Alternative POLICY STATEMENT on Finances

A POLITICAL AND FINANCIAL STRATEGY FOR THE UCU

The UCU is facing a crisis. Some say that this crisis is a financial crisis. In fact, itis a
financial crisis that is being transformed into a political crisis as some in the leadership of
the union seek to use the fall in membership as an opportunity to turn the union away
from campaigning for members’ terms and conditions, and in defence of public
education, towards a servicing model of trade unionism.

A servicing union does not centrally engage in political campaigns against Government
policy, or even industrial campaigns against pay cuts and worsening conditions. It
becomes little more than an individual insurance policy for its members.

These days, everyone in the union declares for ‘a campaigning union’. Behind the
repetition of this slogan as a dutiful mantra, however, there is a sharp choice facing union
members about the future of their organisation.

As an alternative to the dramatic changes to staffing and to union democracy that have
been proposed, we the undersigned propose the following:

* acareful reduction in costs that does not damage member-facing services
and support, does not damage democratic accountability, and does not
impose swinging staff cuts or compulsory redundancies;

* arecruitment drive that targets institutions with below average
membership density, starting with the largest such institutions;

* anreal increase in subscriptions, graduated by salary, to an average of the
cost of a cup of coffee per month (currently, UCU membership is one of the
cheapest in the country or internationally);

* animproved progressive element in subscription banding.

UCU’s membership history

UCU grew continuously since our formation six years ago while other unions generally lost members.
Why were we different? Because we set out from the beginning to build a union modelled on
campaigning, organising, and resisting all attacks both locally and nationally. We maintained a high
profile through industrial action over pay, jobs, and pensions. Not a year went by without us taking
industrial action, and being in dispute in either FE or HE with the employers. Most members recognised a
campaigning union when they saw one, and this also encouraged non-union colleagues and new starters
to join us.

This culminated during 2011 in us taking three or more days of strike action either over USS pensions or
over the TPS alongside other unions. The high point was November 30t when we were part of the 2
million who went on strike over public sector pensions. UCU recruited around 1,500 new members in
the run up to N30. We then proceeded to lose members thereafter as a consequence both of the
compromise with the Government by some unions that sank the possibility of a united continuation of a
defence of pensions, and of the de facto acceptance by UCU of a two-tier USS that divides members in the
pre-92s.

The lesson is clear. Underpinning any plan to address the union’s current financial issues must be a
concerted reassertion of the union’s willingness to be seen, in all our institutions and on the national
stage, as standing up for post-16 education, and defending pay, pensions and conditions.



Is the UCU facing a financial crisis?

The UCU is facing pressing financial difficulties. The problem is a structural one. It is not the case that
members are resigning from the union; rather UCU is losing older members who are retiring or being
made redundant. This has been happening, particularly in FE, over the past 18 months. Additionally, it is
not recruiting sufficient numbers of younger members or new entrants, who are often on fixed term or
temporary, or otherwise precarious, contracts. This dramatically affects subscription income since the
older members tend to be higher paid, and consequently paying subs at a higher rate than new recruits.

What is the solution offered by the General Secretary and senior
national officials, by most of the elected national officers, and by the

majority group on the National Executive Committee?

The solution of the Senior Management Team (the General Secretary and the senior national officials), the
national officers (the President, Vice President, etc.), and the majority group on the NEC, is to put in place
the following:

* apossible 27% cut in the staffing budget (now through voluntary redundancies and natural wastage);
* areduction in the size and thus representativeness of the NEC;

* atruncation of the time for debate at national Congress, and in branch entitlements;

* cuts to the number of committees representing members; and

* an exploration of means to generate more income through letting-out part of the union HQ.

This is an unnecessarily pessimistic and managerialist response.

They are looking for savings in the region of £2 million per annum to balance the books. Importantly, for
the purposes of the proposals made below, they have ruled out increasing subscriptions in real terms.
Although they suggest that subscriptions should increase by the rate of inflation (currently a little over
3% according to the Retail Prices Index), they argue that any further increases would deter potential
members, or lead to resignations of current members.

