doing this already and we are proud of our management team, as we are of our team members. However there is scope for improvement and we will discuss performance management outcomes with the CWU on a regular basis.

Yours sincerely 

Clive Gunby


Employee Relations & Internal Communications Director

PAGE  

34




