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Important Notice 

This document ("Report") has been prepared by Deloitte LLP ("Deloitte" or "we") for Post Office Limited ("POL") in accordance with our engagement letter dated 4 January 
2021. The report is produced solely for the use of Post Office Limited for the purpose set out in the Engagement letter. Its contents should not be quoted or referred to in 
whole or in part without our prior written consent except as required by law. Deloitte LLP wil l accept no duty or responsibility to any third party, as the report has not been 
prepared, and is not intended for any other purpose. 

The Report has been prepared or the basis of the limitations set out in the engagement letter and on page 13 and 92. The scope of our services and any deliverables will be 
limited solely to the Services set out in this engagement letter. We will make no representations in respect of and will not consider any other aspect of your operations. 
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Introduction 

In January 2021, Deloitte was commissioned to undertake a piece of work for Post Office Limited (POL) looking at the extent to which the organisation has moved towards its stated 
aim of 'putting Postmasters (PMs) at the heart of the business'. Postmasters operate their businesses through a variety of different business structures. Therefore, a reference to a 
Postmaster or PM in this report could, depending on the circumstances, mean an individual, a limited company or a partnership. In the case of a limited company or partnership, 
the recommendations in this report will typically apply to the partner/director or employee with main responsibility for running the branch, and, in the case of individuals who do 
not work in their branch regularly, many of the recommendations in this report apply as much to a branch manager or officer in charge of operating the branch on their behalf as to 
the individual who has entered into a contract with Post Office. 

This work builds on findings and improvements made by POL as a result of both the Common Issues Judgement (CIJ) and Horizon Issues Judgement (HIJ), as well as looking at wider 
improvements that have been (or should be) made to mitigate the risk of PM detriment. This work looks at cross cutting organisational themes such as culture, systems and 
management information in the governance section (see pages 38-47) as well as specific potential improvements across each element of the PM journey from on-boarding to off-
boarding (see pages 48-91). 

The work was completed between January and March 2021 with this report summarising both improvements made over the last 12-18 months as well as making recommendations 
around areas for further focus and investment going forward - setting out the position and progress on findings at the beginning of March 2021. Each finding is classified as urgent, 
high, medium or low-priority based on the potential PM detriment (see table on page 8 for definition). These findings were based on evidence obtained from across the business 
and through a series of interviews and conversations with key stakeholders. This work did not include detailed systems assessment, testing or verification of the timing of 
improvements made, planned and in progress, nor did it include direct contact with PMs (see section 1.2 for full details of scope, approach and limitations and Appendix D those 
spoken to as part of this process). Al l findings and recommendations have been discussed and verified with business owners. 

For each finding the report makes associated recommendation(s) setting out proposed activity to address the finding, as well as specifying named responsible and accountable 
individuals. The recommendations are structured into an overall roadmap of activity (see section 3). This roadmap has been developed to prioritise urgent and high-risk areas of 
activity around preventing PM detriment. This work did not take into account cost or resourcing implications and POL will need to consider these further in finalising 
implementation plans. 

Context to the work 

Post Offices are a key part of the UK high street and supporting PMs to succeed and thrive is key to the long-term success of the organisation. However, over many years, layers of 
culture and working practices across POL have built up that have considered PMs (in part) predominantly as a means to securing network coverage, with the organisation focussed 
on moving towards a more commercial footing rather than consistently prioritising support to (and interactions with) PMs. Related to this, there has also been a lack of significant 
or ongoing investment in information technology or wider processes to support PMs, meaning that the working practices in branches are outdated and not consistent 
with elements of good practice that would be expected across comparable sectors. 

Over the past two years there has been positive change in the way that POL looks to support PMs, A good example of this is the introduction of area managers (AMs) around two 
years ago - a move almost universally recognised by PMs as a huge step forward in terms of the support they receive. On the receipt of the CIJ, Post Office undertook a significant 
programme of work led by the Operations Director to implement improvements to both comply with the judgement but also to make things easier for branches. Further 
improvements have also come about since the launch of the new Purpose statement, and ongoing organisation changes, including senior management organisation re-design 
rolled out from September to November 2020. These positive changes have helped to simplify and improve POL interactions with PMs and to start to change culture and ways of 
working. The HIJ and CIJ have also acted as catalysts for change making a number of specific recommendations that the business has been taking forward. The linkage and 
relationship between this piece of work on 'PM Journeys' and these wider activities is shown in Figure 1 on the following slide. 
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Scope 

This PM Journey work looks wider than the specific recommendations from the Cu to call out a range of potential further improvements that have been, and could, be made 
across the PM journey to support the strategy of 'Putting PMs at the heart of the business'. This is aligned with ongoing improvements, including work taking place as part 
of the wider organisational redesign activity and through the culture change programme. 

Following the HIJ and CIJ a number of operational and wider improvements have taken place across the organisation. Work completed by Norton Rose Fullbright (NRF) has 
looked at the operational progress in meeting specific requirements from the CIJ and remaining gaps, with Internal Audit tracking progress against closing any NFR found 
when reviewing the operational improvements made. Similarly, KPMG has undertaken work to look at progress in addressing HIJ requirements, and there have been ongoing 
improvements on some of the specific technical Horizon issues raised in the HIJ. This report does not repeat specific findings from these activities but does note the work 
being progressed and the tracking of progress that is now taking place through the Improvement Delivery Group (IDG). 

