Letter to Branches


	No. 741/14
	Ref: 230.05
	Date:18th November 2014


To: Branches with POSTAL Members

Dear Colleague,
Revised Revision Process & Supporting Documents
Branches and CWU Representatives will be aware of the work of Integrated Delivery Programme (IDP) and the Strands contained within it. The remit for one of the Strands is the Revision Process. 
The need to continue to adapt the delivery operation and to conduct revisions where and when necessary in line with national agreements and procedures was something that we and Royal Mail recognised during the national talks, and it was this that determined the remit for the strand who were tasked to look at a new approach to revisions, the post implementation review (PIR), the model agreement and compliance/audit procedures, which has now been achieved on all fronts.

The main objective was to reduce the time spent in the revision process making it easier to follow and simpler to understand especially in today’s competitive environment where some things need to be done quicker, particularly against a general decline in letters in many areas, but not all, and notwithstanding the impact of TNT and/or Amazon on workload which can bring about a drastic reduction overnight.

In addition there are some changes that have come about as a consequence of experience. To reduce the time taken in the process 226 tasks have been removed from the original process and a joint sign off at every phase has been introduced which should focus people’s minds and prevent retrospective steps being taken at later stages, which has previously slowed the process down. 

To support the process Planners have been taken out and replaced with Revision Managers who are involved from start to finish and do not relinquish responsibility until the PIR has been completed; unlike the Planners who were off as soon as the phase 4 agreement was signed off. 

This is also supported by a jointly agreed revision checklist to ensure all relevant aspects are being covered off throughout the process. 

In addition Just in Time Training is being introduced so that local CWU Reps and DOMs receive joint training on the process and tools just before they are due to need it in the revision process, and there should be no movement to the next phase until this training has been completed. This training has been established via the People Involvement & Training Strand.


To support the sign off at every phase we have introduced a 6 phase sign off document and revised the previous model agreement for the sign off at phase 4 when the duties are agreed. At Phase 4 there will be a meeting between the Unit Manager, Unit Rep, DSM, Area Rep, Delivery Director and Divisional Rep to ensure the principles of this revised approach to revisions has been followed. It is also important that CWU Health & Safety Representatives are involved throughout this process.
There is also a revised and updated Model Week Guidance v2 document which is a separate agreement that forms an integral part of the process and is designed to make the baseline for a revision more reliable and up to date. 

To close the revision process down the post implementation review has been revised and in essence is the final sign off for the revision, until this has been signed off then the revision remains incomplete and the Revision Manager retains responsibility for the site.

The revised revision process, guidelines, supporting documents and the just in time training support should provide our Representatives (and managers) with all the necessary guidance and support to be able to successfully carry out delivery revisions going forward. 
To support the roll out of these revised guidelines and supporting documentation there will be some joint national briefings/workshops taking place in early January 2015. The full details of the briefings will be communicated via LTB in due course.

In the meantime we have no objection to units/Representatives jointly engaging with Royal Mail in phase 1 of the revision process to gather and verify all the base data. However, nobody should proceed beyond that at this point in time. 
Any enquiries to Bob Gibson’s Office, quoting reference 230.05
Email address: hnutley@cwu.org or mstewart@cwu.org
Yours sincerely
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Bob Gibson

CWU Assistant Secretary – Outdoor
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National Deployment 


Agreed Approach Delivery Office Revisions


1. Background


This agreed approach describes how we will successfully introduce Delivery Revisions in Royal Mail as we respond to workload changes following the Agenda for Growth agreement.  Both Royal Mail and the CWU are committed to this process to ensure the successful deployment of all aspects of the delivery revision nationally to ensure a fair and manageable workload.



This document will be reviewed jointly and updated as necessary as more experience is captured from the new 6 phase process.



2. Aims


To deploy a revision into a delivery office which is owned throughout the full 6 phase process by the Unit Manager, Unit CWU Representative supported by a revisions manager which achieves the following aims and objectives:-


· Improves Health, Safety and the working environment


· Maintains our Universal Service Obligation of delivery to every address 6 days a week Monday to Saturday



· Balances workload across duty holders in a fair and manageable way


· Improved efficiency which will help retain existing customers and provide opportunities to win new business



· Supports achievement of Customer and Regulators requirements 


· Addresses the people’s concerns of all those affected in the offices involved


· To ensure the best possible alignment of resources to workload



· To respond to changes in workload experienced within the unit


· Full compliance to all Delivery Methods



3. Target Timescales/Deployment



The 6 phase process provides a framework for the deployment of a revision.  It is anticipated that once the first phase is completed the average time for the average unit undertaking both an indoor and outdoor revision will be approximately 12 weeks as detailed in Annex 1.  As part of the revisions process a jointly conducted review will take place between the local manager and local representative to determine whether an Indoor; or Outdoor, or both the Indoor and Outdoor elements of the unit need to be changed.



The start point for a revision will be the launch meeting between the revisions manager, Unit Manager and CWU Rep and completion will be the phase 6 review meeting between the same parties on the PIR.  



A key principle of the new revisions process is that business systems are maintained within the Business As Usual environment and therefore data needs validating rather than updating at the start of the revision process.



4. Success Criteria



The successful deployment of the new revision process will be dependent on:



· The focus of the Unit Manager, CWU Rep and Revisions Manager for the full duration of the 6 phase process; with appropriate release time for all parties as required.  Learning from previous revisions has shown that this is critical for their success.


· The training of the appointed people as required by the revisions process.


· It is critical that the traffic data is accurately captured between the Mail Centre and Delivery unit to ensure successful revisions.


· The full engagement of operational colleagues throughout the revisions process.


· The true alignment of hours to workload within the unit.


· The full use of the PIR process including resolution of teething problems in the early days of a revision.


· All mails maintaining/improving quality of service.


· The agreed staffing arrangements are in place and robust.


· Maintaining base data systems on a permanent basis with the unit ensuring the local CWU representative is fully involved in that process; the appropriate release time will be given to ensure this happens.