The alternative argument
There are financial difficulties, and these need to be addressed urgently. There is an alternative solution,
however, that is entirely different to that of the Senior Management Team.

First, it is not simply the cost of being in a union that makes people join (or leave); it is rather to do with
the ability of the union to fight to defend jobs, wages and working conditions - and in a broader sense to
defend public education, the resources that go into it, and thus the opportunities for young people. It is a
matter of fact that when industrial action is being taken, locally or nationally, membership increases. In
other words it is what the UCU does nationally, and in each workplace, that makes the UCU an attractive
organisation to join. Simply to assume that a marginal increase in subscriptions of one or two pounds per
month is the key issue is to miss the point.

Secondly, we have reason to be more optimistic about the possibility of recruitment, and about the
prospects of the UCU growing its way out of the crisis. There is huge potential for recruiting new
members in FE and HE.

The alternative financial strategy

1. Subscriptions - the ‘coffee test’

Members, and particularly Congress delegates, will be astounded to learn that the average cost per
member to solve any possible financial crisis for the union would be ONE LATTE per month on top of
inflation. That is, an extra £2.50 per month from each member would generate £3.3 million per annum
(based on the most pessimistic forecast of membership numbers), and this would more than solve the
threatened crisis. This alternative does not propose such a flat rate increase irrespective of ability to pay
(for the precise proposal see Appendix 1 to this statement). This average figure is being used here only
for illustrative purposes.

That total would be £1.3 million in excess of that which the SMT is proposing to cut from the union’s
staffing or from its democracy! ONE COFFEE PER MONTH PER MEMBER! Since it would make sense to
have a graduated increase, depending on salary, it would not even be this much for most members. In the



first year, not even that much is necessary - in the first instance, in 2013 /2014, subscriptions would need
to increase by only half that much in real terms, and then only if membership falls as fast as is forecast.

In fact, the increase that would be needed in the absence of ANY
improvement in membership recruitment would be far less than this. To
balance the books without cuts in staffing or democracy would be, for most
members £1.29 or £1.52 pcm (including inflation) in the first year, and an
additional real increase in the second year of £1.50 or £1.75 pcm, taking the
total increase (over both years) to £2.79 and £3.27 pcm. See the details in
the appendices below.

The argument that has been put against subscription increases is that the net benefit is only two-thirds of
the headline figure, on the presumption that members will be deterred by higher subs. Yet no evidence
has been offered for this. How can people who leave for other reasons be distinguished from those who
might leave because of an increase in subscriptions? Since most recent terminations of membership are
likely to have been as a result of retirement or redundancy, and there is no sound record of how many
leave membership in response to subs increases, there is no evidence available either for this claim or for
its opposite. In the circumstances, however, it would be reasonable to suppose that, if only for reasons of
straightforward self-interest, few members would be encouraged to leave the union by a small
increase in subs.!

In any event, this argument misses the point. It is not simply the cost of being in a union that makes
people join (or leave); it is rather to do with the ability of the union to fight to defend jobs, wages and
working conditions. In education, the attraction of membership is also determined by the union’s
willingness to defend public education, the resources that go into it, and the opportunities thus created
for young people.

It is a matter of fact that when industrial action is being taken locally or nationally - membership
increases. The action around pensions and N30 saw a large increase in membership. In other words it is
what the UCU does, nationally, and in each workplace, that makes the UCU an attractive organisation to
join.

The question is simply this: are we seriously suggesting that many
members would leave the UCU at a time of the greatest threat to public
post-16 education rather than pay an additional subscription equivalent
to a cup of coffee each month? That is what it would cost in subscriptions
to deal with the financial difficulty.

If we are saying that they would leave then what does that tell
us about the reputation of our union? THAT is the ‘coffee test’.

