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Introduction

In the United Kingdom the collection and delivery of correspondence is carried out by Royal Mail, which manages 71 million letters and packages at over 28 million addresses on working days, in accordance with its unique Obligation of Universal Service (USO). 
The mail market has seen a decline due to the explosion of digital media. In the United Kingdom there is a dramatic decrease in the number of letters sent through Royal Mail, customers using electronic means of communication. The nature of this structural decline was moderated by economic growth, but with the decline of the economy, the number of letters decreased dramatically each year. In decline there is also trading correspondence (bank statements) and social correspondence, accounting for more than a quarter of the value of the UK postal market. Ordering products online is in full expansion, being preferred among the population.

Findings

Royal mail must modernize the company as Hooper et al (2008) states, that Royal Mail must show efficiency before it becomes competitive. There are eight reasons why upgrading Royal mail: postal services, pricing, pension deficit, improved efficiency, working practices, new technology, competition, transportation networking costs.
Following Richard Hooper analysis in 2008 and 2010, Royal Mail faces major financial problems that would affect postal service transfer. He recommends that Royal Mail turn to privatisation to raise funds for the company, privatization being the only option to separate Royal Mail from Postal Services.
Between 2007-2008, Royal Mail had an increase of 5 per cent weighted average which led to lower sales and decreased sales: customers using the services of competition companies. The pension deficit is one of the most important problem because the deficit is six times the cash generated by Royal Mail. The network of postal centres and delivery offices have not been modernized for many years, Royal Mail being 40 per cent less effective than competitors. Royal Mail efficiency is limited by some work practices and by offering early finishes, they do not offer good services. 
The main competitors in terms of parcel delivery and express parcel service are Deutsche Post, TNT, UPS, as well as numerous other airlines that perform this service. These competitors have large-scale operations, which disadvantages Royal Mail. Regarding technology the company's national distribution network has not improved since 1990. European operators use machines to sort letters, while Royal Mail sorts of the letters manually before delivering them. Transportation costs have increased, employees are using more than 30,000 vehicles to deliver orders and fuel prices have had a negative impact on Royal Mail.
In order to determine the situation of Royal Mail, a swot analysis can be done, which is an important tool in the strategic planning of a company. Through the intermediation swot can determinate what are the strengths, weaknesses of a business, what opportunities and threats exist at the time of analysis. 
Royal Mail has a few powerful points that allow it to still thrive on the market: a strong distribution network that reaches most of its potential market, owns a strong free cash flow (it has free cash flow that allows the company to realize new projects). Another strength is the skilled and motivated workforce to do its job properly, this is due to the huge investments for employee training and learning. 
In recent years, a real success has been the integration of a large number of technology companies to achieve an efficient supply and to determine the operations as efficiently as possible. Royal Mail is distinguished by a diversified workforce with employees from different backgrounds, which helps to promote new ideas and different ways of achieving work. Production costs are very low, the company has a low-cost structure that brings many customers who use Royal Mail services for advantageous prices. It has been on the market for many years being very well known and its products retain its quality over time and are appreciated for as good value for money that they pay. Royal Mail is made known through social networks (Facebook, Twitter, Instagram) and has many followers with low customer response time.
Weaknesses are the internal strategic factors of a company and after determining them can be made improvements. Royal Mail pays a large amount of money for rent, the properties it owns are less than those rented, so the cost of rents is added to its costs. Royal Mail employees give up their jobs much more often than competing companies, which means Royal Mail must invest large amounts of money to train new employees. The workload is very high for existing employees which causes them to be very stressed, and not to have good results. The unappreciation for the work performed, the political problems, the company culture, lead to the rehiring of self-esteem and the morale of the employees is down.
Due to the development of the Internet worldwide, it has created an opportunity for Royal Mail to make itself known through the online environment and to interact more easily with customers. Worldwide, the number of Facebook, Twitter or Instagram users has increased, making it possible through social media for Royal Mail to receive feedbacks, interact with customers and promote products. Also, due to technology we see a substantial increase in average household income, by reading customers reviews, will appear new customers interested in the company. The number of skilled workers has increased in the UK which means Royal Mail will no longer spend large sums on training and development, in this way saving costs. 