5.  Joint Involvement



The Unit CWU representative; or their nominated individual will be fully involved in all aspects of the revision from launch, through deployment and monitoring of the revision.  The appropriate levels of facility time/Union leave will be provided to support the working together principles outlined in the Agenda for Growth agreement to negate all points of disagreement.  Local parties need to work together closely to find agreement and the IR framework should only be used as a last resort.


Royal Mail and the CWU are committed to ensure the relevant training is undertaken at the right time to ensure a successful revision.  Joint Training will be based on the outputs of a skills analysis undertaken in Phase 1.  This will determine the level of training the Unit Manager and Unit representative will require.  A number of bite size modules will be developed that cover the following activities and the Unit Manager and Unit representative will confirm the training as completed as part of a review of each phase.


· In advance of Phase 1 – Revisions Process, Simulator, Unit Readiness Check, Attendance call count, Call Rate, Mapping Verification 


· Phase 1 – Model Week, Indoor Workload Tool, 


· Phase 2 – GeoRoute, Manual Interventions (MIRA)


· Phase 3 – Duty Builder, Flightpath


· Phase 5 – Post Implementation Review.


At Phase 4 there will be a meeting between the Unit Manager, Unit Rep, DSM, Area Rep, Delivery Director and Divisional Rep to ensure the principles of this approach has been followed.  A signed off Model Agreement along with a standard presentation is required (see Annex 4).  Any issues arising from this will be escalated through the normal IR framework.


6.  Training/Health and Safety


Both parties will ensure prior to going live:



· The appropriate training is provided for all employees.


· All health and safety risk assessments will be carried out including where necessary preliminary hazard sheets.


· Walk Risk Assessments will be undertaken at the appropriate time within the revisions process


· Appropriate adjustments will be made for those registered under the DDA (Equality Act 2010).


7.  Employee Impact 



To assist/address the employees’ concerns the deployment plan will ensure:



· All employees are kept up to date on a regular basis with the relevant information on the introduction of the revision


· That duty arrangements have been discussed and agreed prior to the revision being deployed.


· Unforeseen employee concerns are resolved quickly by regular monitoring and review of the deployment arrangements.


8.  Monitoring and Review



The planning, introduction and operation of the changes concerning the revision will be jointly monitored at appropriate regional, area and unit levels.



In addition Joint National Reviews will be held on a regular basis as required and a minimum of every 3 months to confirm the aims of the new 6 phase process are being met.



9.  Data Supply



As part of the revisions process the following data will be collected and shared jointly at all levels.  These will be formalised in the model agreement


· Duty Design Schedule


· Duty Structure Deployed


· Efficiency Levels Agreed


Annex 1 – The Revisions Process


The role of the revisions manager will be to support the Unit Manager and the Unit CWU Rep through the revision.  They will be accountable for ensuring the full elements of the revision are undertaken in a timely fashion within the unit.  Their key responsibility will be to coach the Unit Manager and Unit Rep in the revisions process summarised below.



The Revision will be made up of 18 work packages broken down into 6 phases.  A work package provides a summary of the tasks that need to be undertaken at that stage of the project lifecycle.  The revisions manager will support the unit manager and unit CWU rep on which tasks need to be undertaken within a unit.  Additionally the Revisions Manager will support the Unit Manager and CWU rep on the inputs and outputs of the various tools used throughout the process.  Specialists in the tools can assist the revisions team at any stage of the process.


The 6 phases are defined as:-



1. Project Start up –



2. Base Data Review – 2 weeks


3. Planning – 3 weeks


4. Duty Structure Build - 4 weeks


5. Deployment 1 week (+ phasing dependent)


6. PIR – 4-8 weeks post deployment of the last phase


All 6 phases are of equal value and weight.  A revision is not considered completed until the PIR phase is completed.  The timings above are approximate and are based on an average unit and will vary locally.


Throughout the revisions process the following core assumptions will be applied:


1. That after each phase concurrence is reached and signed off between the unit manager and unit rep; supported by the revisions manager to progress to the next phase    
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2. That joint training is received by the unit manager and unit rep in the preceding phase


3. At Phase 2 the efficiency level will be agreed between the unit manager and unit rep and this will be maintained through this process in line with current national agreements



4. That all previous joint statements and national agreements are adhered to as part of the revisions process


It is understood a CWU members meeting will take place prior to ratification of the revision at phase 4



Annex 2 – The Work packages



The following details the Business as Usual Delivery Revision Six Phases and the eighteen Work Packages included within the six Phases. They have been created to bring simplicity to the Business as Usual Activity.
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			Phase 1 - Project Start Up


			· Project Start Up



· Unit Readiness



· Current TM1



· Joint Sign Off Local Manager and Local Representative



· Revision Verification


			Start the Project / Delivery Revision and complete checks of basedata


			· UR


· Pegasus Base data



· Mini Duty Builder



· Alignment to RCS & IWT


· Mapping Verification 





			Phase 2 - Base Data Review


			· Model Week



· Phase 2 Planning Review



· Joint Sign Off Local Manager and Local Representative


			Checks completed to ensure that the revision is feasible / opportunity is available and concurrence that basedata is correct


			· ACST


· Model Week Work Aid









			Phase 3 - Planning


			· Outdoor Design Review



· Indoor Design Review



· Equipment Requirement



· Joint Sign Off Local Manager and Local Representative


			Planning of Outdoor and Indoor changes together with any equipment requirements


			· Frame Calculator



· GeoRoute


· MIRA









			Phase 4 - Duty Structure


			· Duty Design



· Safety and Yard Review



· Headcount Management



· Post Planning Review



· Post Planning Sign Off



· Joint Sign Off Local Manager and Local Representative


			Duty design to update current Duty sets as well as a review of safety and manpower planning. Planning Reviewed and Assured ready for revision deployment


			Duty Builder


IWT





			Phase 5 - Deployment


			· Pre Deployment



· Deployment



· Joint Sign Off Local Manager and Local Representative


			Deployment planning to implement the assured revision


			





			Phase 6 - PIR


			· PIR



· Joint Sign Off Local Manager and Local Representative


			Monitoring of the deployed revision and project closure.



