
TRANSFORMING THE PERFORMANCE CULTURE

ROYAL MAIL GROUP

Royal Mail appointed Rialto to provide critical transformational 

support solutions to assist its workforce to successfully adapt to the 

emerging business environment.

However, a key challenge facing Royal Mail were that they had a non-

compulsory redundancy agreement with their unions and the 

voluntary terms were no longer affordable.

Over previous years, voluntary redundancy  was available as the tool 

for change. Unfortunately,  the best people were self-selecting to 

leave and low performers remained in the organisation.

Additionally, Royal Mail had a large volume of managers in surplus 

pools, being paid well for doing limited work. In fact, some individuals 

were actively trying to get into the surplus pool!
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BACKGROUND



Rialto undertook an extensive strategy 
and assessment phase, including 
interviewing and engaging with 10 key 
executive stakeholders to understand 
the appetite for a new way of managing 
business and people change and to 
develop a strategy for aligning individuals 
to the future requirements of the 
business. 

This resulted in an integrated delivery 
plan and a set of recommendations for 
Royal Mail.  Two vital issues which 
needed to be addressed to enable a new 
approach to work included:

Serving notice on existing redundancy  
terms and enter into negotiations with 
the  unions to agree new terms .

Change the conditions and 
responsibilities of people in the surplus 
pool to make it less
attractive or accessible.

Royal Mail entered into negotiations with 
the CMA (which was part of Amicus –
now Unite) to renegotiate the terms. This 
process was absolutely critical in sending 
out a very strong message to employees 
that the organisation was changing. 

Royal Mail involved the unions as part of 
the solution in reducing the surplus pools 
and encouraged them to support their 
members to take ownership of their 
careers.

Rialto worked closely with Royal Mail to 
advise on the development of a robust 
assessment process to evaluate 
individuals’ competencies and desires to 
succeed in the future structure and to 
engage in open and honest conversations 
with their managers about the results of 
their assessments.

THE SOLUTION
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These sessions were delivered by 
both a Rialto and Royal Mail 
facilitator to ensure that the 
messages being delivered to 
managers about the future and 
were clear and any queries 
individuals had regarding the 
change process would be answered. 

Each session was focussed on the 
Rialto 6A’s process for managing 
difficult conversations and our 
intensive learning programme took 
managers from being very nervous 
to very confident and empowered 
managers in communicating the 
change messages more effectively.

Conversations were focussed on 
achieving one of 3 outcomes with 
each individual based on evaluating 
the results of their assessment 
against future requirements in the 
role within the changing context the 

business background. 

If they wanted to stay but didn’t 
perform, they could find that they 
entered a surplus pool, where they 
would be performance managed on
finding alternative roles.
.
Individuals who struggled to come to 
a decision about which outcome to 
select: stay, redeploy or leave
were referred to an independent 
Rialto coach to support them to 
evaluate the options facing them and 
discuss their real options in the 
external vs internal world of work. 

The Rialto support proved invaluable 
for many individuals with long service 
who were unsure of their value in the 
external marketplace, or for those 
who had planned on waiting for their 
chance to take the enhanced terms 
which were no longer on offer. 
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Royal Mail achieved business change and headcount reduction targets without the traditional high cost of 
redundancy - £120 million was saved. The surplus population  was reduced from 1610 managers to under 
10 in just 9 months.

Only 14 managers who self selected to leave were turned down (out of a population of 4,500). 6000+ 
honest conversations were held, 512 managers left Royal Mail during the process. The “savings club” 
mentality of waiting for redundancy had started to change.

Performance management conversations have improved with managers using the skills required during the 
Rialto coaching programmes. Trade Union support was maintained throughout the implementation of this 
new approach.

Further project roll-outs within  the Post Office and Royal Mail Group have been achieved to  support 
organisational change programmes and to achieve head count reduction targets in a positive way.

THE RESULTS
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