2. Recruitment and growth

Secondly, there are grounds to be much more optimistic about the possibility of recruitment, and about
the prospects for the UCU growing its way out of the crisis. There is huge potential for recruiting new
members in FE and HE. The density of UCU membership in FE and HE institutions varies considerably but
is usually somewhere between 40% and 60%. Targeted recruitment campaigns, coordinated through

1 The technical term for this is ‘the elasticity of demand’ for a service in relation to changes in its price, or ‘the price
elasticity of demand’. In this case, how much demand for UCU membership falls for each 1% increase in subs.
Formally, it is measured by the percentage change in demand divided by the percentage change in price. Demand is
considered relatively inelastic if demand changes by less than changes in price, and elastic if the reverse is the case. If
there is virtually no change in demand as a result of an increase in price, then the good’s demand is said to be close to
infinite inelasticity, or ‘perfectly inelastic’ in respect of price. The demand for UCU membership will not be perfectly
price inelastic but could reasonably be expected to be highly inelastic, at least for any of the relatively small absolute
changes in price that are being considered here.



regional committees and branch development officers, would pay dividends in beginning to bed down a
culture of recruitment in our branches.

There are tried and tested ways in which a branch can raise its profile and encourage colleagues to join.
Particularly important is the creation of an effective reps structure in every branch so that members and
potential members know that ‘the union’ is just a few doors away, or that there is at least a rep on another
floor of the same building.

There are approximately 450 FE and HE institutions. If we recruited a net two members per month per
institution on average, we would more than reverse the current rate of membership decline, which
has, in any case, already been slowing since this time last year. That figure, two new members per
month over retirements, puts the problem into perspective.

This is certainly achievable. The more we achieve this, and replace retiring members, the less will we
need to raise subscriptions.

What would make no sense in these circumstances would be either to cut staffing, and thus jeopardise
targeted recruiting drives, or to dilute members’ control of the union via its democratic structures,
thereby making ‘the union’ seem distant from members and activists rather than as being their own
organisation.

The strategy: raising the profile of the UCU

The UCU needs to raise its profile as the defender of post-16 education. It needs to do this through
promoting industrial action, nationally and locally, as the key mechanism to win concessions from the
employers. It must reject cost-cutting strategies that impinge on union democracy and membership
participation, and those that cut staff, and thus the services the staff provide. A cuts strategy will lead
the UCU into a spiral of decline.

As an alternative to a cuts strategy, this proposal is for a strategy based on campaigning over pay,
workloads, pensions, and a major recruitment campaign to be run simultaneously. We support a mixed
strategy of increasing subscriptions (as outlined in Appendix I and II, below), and seeking savings only on
those expenditures that do not impact on members’ services.

Swingeing cuts, particularly in staffing, could be disastrous in threatening the very services that are
valued by members, and would put additional stress on those staff who remain.

In summary, our strategy and specific proposals are, therefore, that the UCU should:
1. Grow its way out of financial difficulties through recruitment

From its inception the UCU made a good start in recruitment, but this momentum needs to be
maintained. In its first five years it defied the trend in other unions as a result of offering a strategy of
resistance to Government policy. Young people in particular need to be convinced about joining the
UCU, and this means, in turn, demonstrating that the union can represent and defend them.

We need to identify which branches of the union are below the average for union density, and target
them. We need to target them NOT with promises of cheap insurance BUT with a reinvigoration of
the branches, and a commitment against every cut, and in defence of every job and every course.

We should consider different forms of branch organisation, those more suited to building the UCU
and representing members (for example, enhancing the role of the School representative, holding
School-based meetings, organising HPL and Young Member and Researcher groups and meetings to
feed into branch meetings). The Waddington report strongly suggests that this would be an effective
way of enhancing UCU'’s presence, particularly in the bigger institutions.

2. Increase subscriptions in real terms

As registered above, members will be astounded to learn that the cost per member to solve any
possible financial crisis for the union would be one cup of coffee per month on top of inflation,



introduced gradually over two years. The requisite increase needs to be a calculated as a percentage,
and then allocated appropriately to the existing bands so as to ensure that the incidence of the
increase falls progressively on those who are best able to sustain it out of higher incomes.

The union should not be defensive about this increase. Nor should it simply present the increase in
percentage terms, which is misleading when we consider how a percentage of a small sum of money
translates into an absolute sum: 15% of £20 sounds a lot but it is only £3 - about one cup of coffee per
month.