Ensuring completion of the daily monitor


			Maintenance of Base Data systems








Phase 1 – Project Start Up



1. Project Start Up


In the Project Start Up work package you will be starting the BAU ACP, starting with the Unit Readiness Check and holding the Start Up meeting where you will complete the Terms of Reference, Roles and Responsibilities; consider duty structures (duty menu of options) and complete other Project Governance tasks. 



2. Unit Readiness



In the Unit Readiness work package you will be completing tasks to understand the current state of the unit as well as completing Walk Reviews, and Traffic Arrival checks and patterns.


3. Mapping Verification



In the Mapping Verification work package you will be completing the Basedata Check, creating current A-plus walks in GeoRoute, calculating the current span and undertaking 1-1 conversations with the staff.



4. Revision Verification



In the Revision Verification work package you will be reviewing the unit layout against the last agreed layout and completing the Unit Readiness Check and completing Attendance Call counts.



Phase 2 – Base Data Review



5. Model Week



In the Model Week work package you will be completing the Model Week document and gaining sign off (including agreement on BSI)   


6. Phase 2 Planning Review                                             
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In the Phase 2 Planning Review work package you will be completing a review of safety, understanding the Opportunity, gaining Assurance and clarify the revision type going forward.



Phase 3 – Planning



7. Outdoor Design Review



In the Outdoor Design Review work package you will be completing planning tasks to creating planned routes in GeoRoute and Batch Plans 



8. Indoor Design Review



In the Indoor Design Review work package you will be completing planning tasks to adjust the Indoor Unit Layout (if required)



9. Indoor and Outdoor Equipment Requirement



In the Indoor and Outdoor Equipment Requirement work package you will be completing tasks to remove unrequired equipment, order new equipment (if required) as well as completing MIRA.



Phase 4 – Duty Structure Build



10. Duty Design



In the Duty Design work package you will complete Duty Builder (including an HCT support plan)



11. Safety and Yard Review



In the Safety and Yard Review work package you will be completing tasks to create a dock loading plan, ensuring all safety documentation is up to date (including a Yard Review) and gaining a Collections concurrence. WRAP will also start to be updated.



12. Headcount Management (Manpower Plan Agreed–TM1 and MTSF)


In the Headcount Management work package you will be updating the units Manpower Plan and complete the Flightpath document



13. Post Planning Review



In the Post Planning Review work package you will be finalising any outstanding safety and quality issues to ensure the successful revision


14. Post Planning Phase Sign Off



In the Post Planning Phase Sign Off work package you will gain agreement and  the final sign off that the revision is good to deploy.



Phase 5 – Pre Deployment



15. Pre Deployment



In the Pre Deployment work package you will complete tasks to ready the unit for the planned changes and deployment of the revision including duty roster, batch workplan, planning Romec resource, and creating signing on sheets and payroll changes and ensuring all appropriate training has been given.


16. Deployment



In the Deployment work package you will complete the planned changes and deploy the Delivery Revision (indoor and outdoor changes)



Phase 6 – PIR



17. PIR



In the PIR work package you will complete tasks to monitor the deployed revision and update various paperwork / systems to reflect the deployed changes (including Safety, IWT, DOBI)



18. PIR Sign Off



In the PIR Sign Off work package you will gain the final concurrence that the Delivery Revision has met the requirements of the Terms of Reference, complete the closure of the project finalise the PIR. 
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Annex 3 – Revisions Checklist



Based on the Good Practice of the BT2010 agreement and deployment of the new delivery methods the revisions checklist has been updated to reflect the new process.  This is to be used as a sense check for the completion of each phase of the process.
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Annex 4 – Model Agreement 



The following model agreement is to be produced for all revisions going forward.
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Determining ‘Model Week Traffic’ for Delivery Planning 
 




Background 




 
Royal Mail and the CWU have reviewed the method used to agree a model week 
for revision planning.   As a result of this review we have agreed that a model 




week can no longer be set based purely on the past as this does not reflect the 
commercial changes we are now experiencing.   It is essential that we base our 




resourcing plans on what we expect will happen in the future given the dynamic 
commercial environment in which we now operate.    This new approach is key to 




improving our business performance and competitive position going forward. 
 




Purpose 




 
This document sets out the revised approach to determine the ‘model week 




traffic’ for use when calculating delivery workload.  By adopting this approach all 
delivery units will plan on a consistent basis and will take into account the 
expectations of the employees during the planning stage of revision activity to 




ensure that quality of service is not affected.  It should be noted that outdoor 
time is less affected by fluctuations in traffic volume as it is less sensitive to 




volume change compared to indoor.  We will work together to establish the 
actual effect of such change.   




.   
 




Principles 
 
As a result of the review we have agreed the following principles: 
 




I. Model Weeks will be agreed on a forward looking basis. 
 




II. There will be one standard process that will be used in all delivery units. 




 
III. The Model Week will be centrally re-calculated every three months and 




issued to all delivery units.  This will commence January 2015 with 
updates every three months thereafter.   




 




IV. The Model week for units affected by direct delivery competition (TNT, 
Amazon Logistics etc) will need to be jointly reviewed locally and agreed 




adjustments made to take account of the anticipated mail volume loss. 
These units will remain under review on a month by month basis for the 




next 6 months. 
 




V. Units which have commenced revision planning and have agreed their 




model week at phase 2 will continue to use that model week as the basis 
of their revision planning.  All other units will with immediate effect plan 




their revision on the basis of the model week as determined by the 
approach set out in this document. 
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Method 




 
The agreed standard method for determining model week is as follows: 




 
a. Establish current trend (growth or decline) for each traffic format 




(letters, large letters, parcels, SD, Tracked) in the delivery unit by 




comparing each formats most recent eight weeks against the same 
eight weeks last year.  Exclude any bank holiday or special events 




weeks from this eight week  selection and also exclude weeks 14 to 22 
(summer) and 29 to 39  (lead up to Xmas).  




 




b. Establish the trend for Door to Door items by comparing this year (last 
52 weeks) to last year (previous 52 weeks) 




 
c. Adjust last year’s actual traffic format volumes by the current trend 




determined from a & b above and apply to the last 52 weeks actual 




traffic formats 
 




d. Convert Traffic to workload at the agreed level of performance using 
IWT  




 
e. After removing all bank holiday weeks rank the workload from low to 




high – week 1 being the lowest 




 
f. Take week 14 as being the mid-point between weeks 10 and 18.  




 
g. This mid-point is the revised model week. 