Figure 1: Flow PM Journey fins in with wrier work across the n¢:lwork 

Reporting and 

reco€T)rinendations 
actions 

Drivers for change 

In addition to these areas, business owners have been undertaking reviews as part of business as usual and have changed and improved ways of working. The creation of the 
Historical Matters Unit (HMU) has also added focus and momentum to activity to address historic issues (not covered by the scope of this Project). 

This work has been taking place over the last 12 months against a backdrop of a global pandemic, with the organisation adapting to new ways of working and supporting the 
safety and wellbeing of PMs and POL employees whilst maintaining, and in many cases enhancing, PMs' ability to improve the support and offerings provided to customers. 
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Overall Findings 

We have called out 44 areas where we have noted improvements that have been made over the last 12-18 months. These improvements span right across the business and 
include improved onboarding processes (e.g., improvements to initial assessment and training processes) guidance and support for PMs (e.g., through the PM support guide, and 
improved branch support tools) and communication (e.g., improved call centre scripts and wider PM communications) introduced over the last 12 months. There is evidence of 
increased focus and momentum across the organisation to deliver improvements and 'Put PMs at the Heart of the Business' with many of the findings and recommendations set 
out in this report being addressed through activity that has started and been prioritised over the last three to six months. Examples of positive changes implemented over the two-
month period that this work has been underway include setting up the new 'Voice of the PM' Forum, changes and further improvements to direct communications with PMs and 
the progress being made as part of the culture change programme to instigate activity such as pairing of senior leaders with PO branches to facilitate understanding and knowledge 
sharing. 

There remain significant opportunities for further improvements in POL interactions with PMs. Some of the findings raised as part of the HIJ and CIJ, (e.g. transaction disputes and 
the defining and communicating of an appeals process for PMs who have a dispute with) have not yet been fully addressed (though we note action is in progress), and several 
wider areas identified as having potential to go further to make a real difference to PMs are not yet in place. The cultural shift needed to support a focus on the PM is key to this 
and has not yet been fully communicated or embedded across the organisation 

Specifically, we raise 6 urgent-priority, 13 high-priority and 26 medium-priority findings, with Figure 2 below showing how these are spread across different elements of the 
PM Journey. The urgent and high-priority findings are summarised in Fit' re 3 alongside an indication of progress made to date in addressing these. 
Figure 2: Table of findirgs and improvements identified, by rating and work stream 

Deloitte LLP 2021— PostrrasterJourneys—March 2021 Private and Confidential 



POL00038115 
POL00038115 

Overall, the majority of findings (particularly those rate(] as urgent or high-priority) raised in this report can be grouped into nine thematic areas, which are 
summarised below and set out in detail in Section 5 of this report. These align closely with the areas flagged in the recent PM consultation survey as priorities for 
improvement. 

O Governance There are currently limited mechanisms in place to review POL performance in providing services to PMs, nor a single overarching 
governance forum to help oversee and drive required PM related decisions and actions through to completion. The Voice of the Postmaster 
Forum recently created is a step forwards, but we recommend a wider risk-based governance forum focussed on PMs, building on the 
current IDG. 

: POLCulture and Staff The culture developed across POL over many years has not focussed on PMs. The new purpose statement and plans currently underway as 
Support part of the culture work stream is starting to drive improvements. However, there is a long way to go to truly achieve this shift in attitude.

Developing detail below the purpose and continuing to communicate expectations across the business will be key in making further 
improvements here. 

Data and Management Although POL has access to a significant amount of data, this is not used proactively to drive insight to support action and decision-making. 
Information Whilst there is an overarching data strategy, there is no detailed plan below this nor funding/resources set aside to deliver against this. 

Examples of areas for improvements include PM remuneration data and proactive sharing of branch performance with PMs. 

POL& PM Communications There have been improvements in both operational communications (e.g. tone in letters to PMs) and more strategic communications, but 
there is still more to be done to develop a communications framework and ensure consistency of messaging and approach to create the 
appropriate balance between focus and use of a range of channels to communicate with PMs. 

Systems and Technology There has been a historical lack of investment in IT to support PMs and there are many known issues in Horizon which are being progressed. 
Multiple systems are in use by different teams, and a combination of these systems are required to paint a holistic view of a PM at any one 
time. This results in a siloed approach to working and the provision of disjointed support to Postmasters. 

r 
Cash and Products Cash handling is an issue frequently raised by PN's as a problem area. Cash forecasting to meet branch cash requirements is not close to good 

" t practice and there is confusion and inconsistency around the support provided to PMs. Products such as Lottery and ATM are also flagged as 
problem areas, with issues around transactions correction processes and manual cash processes representing key parts of this. 