Meanwhile, members should be aware that 67% of their union subscriptions are tax deductable, so
they are entitled to claim back 25% of that 67% from the Inland Revenue. So, for the vast majority of
members who do not currently make such a claim to the IR, a subs increase, if accompanied by a tax
rebate claim, would see them paying LESS than before the increase! For a member earning over £40k,
the total 2-year subs increase would be £3.17 pcm, and the rebate would be worth £3.73 pcm!

Currently, subscriptions are tiered to reflect different incomes. As the income figure stops at £40,000,
however, this produces regressive results - that is, the many people whose incomes are higher than
£40k pay an increasingly smaller proportion of their income as incomes rise. We suggest the
introduction of a new band: £60,000 and above.

Future of the UCU

This is not just an alternative financial strategy for stability and growth; it is equally a political alternative
to a version of trade unionism that would be the consequence of the SMT’s proposals - a servicing union
that would rarely be engaged in disputes with the employers, or in active opposition to government
policy. That is the fundamental choice that is facing branch delegates at this year’s Congress.

Do we want a campaigning union, defending wages and conditions and jobs, and
defending public education and the breadth and quality of our provision, as well

as providing individual representation and advice?

Or do we want a ‘servicing union’ that largely concentrates on offering individual
representation, insurance deals, legal advice and individual support to members?

That is the sense in which this debate is about the heart and soul of the UCU.
(Appendices I to V below)

Jane Hardy (Hertfordshire)
Tom Hickey (Brighton)



Appendix 1

Table 1

Effects on subs of a real increase of 5% over inflation

Income band Subs to Inc. with | Real inc. of New Monthly
Aug 2013 inflation 5% total cost
@ 3% from difference
(3+5= Sept to
8%) 2013 solve
financial
problem
£ £ £ £ Year 1
£60,000 & above? N/A N/A N/A 22.50 £3.43
£40,000 & above £19.07 0.57 1.52 20.59 £1.52
£30-39,999 £17.34 0.52 1.38 18.72 £1.29
£20-29,999 £16.36 0.49 1.31 17.67 £1.27
£10-19,999 £9.97 0.30 0.80 10.77 80p
£5-9,999 £4.52 0.14 0.37 4.89 37p
Below £5k & £2.58 0.07 0.20 2.78 20p
Ret./attached

Year-on-year effect on income:

Method1:

Estimated subscription income 2013/14 @£16,687,084.00 x 5% = £834,345.00
(£16,687,084.00 is subscription income in 2012-13)

Method 2:

Pessimistic estimate of 110,000 members on average at current band of £17.43 x 5% =

£957,000.00

2 This is he proposed new band. The next band below would henceforth become £40-59,000.




Appendix 11

Table 2
Effects of a real increase of 10% over two years

Income Subs to Inc. Real New total Monthly | New total Monthly
band Aug with | inc.of | from Sept | subsdiff. | from Sept | subs diff. to
2013 inf. 5% 2013 - to solve 2014 - solve
@3% | (3+5 | (inf.+5%) | financial (inf + financial
= problem 5%) problem
£ 8%)
£ £ Year 1 £ Year 2
£
£60,000 N/A N/A N/A 22.50 £3.43 24.30 £1.80
plus
£40,000 £19.07 0.57 1.52 20.59 £1.52 22.24 £1.65
plus
£30-£39,999 | £17.34 0.52 1.38 18.72 £1.29 20.22 £1.50
£20-£29,999 | £16.36 0.49 1.31 17.67 £1.27 19.08 £1.41
£10-£19,999 £9.97 0.30 0.80 10.77 80p 11.63 86p
£5-£9,999 £4.52 0.14 0.37 4.89 37p 528 39p
Below £5k & £2.58 0.07 0.20 2.78 20p 3.00 22p
Ret/assg

The last two columns in italics represent the total monthly sub, and the second year subs
increase, that would be necessary in order to balance the books without the proposed 27% cut
in staffing or the alternative assault on the union’s democratic processes. These figures also
assume that the most pessimistic decline that is forecast for membership numbers could not be
averted at all by targeted recruiting, particularly in below average density, large institutions.