 




For Door to Door traffic the model week is based on the average number of 
contracts, per delivery route, in the most recent 52 week period adjusted in line 




with b above. 
 
In units where it is clearly established that direct delivery competition is 




imminent the model week will need to be adjusted in line with principle (IV.) 
above.  




 
In the period immediately following the loss of traffic to direct delivery 
competition then the Delivery Traffic Forecasting Tool (DTFT) will, in the 




short term, require a manual adjustment to reflect the predicted loss of volume.      
 




 Duty Sets & Flexibility 
 




The inward primary sorting (IPS) workload baseline should be calculated for 




each day using the daily traffic figures from the model week.  It is also 
recommended that each route has at least 2 call rates applied in line with the 
Establishing Call Rate document to address variations in traffic levels during the 




week.   
 




When the new duties are introduced there will be a need to flex resourcing up or 




down on weeks when actual workload either exceeds or falls below the model 
week.   Delivery Units will need to ensure that they prepare for this in advance 
by holding regular weekly resourcing meetings utilising the Traffic Forecasting 




Tool and supporting documentation to reliably resource against predicted mail 
volumes.  
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The Delivery Traffic Forecasting Tool (DTFT) will provide fairly accurate 
information to identify the required level of hours needed to flex up resource on 
the weeks that are above the model week and will also assist in identify genuine 




opportunities for absorption/lapsing in the weeks that are below the model 
week. This should be carried out at the weekly resourcing meetings. The DTFT 




will be adjusted centrally to reflect the traffic format variance as identified in the 
method paragraph (c) above. This will be reviewed at the same time as bullet 
point (iii) in the Principles paragraph above. 




 
The overriding objective is to ensure that by a combination of reliable 




information/data, good planning fully utilising weekly resourcing meetings and 
the Traffic Forecasting tool delivery units can operate efficiently utilising all paid 
for hours. 
 




 




Ongoing Review 
 




It is important that both indoor and outdoor workload is kept under joint review 
against the model week and that effective weekly resourcing meetings are 




taking place using the Traffic Forecasting Tool to achieve agreed efficiency 
levels. Consistent use of this tool will also help inform the re-setting of future 




model weeks that may be required as a result of variations in traffic stream 
volumes. However the Model Week will be centrally re-calculated every three 
months and issued to all delivery units.  This will commence January 2015 with 




updates every three months thereafter 
 




All of the above should be carried out in line with the nationally agreed delivery 
revision process, with any operational issues that cannot be resolved locally 
being progressed through the IR Framework in the normal way. 




 
Any enquiries in relation to this joint statement should be referred to the 




signatories.  




 
 
                                                                      
Gary Burgess      Bob Gibson 
Royal Mail Delivery Director            CWU Assistant Secretary - Outdoor 




      
 
 




Date ………………..2014 




 
 














_1472483653.xls


Overview



				



								Delivery Revisions



								PIR Survey Questionnaire



								POST IMPLEMENTATION REVIEW (PIR)



								A Post-Implementation Review (PIR) is a review of the revision work that has been completed (and the changes implemented); it is completed as part of the process to close the project down and to capture lessons learnt for future revisions

There are three purposes for a Post-Implementation Review:
Did we achieve what we set out to do? How successful was the Delivery revision, in particular, the extent to which it met its aims / objectives
To document lessons learnt from this project, lessons which can be used by other Units to improve future project work and solutions as well as future revisions at the Unit 
To close down the Project at the Unit



								THE PIR QUESTIONNAIRE SPREADSHEET



								This spreadsheet has been developed to support the Delivery Revision process:
The Pre Revision sheet should be completed by the Revisions Support Manager at the commencement of Phase 1
The Indoor/ Outdoor sheets should be completed using evidence from the DOM and input from the Revision Manager /Revisions Support Manager and Local CWU Rep
The Actions Completed log will be populated automatically from action marked as completed in the Indoor and Outdoor sheets
The PIR Action Plan will be populated automatically with any unresolved actions at the +4 week point. The actions should be agreed with clearly defined action owners and timescales for completion
The Sign off sheet should be used  by the Stakeholders to sign off the revision











0. Pre Revision



				DELIVERY REVISIONS ~ POST IMPLEMENTATION REVIEW (PIR)



								Section 0: Pre Revision - Questions completed at commencement of Phase 1



								No				Question				Evidence Required				Response				Action Required Y/N				Action				Action Owner				Resolution Date



												Is the IWT up-to-date with accurate base data? (Local Inputs, Delivery Details up to date) ?				Check with DOM. Have measurements been updated for any indoor changes? Have measurements been updated from Auto MIS report?																																								Yes				None				Yes								Yes - signing in and out



												Is Aplus up to data and is there a designated Aplus / GIS Mapping Champion in the unit?



												Did the office display any performance metrics (visual workplace) that help the team and the DOM measure and manage indoor performance?				Look for evidence on the walls, and speak to DOM about how he/ she uses them with staff.																																								No				Low				Partially								No - neither



												are daily morning huddles used by line managers (or DOM)?				Ask DOM and line managers. What kind of information is discussed. Ask staff whether these happen and whether they are useful (e.g. safety, yesterday's performance, other issues)																																												Medium				No								Signing Out only



												Did the unit forecast workload and traffic for the 13 weeks ahead and plan resources accordingly?				Ask DOM about use of traffic forecasting tool. View weekly resourcing meeting notes, and see forecasting information from Mail Centre																																																								Signing In only



												Were there daily and weekly resourcing meetings, using DTFT and IWT to accommodate forecast workload fluctuations?				See weekly resourcing meeting notes (DOM. CWU Rep) - good quality notes will indicate weekly resourcing meeting running well



												Are the appropriate corrections made to DTFT in line with traffic fluctuations?				No set standard for this. Details would be in weekly resourcing meeting notes



												Does the unit produce IPS plans ?				No set standard for this. Details would be in weekly resourcing meeting notes



												Does the unit produce Prep plans?				Check signing out and in sheets: In to office, out on delivery, in again at end of walk.



