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Introduction 
Operating globally in 43 countries worldwide and with a revenue exceeding £10 billion per annum Royal Mail (the business) is arguably one of the most recognisable organisations in the United Kingdom. With a history dating back over five hundred years Royal Mail was until the passing of the Postal Services Act in 2011 a public sector organisation. The act allowed 90% of the business to be sold off to private buyers. The remaining 10% was allocated to Royal Mail staff in the form of company shares. The act also saw the separation of Royal Mail from the Post Office.  The Universal Service Obligation (USO) protects a six day a week collection and delivery service at a standard price. The USO is also protected by law (Our Story 2018). In the years prior to privatisation Industrial relations within the business have been the subject of scrutiny during its history but most notably at the turn of the current century.
 Management at every level of the business have been faced with the challenges of the diminishing letters traffic coupled with aggressive competition from newcomers to the market taking advantage of the cessation of Royal Mails monopoly in the market. Royal Mail is also governed by restrictions imposed on the business by Ofcom the consumer body for postal services in the United Kingdom.  Royal Mail managers have had to adapt to these challenges and the high level pace of change whilst engaging with the workforce and the Communication Workers Union (CWU) in seeking agreement for the businesses proposals to increase automation and improve efficiency. In an attempt to achieve these aims the management approach adopted by the business has been instrumental to its period of transformation.  An analysis of the emerging culture of business before and after privatisation may reveal different outcomes. The influence of the CWU in a private enterprise may diminish as the private business evolves.  The Trade Union Act 2016 which the Labour Party attempted to repeal redefined the legality of any ballot for industrial action. The act called for a 50% Turnout requirement a 40% Support Requirement and two weeks’ notice to be given to employers of any pending industrial action (Kier, 2017).
 Advances in technology in the business have seen a shift towards automation. Key mail centres have become automated whilst postal workers have been trained and equipped with Personal Digital Assistants (PDA’s). Driver behaviour hardware has been installed in its fleet of vehicles to monitor employees driving skills and attitudes. These technologies have been invested in prior to the floatation of shares to equip the business in readiness for privatisation. These new technologies have created new opportunities to increase productivity and provide first line managers with the tools to enable a  reduction in  costs whilst improving the service and maintaining the USO.  
Royal Mail recognises that the business has a ‘significant environmental impact’. They aim to address this by ‘By increasing efficiency and reducing use of resources’ whilst increasing efficiency (Corporate Responsibility Report, 2017) however such drives to increase productivity could lead to further tensions with the workforce and the CWU. The business is currently bound by law to operate a six day week delivery to every mainland address in the United Kingdom. This obligation also applies to collections to feed the network.  The business is currently restricted by regulations imposed by OFCOM the postal regulator in the United Kingdom. This allows competitors to access the Royal Mail network as a wholesale customer. This year (2018) Royal Mail was fined £50 Million as a result of an investigation into a complaint of anti-competitive discrimination was made to Ofcom by one of Royal Mails wholesale customers. (Rippon, 2018)
In  considerations regarding  the management approaches  at Royal Mail  and how evidence of this  has been displayed by  the management behaviours of the business we only have to look back  as recently as the last twenty years  to observe  how the business has operated during a period of extensive modernisation .  Despite moves to increase employee involvement (IE) with such innovations as the employee  ‘Have Your Say’  surveys  ( also known as an attitude survey) being commissioned by the business and  conducted by the external and independent market researchers  Ipsos Mori the workforce continued to perceive Royal Mail as an employer which promoted  a culture of uncertainty and autocratic management practices.  In its most recent history Royal Mail management has been described as “bitter” with an “aggressive management agenda” As a result workplace unionism has been seen to increase. Those members of staff interviewed between 2009 / 2010 felt strongly that the management climate in Royal Mail had changed significantly. Management had an increasingly unilateral approach to changing workplace practices, and there was considerable ongoing scepticism and criticism of Royal Mails EI schemes. ” (D Beale, 2013)
Since the abolishment of the General Post Office in 1969 it is evident that the hierarchy of the organisation has shifted. Prior to 1969 the organisational structure of the business could arguably been compared to that of a military chain of command at local sorting office level. With positions such as Postman Higher Grade, Postmaster and Postmaster General there was a distinct rank structure. Industrial relations during that time were not as problematic as sorting offices operated under strict guidelines which were often issued by the Crown. Postal workers had clear instructions on any given task and were not required or invited to provide input or feedback in regard to working practices. During this period in the history of Royal Mail would have been viewed as a bureaucratic organisation. Tasks would have been allocated, positions of authority were clear, uniformity of decisions and practices were achieved via formally established systems, rules and regulations.  An impersonal orientation would be expected from officials in their daily dealings. (Marsh, 1961). 