The technological development of some competitors can pose a threat to Royal Mail because clients are attracted to technological developments, which could lead to the decrease of overall market share. The appearance of new competitors on the market is gaining ground in front of the companies that exist so far. This can pose a threat to Royal Mail because it can lose its customers, as they are attracted to new markets. The growth of the industry in this area leads to lower product prices, so Royal Mail must do the same, otherwise it loses customers. Another threat to Royal Mail is the great promotion on social media of competing companies that send a lot of messages to customers, which makes the messages sent by Royal Mail not to be of much importance.
For a much deeper analysis of a business environment, Francis Aguilar the Harvard professor designed the PESTEL analyses. With the help of this tool, you can achieve a strategy to increase the chances of forming a profitable and long-term company. It consists of political, economic, social, technological, environmental factors providing details of the operational challenges that arise within a company and have an impact on both competitive companies and the profitability industry. They positively or negatively affect the macro environment of Royal Mail.
Political factors have a considerable influence on the company's profit and chances of survival. An example of a political factor is the United Kingdom exit from the EU, leading investors to abandon the conclusion of new projects or to continue existing projects due to the uncertain future of the company. 
Due to changes in the parcel demand market, it took a large amount to get the business afloat, but the Government tried to reduce costs, which meant Royal Mail was unable to invest itself. Through the Shared Postal Services Act 2001 the Government provides Royal Mail with a sustainable future and more money that can be invested in new projects, corporation tax and the result of the Government taking over the pension deficit. One element of political stability is that HM Government took 29.9 per cent of Royal Mail shares (Royal Mail, Annual Report and Financial Statements 2014-2015).
Economic factors analyse the economy of a country, namely changes in the foreign exchange rate, inflation rate, interest rate, gross domestic product. These factors contribute to the potentials of a company to be extremely profitable or suffer a decline. The stability of the currency is very important for a country because if the currency is unstable it causes international investors to lose interest. Economically in 2015 the letter market reached around £320 billion and parcel market expanded significantly to £260 billion.  A 1 per cent drop in letter earnings and offset by parcel delivery can be seen in the market, but Royal Mail income remained at £7.757 million.
Social factors are made up of the values, attitudes, culture, faith that a community has having a direct impact on society. Knowing the lifestyle, level of education, beliefs and understanding of clients within a community, would make the business a real success and would help in the design of both products and marketing messages.
	In terms of workforce the number of employees has increased up to 160,000 due to 10 per cent of shares given, this leading to improved business, employees being much more motivated and showing effective teamwork. In this way, the company's productivity and revenues should be increased (Handel, M. 2003). CWU (Communication Workers Union) is Royal Mail's main workforce, which is against the company's sales believing that this would lead to a change in working conditions and a deterioration of services (BBC News 2013). Rethink.org (2018) claimed that Royal Mail participated in a charity campaign and donated £50,000 to mental health UK.
 Also, for people with mental health problems they offer a job that will help them integrate into society and make it easier for them to get back to work. Senior leaders of Royal Mail and Charity Partners organize mentoring programs through which they offer consultation and support. Royal Mail encounters problems with new acquisitions and various work cultures with the management team, which leads to decreased productivity. Culturally, there is a diversity within Royal Mail so 13 per cent of employees are black and minority ethnic background, and 16 per cent are women. Royal Mail offers equal opportunities to both women’s and men’s, encouraging them to hold leadership positions (20 per cent female managers). (Royalmailgroup.com 2018)
To improve product delivery and to have satisfied customers, Royal Mail has invested £130 million in technology and to enhance security has introduced portable signature devices. They also joined with technology companies to improve their organization and to have qualified employees (Pooler, M. 2016).
To reduce wasted energy Royal Mail tries to improve the structure of the network because this business is based on the transport of goods. The Guardian, Leo Hickman said Royal Mail introduced new environmental policies, an example would be the introduction of postal trains that had stopped operating in 2003. Introducing them wants to reduce the fuel burned using eco-driving. The UK is most concerned about population growth and among the least concerned about climate change, which was discovered following a survey of 17 countries (YouGov 2016).
The biggest fear for Royal Mail is loss or destruction of the post and as a result must compensate the customer. The amount of compensation fell from £6.8 to £6.6 million between 2012 and 2013, but the number of complaints increased. The legal battle for tax exemption was won (Hawkes, S. and Ahmed, K. 2018). Between 2012-201313 a maximum pay-out cut was reposted from £46 to £20 (Jones, G. 2018)