												Are staff signing out and in?				Observation - are DOMs and Line managers out on the floor during the indoor work. Do they seem to actively manage people's performance?



												Did DOM actively manage staff on IPS and Prep?



												Is the current TM1 reflective of the units staffing profile?



												Is the unit WRAP up to date and maintained?



												Were WTLLs conducted and attended by all available staff?				Work Time Listening and Learning (30 mins on Tuesday) - do they actually happen? Do all staff attend? Check attendance record and follow up process if missed attendance



																																												0%











1. Indoor



				DELIVERY REVISIONS ~ POST IMPLEMENTATION REVIEW (PIR)



								Section 1 - Indoor



								No				Question				Evidence				Response				Action Required Y?N				Action				Action Owner				Resolution Date



				`				PLANNING



												Does the mail arrive in accordance to the agreed unit workplan from the revision and in line with the agreed SLA?



												Is the batch sorting plan in line with the revision outputs?



												Is letter IPS completing to time, if not what are the issues?



												Is Parcel IPS completing to time, if not what are the issues?				Check on duty builder what time the IPS should be completing - observation in DO as to what happens in reality. Discussion with DOM and line managers



												Is the portering plan working as planned?



												Are double preps completing the planned workload to time, if not what are the issues?				Check on duty builder what time Prep should be completing - observation in DO as to what happens in reality. Discussion with DOM and line managers



												Are preps regularly completed to time, if not what are the issues?



												Is the DO achieving the AGREED IWT indoor performance level?				Check on IWT central database (central deployment team can help) against target indoor BSI agreed with CWU (Revision Manager or DOM can identify required BSI level)



												Are duties leaving the unit at the agreed time (earlier/later than planned)?



								PEOPLE



												Have the DOM and CWU Rep attended all the relevant revision training interventions?				Interviews with DOM and Line Managers



												Are indoor staff being supported by line managers and/or DOMs to ensure the post revision indoor workplan is operated correctly?



												Is the unit staffed as per the agreed TM1?				Check with DOM, also check data from Business Warehouse which will show casual hours - central support or finance analyst should be able to provide



												Is the unit on target to meet a stable resourcing plan going forward?				Check sickness data from Business Warehouse - central support or finance analyst should be able to provide. Discussion with DOM.



												Are all Meal Reliefs taken as agreed in the unit  e.g. before Delivery?				Discussion with DOM and line managers. Validate with OPGs.



												Are any staff starting earlier than official start times.?



												Are any staff leaving the office earlier than planned?



												Are Managers regularly performing Indoor OPG tasks?



								PROCESS



												Does the unit operate with a dedicated sorter plan?				Confirm with DOM, observation in office and discussion with OPGs



				D								Was the DOM given the   appropriate release time for revision planning?



												Was the CWU Rep given the appropriate release time for revision planning?				Check with CWU rep - he/she should be able to provide detail on how they were involved in the planning process



												Were the Revision Support Managers available throughout the revision process?



												Is there a  signed off agreed Delivery Revision Flight path document?				Should be on ACP SharePoint. Ask DOM for copy of flight path if it exists (unlikely for deployments prior to summer 2012)



												Is the unit on target to meet its agreed Flight path i.e. Has the headcount (as recorded on PSP) reached its planned end state (Post-revision TM1) in line with the revision flight path?



												Are there any stranded hours in the unit with no date assigned?



												How long did the revision take to plan? From Phase 2 to Phase 5, If longer than 12 weeks please explain?				Ask DOM or Revision Manager. Dates will also be on SharePoint ACP documents - check with central deployment team. If over 9 months ask DOM / DSM why.



												Was the Model Week Guidance v2 used to determine the Model Week and was this agreed with the CWU				Model week may be average of weeks 11-17. Or if using new model week agreement, will be a single week representing 10-18th traffic week. However the model week tool should also show what this relates to in terms of workload not just traffic. Ask Revision Manager or central team to advise.



												Do the revision outputs meet the aspiration of the Terms of Reference?				CWU Pay & Modernisation Agreement in 2007 agreed this structural change, and it was reiterated in the BT 2010 agreement



								EQUIPMENT



												Is there sufficient IPS equipment to deal with the units workload/workplan?



												Is the layout arranged  as  per the agreed plan (in line with minimum space standards), with clear line line markings for storage spaces and walkways?				Check with DOM, line manager. Check with central deployment team & regional indoor WO team



				v								Does the unit have the right type equipment it needs in line with the agreed IWM floor plan?



												Was all of the surplus equipment (frames, DBFs etc.) removed accordingly (and there is nothing outstanding that needs to be removed)?				Confirm with DOM



												Have there been any accidents due to the new layout, resulting from the new work methods and equipment?				Confirm with DOM, verify with staff. There should be a signed training declaration for all staff showing what training they have received and to confirm they have understood.



												If the office layout has changed has a new drawing been completed and logged with NDC?				Confirm with DOM, verify with staff. There should be a signed training declaration for all staff showing what training they have received and to confirm they have understood.











2. Outdoor



				DELIVERY REVISIONS ~ POST IMPLEMENTATION REVIEW (PIR)



								Section 2 - Outdoor



								No				Question				Evidence				Comments / Details				Action Required Y/N				Action				Action Owner				Resolution Date



								PLANNING



												Are deliveries leaving the unit at the planned time?				Discussion with line managers, DOM and comparison to duty builder. Observation in DO. Validate with discussions with OPGs																												Yes				Yes				Earlier than 06:00				Earlier than 09:00				Less than 03:00 hrs				Yes - Out and In



												Are  deliveries completing in line with the revision plan?				Confirm with Revision Manager, or central deployment team. Check supporting GeoRoute information																												Partially				No				06:00 - 06:15				09:00 - 09:15				03:00 - 03:30				Out only



												Were all new/altered delivery routes risk assessed?



												Were walk reviews conducted following creation of new delivery routes in Geo-route?