 Delivery tasks have differing levels of labour intensity due to the diverse nature of the terrain and time required to execute.  Royal Mail is known to allocate tasks in order of seniority as part of a national agreement with the union (Way Forward Agreement, 2000)  . Periodically and with agreement with the plant representative of the CWU all tasks can be declared vacant and can be selected starting with the most senior employee down to the most junior member of the delivery staff.  Promotion in modern bureaucratic administrations is primarily dependant upon seniority or achievement (Marsh 1961).  It could be argued that the bureaucratic nature of the organisation in which it had operated in for most of its history is not suitable for a private, modern international business and this in itself was an initiator for conflict as the business moved forward into the twenty first century. The way in which tasks are executed has in recent years come under intense scrutiny. Royal Mail has trained planning managers whose sole objective is to seek out and scientifically develop more efficient ways of working. Despite a defined process of engagement with the union’s representatives at local level this drives a culture of mistrust of management in the workplace. 
Human behaviours in a climate such as this require careful consideration. Many problems in an organisation arise not solely due to what management does but more in the way in which they do it. “Often it is not so much the intent but the manner of that is the root cause of staff unrest and dissatisfaction” (Mullins, 2007) . Royal Mail has a history of industrial action by members of the CWU, however since privatisation and the introduction of the Trade Unions Act 2016 strike action has been averted. The most recent ballot saw members support industrial action over pay, pensions and jobs planned for October 2018. Industrial action was avoided by Royal Mail obtaining a high court injunction. At the time Royal Mail issued a statement to the stock market confirming that the courts had confirmed that any strike action prior to the completion of agreed dispute resolution procedures would be unlawful. (Chapman, 2017) 
Industrial relations within the business have historically been seen to be challenging for both management and the workforce. With aggressive management approaches and frequent hostilities with the CWU.  Royal Mail is arguably one of the most unionised organisations in the United Kingdom. Militancy amongst the workforce has nurtured a breeding ground for trade union activists. Many first line managers have lacked training, support and discretion. Management strategies have been very much influenced by private sector operational assumptions and industrial relations attitudes demonstrated by the introduction of Employee Attitude Surveys. Attempts to strengthen the role of managers within the business in regard to the CWU seem to have failed. (D Beale, 2013) . 
In taking a sample of a reviews made by current and former employees  it is evident from one  perspective  that the current management approach in the business is not motivating staff in a positive way. A  Royal Mail employee stated that management was “overbearing” and wrote: “Royal Mail used to be a great employer but recently they have started to put more and more work on an ever decreasing staff levels. They don't care about work life balances and personal issues, it's all about statistics and managers who are only in it for themselves” (Anon, 2015).  
Another more recent sample from the same recruitment website provides an alternative perspective. The employee states that Royal Mail is a “great company to work for” and goes on to say  “No two days are ever the same at Royal Mail; days can vary in terms of location of delivery and in terms of workload. The hardest part of the job is ensuring that all items are delivered within the required time constraints. But that said the job doesn't have to be complicated, so long as you are organised and work efficiently”. (Anon, 2018). An employee survey conducted in 2013 revealed many postal workers felt undervalued. A gulf between management and staff is evident in the results. Only 28% reported having confidence in the decisions made by senior management. 45% stated that they do not and 22% remain neutral. Royal Mail responded by saying that the business is “undertaking one of the largest transformation programmes in history. We recognise these are times of significant change and we are asking a lot of our people”.  (Hawkes, 2013)
In a modern and diverse organisation such as Royal Mail, individual personalities and they way in which each individual is managed can define outcomes for each manager in the business. A nomothetic approach to managing a workforce which is largely unionised may prove difficult. For example a nomothetic approach views each individual as a measurable resource in terms of characteristics, traits and personality. Combined with a resistance to change nomothetic approaches tend to view environmental and social influences as minimal and personalities as consistent (Mullins, 2016). In a rapidly changing industry   where environmental factors are by the very nature of the task are subject to change, a workforce where personalities can range from dominant to submissive and in an industry that depends on  modernisation for the survival of the business a nomothetic approach would theoretically not be a suitable management  method in this context. 
A workforce that is actively engaged with promoting working conditions pensions and pay and with the support of an effective trade union could respond more positively to an idiographic management approach.  Mullins states that “Idiographic approaches are concerned with understanding the uniqueness of individuals and the development of the self concept” This approach recognises the diversity of the workforce and accept that personalities can be developed. Each individual may respond to the actions of their colleagues and to the working environment. 
It could be assumed that to manage a workforce employed in operations which have variables in terms of workload, workforce and environmental factors (all of which can be affected by mail volumes, sick absence and severe weather) that a contingency approach would be the preferred method of management. Mullins states that a contingency approach does not recognise an optimum state, and that the structure and the success of the organisation are dependant upon the nature of the tasks with which it is designed to deal with including environmental influences. (Mullins 2007) Therefore, as the contingency approach implies no one best way is suitable for an organisations operation.  However, in the context of a highly unionised workplace a contingency approach would be likely to generate a culture of resistance. Royal Mail employees, particularly in the delivery units are trained on one particular task or tasks. If a postal worker is allocated to a task which is unfamiliar to them (for example in the case of sick absence) the delivery office manager would be likely to face a challenge from the office CWU representative.  Royal Mail managers have been accused of bullying and harassment and of the unfair allocation of workloads. Nationally this common theme has emerged. (Pullinger, 2018). 