Spread over two years, the monthly cost for most members is either £1.29 or £1.52 pcm, in the
first year. In the second year, it would be either £1.50 or £1.65 pcm. Cumulatively, over the two
years, it would thus be either £2.79 or £3.17 pcm.

In Brighton, the minimum price of a café au lait is £2.50, for a café latte it is £2.30, and for
a café mocha is £2.80. A smoothie costs a minimum of £3.10. So, for the increased cost of
one coffee per month (spread over two years, and including inflation) all of the financial
problems of the union could be solved WITHOUT dramatically reducing staffing OR
damaging the union’s democratic structures.

In such circumstances, it is hard not to wonder why the financial difficulty is being talked up
into such a crisis pitch. This is particularly so given the fact that, in comparison with other UK
professional trade unions, and with comparable HE trade unions overseas, the UCU is an cheap
organisation in respect of subs levels (see appendices 11l and V, below).



Appendix III

Table 3
Comparison of UCU subscriptions with selected UK trade unions

Union Salary | Subs Subs UCU pcm | UCU pcm | UCU pcm | UCU pcm
pa pcm current +3% +3%+5% | New Band
Unison £35,000 | £243.60 | £20.30 £17.34 £17.86 £18.72 £18.72

£50,000 | £270.00 £22.50 £19.07 £19.67 £20.59 £20.59

£60,000 | £270.00 £22.50 £19.07 £19.67 £20.59 £22.50

FDA £35,000 | £303.60 £25.30 £17.34 £17.86 £18.72 £18.72

(Civil Ser.) | £50,000 | £331.20 £27.60 £19.07 £19.67 £20.59 £20.59

£60,000 | £331.20 £27.60 £19.07 £19.67 £20.59 £22.50

NUJ3 Gradel | £161.88 £13.49 £17.34 £17.86 £18.72 £18.72

Grade2 | £205.08 £17.09 £19.07 £19.67 £20.59 £20.59

Grade3 | £281.28 £23.44 £19.07 £19.67 £20.59 £22.50

BMA All £434.00 £36.17 £19.07 £19.67 £20.59 £22.50

FBU All £323.40 £26.95 £19.07 £19.62 £20.59 £20.59

What these figures show is that even with a 5% increase in subscriptions in the first year, over
and above inflation, the UCU dues will be less than those of the First Division Association, the
BMA, and comparable to the relevant sections of the NUJ, and less than Unison or the FBU - and
that is without any increase in membership subs that these other unions may decide is
necessary this year. These figures further show that, on the conservative and pessimistic
forecast of membership decline in the next two years (i.e. without any targeted attempt to drive
up the membership in below average density branches), even a further ‘inflation + 5%’ increase
in subs in the subsequent year would STILL not make the UCU more expensive than the other
unions.

The key question about the level of subscriptions is not their affordability but their value for the
benefits that they buy. That is a question of what it is that the union does, and what it aims to
achieve. It is not even measured by what improvements in conditions are actually achieved. The
latter is a question of the balance of forces nationally and locally in any campaign. Success or
failure can neither be guaranteed nor predicted. The key is more centrally whether the union is
willing to campaign, and how visible it is to members in mounting defences of jobs and
conditions locally, and how active it is in fighting over pay and pensions and public education,
nationally.

3 The three subs grades for the NUJ do not relate directly to salary levels but rather to junior and senior
positions, and then to regional or national titles that have a commensurate impact on expected salaries.



Appendix IV
Other teaching unions in the UK

Much has been made about the comparative subscriptions rates between the UCU and other
teaching unions in the UK. Comparisons with other teaching unions (operating in the secondary
and primary sectors) show that, in that competitive environment (3 competing unions plus
PAT), and given their larger size, per member subscriptions are lower than those of the UCU.
These are not, however, useful comparisons. The NUT and the NAS/UWT do not organise in
colleges and universities, and the former has had a partnership agreement with the UCU since
2009, which allows for joint membership.