												Have you done any outdoor route validation to identify causes of problems/concerns with the new walks?				Check with DOM, Revision Manager, line managers, CWU rep



												Are there problems with any of the walks that have not yet been investigated or rectified? How many walks are affected?



												Was all the information on the WRAP system carried forward to the new/altered delivery walk logs				Confirm with DOM



								PEOPLE



												Do managers take out any deliveries on a regular basis, if yes what are the issues?				Discussion with DOM and line managers. Validate with OPGs.



												Any safety issues with outdoor operation?



												Have all the relevant risk assessments been completed?



												Are staff logging walk issues with the line Managers/DOMS, where issues are highlighted how are they being recorded and actioned?



												Which role within the unit is the dedicated Aplus GIS Mapping champion?



								PROCESS



												Are you getting repeated cut offs or extended walks, if yes what are the issues?				Confirm with DOM - cut offs should be recorded																																								After 10:30



												Do all Delivery Staff sign in and out at the start and end of their outdoor duties?				Check signing in sheets																																								10:15 - 10:30



												Has there been any  USO walk failures following the revision? (for the purpose of this question the use of managers on delivery should be classed as a USO failure) If yes, what are the issues?



												Has there been an increase in P739 returns if so what are the issues?



												Has there been any failures of SD 09.00hrs/13.00hrs delivery specification, or non-deliveries, post revision deployment; if so what are the issues and what has been done to reduce them?



												Has there been an increase in mis- deliveries post revision?



												Has there been an increase in customer complaints post revision?



												Has there been a negative impact of RFID measures post revision?



												Has there been a negative impact on RM Tracked post revision?



												Is the D2D plan in line with the revised walks?



												Do all driving staff perform vehicle checks?				Check with DOM



												Do all driving staff sign their vehicles out?				Check with DOM



												Is the omv fleet easily accessible?



												Is the yard layout suitable and efficient?



												Is there a robust plan for loading and despatching OMV deliveries?



												Is loading and despatching plan adhered to?



												Is there a Yard Marshall if not is one required?



								EQUIPMENT



												Is the SD and PDA allocation system robust and in line with the revision plan?



												Does the unit have the right type and sufficient volume of delivery equipment in line with revision outputs ?				Confirm with asset utilisation report vs. current inventory sheet for unit



												Are delivery personnel using the correct equipment on delivery and complying with the new methods?				Confirm with DOM, OPGs. Observation of methods in use. Potential issues are light weight trolleys, shared van pairs splitting up once outdoors, HCTs not being used.																																				06:30 - 06:45				09:30 - 09:45				03:45 - 04:00



												Did all staff receive all the training required on the new equipment? Do any staff still require on-going coaching and support on new delivery methods?				Check with DOM, DSM and OPGs.



												Have there been any accidents outdoors on delivery relating to the new/amended routes, work methods or equipment?				Check with DOM, DSM and OPGs.  Include numbers of LTA (lost time accidents, and RIDDORS)



												Have all  legacy cycles been removed in line with the revision plan?				Observation in unit. Discuss with DOM



												Do all staff use 8kg lightweight bags where planned?				Check with DOM











3.Actions Completed



				



				TO BE POPULATED AUTOMATICALLY FROM COMPLETED ACTIONS IN THE INDOOR AND OUTDOOR SHEETS











PIR Action Plan



				



				TO BE POPULATED AUTOMATICALLY WITH UNRESOLVED ISSUES AT +4 WEEKS FROM IN THE INDOOR AND OUTDOOR SHEETS











4. Sign Off



				DELIVERY REVISIONS ~ POST IMPLEMENTATION REVIEW (PIR)



								Section 4 - PIR Sign Off



								I have reviewed the PIR Survey Questionnaire and the information that has been detailed within it.

Revision planning and activity can come to an end, the project is formally signed off.



								DOM								Signature								Date



								Unit CWU Representative								Signature								Date



								Revisions Manager								Signature								Date



								CWU ASR								Signature								Date



								DSM (If required at +8 weeks)								Signature								Date



								CWU ADR (If required at + 8 weeks)								Signature								Date



								Please send a copy of the completed PIR to :-



								Job Title								Name



								DOM



								Unit CWU Rep



								CWU ASR



								DSM (where required)



								ADR (where required)
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Delivery Function 
Delivery Revision Process 
Post Implementation Review 
 
The purpose of this document is to provide a high level 
summary of the PIR process that will be implemented to 
close down Revision Planning 
 
 
 
 




 
 




Delivery  
Function 




 
PIR Process 




 




Delivery 
Revisions 















Final Agreed Document September 2014 
 




 




 
Revision Post-Implementation Review (PIR) 
 
Joint Principles  




1. Holistic approach before investigation of individual duties / deliveries 
2. Separate indoor and outdoor process / investigations 
3. DOM and Unit CWU Rep to have appropriate release time for the PIR (Phase 6) 
4. Quick turnaround of easy fixes and provision of resource for the same 
5. Joint completion of the unit Daily Monitor 
6. Joint Completion of the PIR Questionnaire weekly 
7. Completion of the Fix-it document to resolve some issues in the unit quickly 
8. Primary purpose of any assessment will be to review the workload on the duty / delivery not 




the individual 
9. Full involvement of the WSR / ASR and Area Safety Advisors  




10. Final hourage (TM1) for the unit will not be signed off until the PIR process has been 
completed 




 
What? 
A Post-Implementation Review (PIR) is a review of the revision work that has been planned (and the 
changes implemented); it is completed as part of the process to close the project down and to 
capture lessons learnt for future revisions.  
 
Why? 
There are three purposes for a Post-Implementation Review: 
 Did we achieve what we set out to do? How successful was the Delivery revision, in particular, the 




extent to which it met its aims / objectives. 
 To document lessons learnt from this project, which can be used by other Units to improve future 




project work and solutions as well as future revisions at the Unit. 
 To close down the Project at the Unit. 
  