Due to the nature of Royal Mail delivery operations a multitude of outcomes are possible on any given operational day.  The complexity theory of management occurs from situations that arise from different areas of an organisation. According to this theory the business and the individuals within the organisation are part of a network of working relationships that may react to an event or an attempt to steer them in a certain way. (Boddy, 2011) When considering the variations of the operations in delivery and collections and unknown events operational necessity   would require first line manager to re-assess the task. There would be cause to amend the plan to execute a successful delivery and collection operation within the deadlines governed by the national network. 
A classical approach of management within an organisation fulfils certain criteria applicable to many established businesses. An organisation which is goal orientated, interdependent on other units within the organisation and that has specialist individuals and units meets some common criteria with Royal Mail. (Barker, 2007) Despite an apparent lack of or demise of a formal hierarchy it does currently exist. A typical urban sorting office would have a manager a supervisor and a workplace coach. Overseeing a number of offices would be a Delivery Sector Manager who reports to a Director. However each office also has a CWU representative and each Delivery Sector will have an area CWU representative. These management structures are comparable to the bureaucratic establishments of the General Post Office but now lack the discipline instilled in postal workers in the years following the Second World War.  
Conclusion 
An analysis of the evidence suggests that despite positive moves by senior management, Royal Mail has not been successful in its overall management approach. Despite being initially introduced to collect feedback to engage with staff, employee surveys have promoted a culture of distrust. The role of the Communication workers Union at local and national level has become more involved with engagement with management but this has not shown evidence of improved industrial relations. Strike action continues to be a course of action that employees are willing to take and the business has only been able to avert strike action by means of court proceedings. Post privatisation Royal Mail is   evolving from a bureaucratic almost militaristic organisation into a profit driven competitive international courier service. The transition has not demonstrated a managerial culture that can be described as successful in terms of employee satisfaction. However there is some evidence to the contrary but it is a minority point of view. Despite a concerted plan of modernisation and efficiency drives Royal Mail has failed to engage with its workforce. An analysis of the evidence suggests that the business continues to adopt a classical management approach despite the many changes the organisation has gone through in the last twenty years. This management approach has proved to be successful during a post war bureaucratic hierarchy but has failed to motivate a workforce in the competitive private postal market.























Bibliography

Anon. (2015, July 1). Company reviews. Retrieved from Indeed: https://www.indeed.co.uk/cmp/Royal-Mail/reviews
Anon. (2018, November 16). Indeed. Retrieved from Company Reviews: https://www.indeed.co.uk/cmp/Royal-Mail/reviews
Barker, R. (2007). Intergrated Organisational Communication. In G. Angelopulo, Intergrated Organisational Communication (p. 114).
Boddy, D. (2011). Management an Introduction. Pearson.
Chapman, B. (2017). Royal Mail wins High Court injunction. The Independent.
(2017). Corporate Responsibility Report. London: Royal Mail Group PLC.
D Beale, S. M. (2013). The bitter recent history of employee involvement at Royal Mail. Economic and Industrial Democracy, 291-307.
Hawkes, S. (2013, August 18). Royal Mail staff discontentment with bosses. Retrieved from The Telegragh: https://www.telegraph.co.uk/news/uknews/royal-mail/10250602/Royal-Mail-staff-discontent-with-bosses.html
Kier, J. (2017, March 20). Trade Union Act 2016. Retrieved from Brodies: https://brodies.com/blog/employment/the-trade-union-act-2016-what-changed-on-1-march-2017/
Marsh, R. (1961). Formal Organization and Promotion in a Pre-Industrial Society. American Sociological Review, 26(4), 547-556. Retrieved from http://www.jstor.org.ezproxy.uwtsd.ac.uk/stable/2090253.
Mullins, L. J. (2007). Management and Organisational Behaviours. Pitman.
Mullins, L. J. (2016). Management and Organisational Behaviour 11th Edition. Pearson.
Pullinger, T. (2018, August 15). Royal Mai managers need to change. Retrieved from Communication Workers Union: https://www.cwu.org/news/royal-mail-managers-need-to-change/
Rippon, H. (2018, August 14). Ofcom. Retrieved from Ofcom - making communications work for everyone: https://www.ofcom.org.uk/about-ofcom/latest/features-and-news/royal-mail-whistl-competition-law
Royal Mail Group PLC. (1980). Our Story. Retrieved from Royal Mail Group: https://www.royalmailgroup.com/en/about-us/our-story/
The Institute of Employment Rights. (2017, March 1). Retrieved from Trade Union Act 2016: What is says; what it means: http://www.ier.org.uk/resourses/trade-union-act-2016
Way Forward Agreement . (2000). Retrieved from CWU.




2