In the case of the ATL, where there is competition with the UCU for FE members in some
regions, the scale of the UCU’s graduation in the rate of subscriptions in relation to salary is
important. It is not, however, the most important consideration. The most important issue is the
nature of the representative structure in each college (whether the branch has an effective reps
structure), and whether it fights every cut, and every attack on conditions and pay, in a manner
that the ATL will not.

Table 4
Comparison of UCU subscriptions with those of other teaching unions in the UK

Union Salary | Subs Subs UCcu UCcu UCcu UCcu
pa pcm pcm pcm pcm pcm
current | +3% +3%+5% | new Band
NUT £35,000 | £166.60 | £13.83 £17.34 £17.86 £18.72 £18.72

£50,000 | £166.00 | £13.83 £19.07 £19.67 £20.59 £20.59

NAS/UWT | £35,000 | £167.00 | £13.92 £17.34 £17.86 £18.72 £18.72
£50,000 | £167.00 | £13.92 £19.07 £19.67 £20.59 £20.59

ATL 1.5-3ds | £99.00 £08.25 £09.97 £10.27 £10.78 £10.78
3+days | £192.00 | £16.00 £17.35 £17.87 £18.74 £18.74




Appendix V

Table 5
Comparison of UCU subscriptions and the dues of other comparable higher education
unions, internationally (USA, Australia, Canada, New Zealand)

Country/ Salary Subs Subs UCuU UCuU UCuU UCuU
Union* pa pcm pcm pcm pcm pcm
current | +3% +3%+5% | new Band

USA

Prof Staff £35,000 | £367.50 £30.62 | £17.34 | £17.86 | £18.72 £18.72

Congress

(PSC/CUNY)5 | £50,000 | £525.00 £43.75 | £19.07 £19.67 | £20.59 £20.59

1.05% £60,000 | £630.00 £52.50 | £19.07 £19.67 | £20.59 £22.50

AFT & NEA £35,000 | £350.00 £29.00 | £17.34 | £17.86 | £18.72 £18.72

& AAUPS £50,000 | £500.00 £42.00 | £19.07 £19.67 | £20.59 £20.59

1% £60,000 | £600.00 £50.00 | £19.07 £19.67 | £20.59 £22.50

Canada

CUPE” £35,000 | £867.50 £72.29 | £17.34 | £17.86 | £18.72 £18.72

2.4% £50,000 | £1,225.00 | £102.08 | £19.07 £19.67 | £20.59 £20.59
£60,000 | £1,470.00 | £122.50 | £19.07 £19.67 | £20.59 £22.50

Australia

AEU8 £35,000 | £352.60 £29.38 | £17.34 | £17.86 | £18.72 £18.72

0.88%+$44.6 | £50,000 | £484.60 £40.38 | £19.07 £19.67 | £20.59 £20.59
£60,000 | £572.60 £47.72 £19.07 £19.67 | £20.59 £22.50

NewZealand
TEU? £35,000 | £380.00 £31.67 £17.34 £17.86 | £18.72 £18.72
£50,000 | £400.00 £33.33 £19.07 £19.67 | £20.59 £20.59

£60,000 | £480.00 £40.00 £19.07 £19.67 | £20.59 £22.50

Again, the columns to consider are the fourth and last (in bold and italics) where the monthly
subscriptions between comparable HE unions internationally, and those of the UCU under these
proposals, can be contrasted. In all cases, as will be seen, even after these proposed increases,
the UCU subs are very considerably lower than those of comparable organisations overseas.
Given that this comparison is being done on the basis of proportions of gross salary, the
complications that sometimes arise in comparing costs across currencies (in terms of
differences between salary levels, and between nominal and real exchange rates, though not in
terms of purchasing power parities) are avoided.

4 Percentages refer to gross salaries in all cases.

5 Professional Staff Congress of the City University of New York (PSC-CUNY)/American Federation of
Teachers

6 American Federation of Teachers (AFT); National Educational Association (NEA); and American
Association of University Professors (AAUP)

7 Canadian Union of Public Employees (CUPE)

8 Australian Education Union (AEU)

9 Tertiary Education Union/Te Hautii Kahurangi o Aotearoa