When? 
The ‘Pre Revision’ sheet of the PIR Questionnaire should be completed by the Revisions Support 
Manager at the commencement of Phase 1, the rest of the process and completion of the PIR 
Questionnaire takes place from the start of Phase 6.  
 
http://www.epmbook.com/resources/pir.pptA Post-Implementation Review meeting should be 
scheduled and diarised 4 weeks after deployment (as part of Phase 6). Work to gather information 
and data will take place from the start of deployment (together with completing identified walk 
adjustments as required to close down any reported issues). A further PIR meeting may be required 
if it is not possible to resolve all issues at the 4 week stage and the PIR has not been signed off by all 







http://www.epmbook.com/resources/pir.ppt
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parties. This further meeting will need to be scheduled and diarised at 8 weeks after deployment The 
PIR Questionnaire should be finalised and signed off at the PIR meeting.  
 
Data is gathered via the unit PIR Daily Monitor which should be started after the weekend of change 
and should be completed daily by the DOM and Unit CWU representative. The DOM and Unit CWU 
Rep should be aware of the PIR Questionnaire questions and use the document to capture data that 
will be required to support the completion of the PIR Questionnaire at the PIR meeting. The snagging 
list should also be jointly completed during Phase 6 to document physical changes in the unit that 
have yet to be completed. 
 




Who? 
The PIR is owned by the Revision Manager, completed by the Revisions Manager together with the 
DOM and Unit CWU Rep who will have full involvement from the start of the PIR Phase so that where 
possible the document can be signed off at the + 4 week PIR meeting. Where this is not possible the 
process will be extended over a further 4 weeks and an 8 week PIR meeting will be scheduled and 
diarised. 
It is important that the DOM and the Unit CWU Rep work closely after the revision goes live to 
identify any issues arising from the implementation of the revision and implement identified changes 
as required to resolve issues. 
 
The PIR Questionnaire and supporting Action Plan are signed off by the Revision Manager, DOM and 
Unit CWU Rep. 
 
How? 
The Post Implementation Review is conducted through a combination of: 
 A unit PIR Daily Monitor that tracks simple metrics to ascertain track changes. 
 PIR Fix-it document (used to help provide solutions to identified issues) 
 Draft completion of the PIR Questionnaire in the weeks prior to the PIR Meeting/meetings to gain 




data to complete the document correctly. 
 Completion of the Unit Snagging List (to detail physical changes that have not been completed in 




the unit (such as removal of surplus equipment, painting lines on the floor etc.) 
 A PIR Meeting with key stakeholders to review the revision after 4 weeks. 
 Where it is not possible to address all issues at the + 4 week meeting the process will continue 




for up to a further 4 weeks culminating in a + 8 week meeting being scheduled. 
 A PIR Survey Questionnaire of project participants and stakeholders to detail the results of the 




Revision and lessons that can be learnt. 
 




The unit PIR Daily Monitor is jointly completed and assessed each day / week of Phase 6 in liaison 
with the unit CWU Representative and will track the basic changing metrics of the unit to 
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demonstrate the effectiveness of the revision. Each day, time should be set aside to review the 
monitor sheet jointly so that any issues can be jointly addressed.  
 
The PIR Questionnaire (which must be shared with the Unit CWU Rep) should be answered through a 
combination of investigative techniques including OPG 121s, examination of documentation, 
performance statistics, joint manual assessments and checks, and weekly resourcing meetings etc. 
The PIR Questionnaire is started at the beginning of Phase 6 and completed at the PIR Meeting; 
weekly reviews to complete the questions should be completed. 
 
The DOM, the Revisions Manager and the Unit CWU Rep should sit down weekly and complete the 
PIR Questionnaire. Issues should be solved using the PIR Fix-it document wherever possible. After 4 
weeks the PIR Meeting should take place at which point a PIR Action Plan for outstanding issues 
(produced from the PIR Questionnaire) should be agreed with clearly defined action owners and 
timescales for completion. If all parties have not signed off the PIR after 4 weeks a further meeting 
should be scheduled for + 8 weeks. To support this, an action plan should be produced aimed at 
resolving all issues over the following 4 week period, prior; to a + 8 week questionnaire being 
completed. Where required the + 8 week PIR Questionnaire should be signed off additionally by the 
Delivery Sector Manager, CWU Area Delivery Representative and CWU Area Safety Representative. 
 
NOTE: The PIR Questionnaire is a Critical document and should be uploaded to Sharepoint upon 
completion after the PIR Meeting at +4 weeks and + 8 weeks where required. 
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Jointly agreed Revision Phase Checklist – Version 1  




PHASE 1 




Undertake unit readiness assessment process & develop 
System readiness tool action plan 




Mapping Verification check with staff 




A‐Plus, Mapping Verification, Road Net maintenance is up to 




date 
Hold Start up Meeting 




Check ACFs and Reported Traffic   
Agree CWU Facility time for the entire revision process  




Check IWT – Hrs Balance with RCS  Confirm all data to be used in revision is up to date 




Check RCS – Mini Duty Builder / Duty Builder  
Establish Joint Objectives including unit aspirations are 
understood. 




Check Current Delivery Methods Agree Structure from Menu of Options and consequences 




Review hours used for Indoor Work Methods comparing with 
forecasted  




Involve ASR in overseeing Revision H&S issues  




Confirm Vacancies and Copy of Current TM1 Inc. FT/PT  Input to and agree training requirements  




Review leave / sick reserve level  
Validate Unit Readiness Check (URC) including Traffic and MC 
arrival profile with a visit to a MC if necessary to fix   




Sample Attendance Call count on current routes – Min of 1 
Week  




Received phase 1 Revision training 




Confirm SPDOs not part of IWT  Sign off  




PHASE 2 PHASE 3 




Obtain updated copy of MIM report 
Optimise  - Review optimised route with staff using the Post 
Optimisation Review Document as necessary  




Agree Model Traffic Week Review travel time / stem time  




Agree BSI / Performance for IWT – Document to sign Review Parking places within Loops  




Agree IWT and all input data is correct Identify Toilet stops   




Review use and accuracy of Traffic Forecast to resource 




indoor hours above and below Model Week  model week  Check new Pouch drop points & Travel times in new routes 




Carry out final Geo‐Route data validation using up to date 




MIM report 
Check Manual Interventions documented in MIRA  




Agree Call Rate and D2D add on Agree new Routes 




Validate current walks in Geo‐Route 
Agree proposed new workload to be used in production of 
new Duty Builder for Indoor and Outdoor as relevant  