Following the PESTEL analysis, several factors could be identified that are regulatory constrained for Royal Mail. These constraints refer to prices and universal service obligations that require the company to operate six days a week and cover the entire United Kingdom as opposed to its competitors (Royal Mail 2014).
  Royal Mail may have a forced restructuring under European rules if it does not speed up the modernisation process, but it would be very costly for customers, Royal Mail, employees and taxpayers. The capacity for change is limited by the pension deficit, poor relations within the company, unions and regulators. As a solution Royal Mail must modernize quickly and stop resisting change, because the company now to support the universal service must meet the requirements of society. 
For a rapid modernization with visible results Royal Mail needs commercial confidence, capital and corporate experience. A strategic partnership between Royal Mail and private sector companies with the necessary experience in the major transformation of a business would be very beneficial to provide commercial confidence, capital and corporate experience. In this way, a network business is born. To achieve the modernisation, it is not enough just to solve the pension deficit on its own, it could turn to the Government, and it could take responsibility for the historical pension obligations in a way directly related to the establishment of the modernization.
To improve its value chain and meet environmental and competitive challenges, Royal Mail needs strong strategies. It could offer the retailers logistics services (this being the strong point), thus adopting a strategy of vertical integration of the partnership and considerably increasing their revenues.  Another solution would be to align the workforce, in this way reducing the costs of employees, operations would become more efficient and highlight logistics. Unlike competing companies, being a universal service provider, Royal Mail cannot implement a focused strategy.
The planned change considers strategic objectives, thought and planned of the environment of a company, being closely linked to Royal mail, while the emerging change does not work outside the plan, being dynamic and unpredictable (Burnes,2004). These changes were conceived and implemented in the 2010 National Agreement.
 Kurt Lewin is considered the father of planned changes and he believes that by learning and understanding the environment where people work, social conflicts can be resolved and the realities between them would improve. The 3-step model starts from a fixed state (freezing), goes through an advanced change (move) and finally reaches a fixed state (refreezing). In the first step, Royal Mail and CWU through the 2010 National Agreement agreed to have a better relationship for the good of the company, employees and customers (Burnes, 2004, National Agreement 2010). In the second stage, Royal Mail tries to make the company more modern and efficient, using automation, technology and industrial relations. This process is short-lived, and the two parties must agree to the company's changes, otherwise the realities fall apart. The last stage cannot be analysed because the 2010 National Agreement between Royal Mail and CWU is still in the implementation period.














Conclusion

In order to return to his initial position, Royal Mail must treat potential customers with value and respect, try to improve its organization in order to respond appropriately, taking into account the changes that appear on the market as well as the changes in the environment. Royal Mail must demonstrate that it can be a successful business, can achieve its goals, can thrive in the open competitive market, recruit and develop leadership skills, improve employee-leadership relationships.
These solutions, if implemented, may bring about the structural changes needed to create a positive future for Royal Mail. In order to differentiate between Royal Mail and competing companies, they should provide quality services based on its strong points in logistics and supply chain and finally reduce costs. Considering the problems that exist, Royal Mail must urgently respond to structural decline, reduce costs in order to become efficient and profitable again and remain a viable business. It must demonstrate that it can offer high quality services like its European colleagues. Royal Mail must speed up the change, and radical reform would be beneficial. They could seek the Government help to seek urgent financial support, with the restructuring carried out in accordance with European rules. 
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