Agree outputs of Attendance Call sampling 
Develop revised indoor layout and resourcing requirements (if 
required)   




Agree Outdoor Span   Sign off 




Identify level of unmeasured work   




Ensure the ASR is integrated into the Safety Self Audit 
Process   




 




Sign off   




PHASE 4 PHASE 5 




ASR to check all revisions H&S issues including office layout 
design have been dealt with and actioned.  ASR will assure all 
elements of safety have been undertaken  




Review Training Plan progress and Identify any pre 
deployment issues  




Assist Revision Manager  in populating IWT, Duty Builder and 




agree final completed Duty Builder including MIRA 
ASR and unit manager to check physical new Office Layout 
conforms to agreed drawing 




Make sure TM1 matches Duty Builder  
Check frame configurations are in line with the agreed 
drawing 




Check agreed IWT and Geo Route hours in Duty Builder are 




those that you agreed by referencing against the sub head 




codes of tasks in the P130 
Agree hours of Learning Curve 




Agree duties with RM Inc. FT:PT mix  
Ensure Pegasus master data (a‐plus, MV, Road Network) duty 




in place and trained including substitute  




Ballot Members on ratification of the Revision  Deploy revision 




Meeting between unit manager, unit rep, area rep, DSM, 
Delivery Director, Div Rep to ensure the principle of the 
approach has been followed  




 Sign off 




Timing of Resign – In line with the national agreements     




Complete Phase Model Agreement and upload    




Sign off    
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PHASE 6 
 




PIR Weekly, Monthly, Final after 12 weeks (to be updated 
post PIR review) 




Confirm to ADR weekly resourcing meetings are taking place 




Make any changes as necessary 
Confirm to ADR Traffic Forecasting tool is being utilised to 
identify +/- hours for resourcing 




Confirm new IWT has been populated Sign off 




Confirm all safety activities are signed off within the unit – 
SAC1 completed as required with assistance from the ASR 
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        Delivery Programme 
Revision Agreement: Phase 4 Sign Off 
 
REGION  




UNIT NAME  




DATE  




 
PURPOSE 




This is an agreement between the Local CWU rep and Delivery Office Manager. It concludes the planning 
/revision to be deployed under the six phase revision process as per the Integrated Delivery Programme. 
SUMMARY 




 The whole process has been jointly concluded fully utilising  the agreed delivery planning/revision tools – 
IWT, Geo route, Duty Builder including supporting documentation (Establishing Call Rate, Post 
Optimisation Review, Manual Interventions) and all national joint statements -  Model week guidance 
and Setting the Indoor Performance for Delivery Offices. 




 
 The CWU Rep has been provided with sufficient release to be fully involved in the whole process from 




start to finish including data gathering and validating the outputs of the revisions tools.  
 
 The Six phase revision process has been followed in full with the CWU rep fully involved at all phases. 
 
 The revision includes Delivery Methods which will be mandatory for all routes including the removal of 




private cars on delivery. This also includes provision for employees covered by the Equality Act (2010). 
 
 All Health and Safety issues/standards including those contained in Indoor Work Methods have been fully 




addressed both indoor and outdoor. 
 
 All the necessary training for the changes both indoor and outdoor including PDA’s has been planned for 




and will be provided before the relevant deployment date. 
 
 The agreed model week reference period for the revision planning is week…………… date………………..  
      This reflects the expectations of the unit’s employees in a way that is efficient but at the same time 
      Reliable.  
 
 The Indoor Performance has been agreed as ……… for IPS and ………..for Prep giving an overall indoor 




performance of …….. This provides the baseline for the indoor revision and the indoor target 
performance in IWT has been set to align to these hours. 




 
 Weekly resourcing meetings will take place at ………….am/pm on ……………… of every week to ensure that 




the agreed level of performance will be maintained. To support this, the nationally agreed 
documentation will be used and an indoor hours forecast will be calculated using the traffic forecasting 
tool.  The appropriate pre-scheduled release will be provided for the local CWU Rep to ensure that the 
meetings take place and they are able to fully participate. 
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 Full details of the changes to hourage and staffing are contained in Appendix 1 (TM1 dated ………..).  The 
new work hours will be ……………… 




 
 Details of duty structures are listed at appendix 2 and include a list of FT: PT duties, Number of deliver 




routes and delivery points, SA’s, attendance patterns, days off arrangements, meal reliefs, and Saturday 
attendances including number of Sats off. This should also include the baseline traffic used for the 
revision (Model Week Traffic) 




 
 All Walk Logs have been updated and contain all relevant information. 
 
 A full office resign (excluding specialist duties) will be completed either prior to or after deployment as 




agreed locally. The revision will be deployed on ……………………. in the following phases where agreed: 
      Phase 1 ……………… (Date)      Phase 2………………. (Date) 
 
 The Phase 6 PIR will be carried out with full CWU involvement and will commence on……………Date. 
 
 Any specified local arrangements not covered in the Model Agreement should be attached as appendix 3 
 
Delivery Office Manager  




Name  




Signature  




Date  




 




CWU Delivery Rep 




Name  




Signature  




Date  




 




CWU ASR 




Name  




Signature  




Date  




Appendixes 




1. TM1 dated …………………. 
2. Duty Structures etc 
3. Any Specific Local Arrangements 
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        Integrated Delivery Programme 
 
Delivery Revision 6 Phase sign off document 
 
 
REGION  




UNIT NAME  




Revision start date  




 




PURPOSE 




We agree that the activities due to be completed in the relevant Phase of the 6 phase 
delivery revision process have been completed. The revision is ready to progress to the 




next Phase. 
 




Phase One 




Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  




 




Phase Two 
Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  




 




Phase Three 
Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  
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Phase Four 




Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  




 




 




Phase Five 




Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  




 




 




Phase Six 




Phase is complete  Phase is complete  Phase is complete  




Unit Manager Name  Unit Rep Name  Planner Name  




Unit Manager Sign  Unit Rep Sign  Planner Sign  




Date  Date  Date  




 

