PM Obligations and Dispute PM responsibilities are not always clear and, despite some simplifications, there is still huge complexity in the number of different contracts 
Resolution and related obligations. The appeals and dispute process regarding contract terminations or suspension or for general issues, such as 

transaction corrections, has not been clearly documented and communicated to PMs. SLAB have not been set for issue resolution processes 
and there is also no effective monitoring in place for the efficiency or quality of POL's response to issues raised. 

Roles and Responsibilities 
and Organisational Design 

Proactive Support to PMs 

Roles and responsibilities across teams supporting PMs are not always clear. The organisational design work in progress is making changes to 
improve this and it will be critical to ensure that there is sufficient clarity and that changes are communicated effectively and consistently to 
support their implementation and drive improvements. 

There is opportunity to provide further support to PMs to help them grow and manage their businesses. Some data is currently shared, but 
this is limited and not provided consistently meaning some PMs receive more proactive support than others. Training is not always aligned to 
the needs of different PMs e.g. business improvement training to help in driving revenues is not provided to all branches. 
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Progress made to date 

As well as the 44 areas where improvements have already been implemented, in approximately two-thirds of the recommended areas for further improvement we 
noted that work was either already underway or has started during the duration of this project. Specifically: 

• Out of the 6 urgent-priority findings, 4 have activity in progress 
• Out of the 13 high-priority findings, 12 have activity in progress 
• Out of the 26 medium-priority findings, 16 have activity in progress 
• Out of the 13 low-priority findings, 8 have activity in progress 

In addition, Internal Audit has been assessing the implementation status of the Norton Rose Fulbright (NRF) recommendations to address the CIJ findings. As of 10 
March 2021, Internal Audit reported that 29/34 recommendations were complete, 4/34 were in progress (with a significant overlap with those called out in this report 
e.g. around onboarding policies and procedures and operator engagement) and the remaining 1 had been postponed. Of those in progress all are reported as being on 
track for completion at the end of March 2021. (Note: We have not independently checked or verified these findings as part of this Project). 

Furthermore, we note that progress is being made on implementation of the HIJ actions through the work being undertaken through the IT teams and supported by 
KPMG. However, aside from the high-level recommendations we make here about overall IT and systems strategy, and a small number of references to specific 
technology fixes needed (e.g. finding BC3 around use of memo view for urgent communications), we do not list out or repeat progress and recommendations reported 
in this area, as this was beyond the scope of this piece of work. 

Suggested Roadmap 

As well as identifying a number of thematic and specific findings this report also sets out a high-level roadmap for delivering the recommendations. This roadmap (see 
Section 3) sets out groups of activities against different topic areas and is broken down into three recommended time periods for completion: 

• ASAP- To be implemented as soon as possible, with completion by May 2021. 
• Short Term - To be implemented in the near future, after the ASAP improvements, by August 2021. 
• Medium Term - To be implemented over the course of FY21/22, with completion reached before March 2022. 

Where recommendations are by their nature more complex and require a longer-term action, we have used an arrow box to indicate that they will remain a work in 
progress beyond March 2022. 

On the whole, urgent and high-priority findings are flagged to be addressed immediately, though we note that there are some findings, that while work can start, will 
not be completed until later in the time period because of the complexity or reliance on third parties. Similarly, medium and low-priority findings are typically included 
later in the time period; however, some are grouped with more urgent issues where it makes sense to address them at the same time or where they represent a quick 
win and can be addressed more immediately. 
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Closing down recommendations 

Assuming that recommended actions from this report are completed in line with the targets set in the road map, the charts below illustrate how the status of findings will 
evolve (please note we have broken down our 58 findings out in to 65 actions, as some findings contain both shorter and longer term actions). 

Figure 3: Charts illustratingthe progression of findings resolution 

Total Incomplete Recommendation 
Start of March 2021 

By the end of March 2022, only longer term actions should remain incomplete, such as: embedding cultural values and behaviours, implementing technology and data 
strategies, plus any actions which cannot commence until after the period of time included within the Roadmap e.g. transition of ATM management to POL and review of 
the Lottery agreement with Camelot. 

This roadmap does not take into account cost or resourcing implications and POL wil l need to consider these further in finalising the more detailed implementation plans 
to deliver against this. Meeting the timescales suggested will require investment and focus of the organisation both in the short term (e.g. through the shifting of 
resources to urgent and high-priority areas), and over a sustained period to genuinely drive change, particularly given that some elements of this (most notably, shifting 
culture and addressing the technology debt) wil l take time. 

Throughout the report, we have been clear to set out accountable and responsible owners for each action, as this is key to delivery. We recommend that this action plan 
is delivered as a focussed programme or set of programmes of work going forwards with a single overall accountable owner and work package and work stream 
leads. Progress should initially be reported to and monitored by the Improvement Delivery Group (IDG) as an interim measure and then moved to the new 
(recommended) PM Governance forum, once this is operational. 

Implementing these changes provides a real opportunity for POL to build for the better, moving towards its aim of 'Putting Postmasters at the heart of the business' and 
supporting long term success for both POL and the PM community. 

1 Post Office Horizon IT inquiry to establish a clear account of 
the lmple•rnenta lion and failings of r-lor:zon over its l ifetirne 
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Post Office Limited ('POL') has a core strategic aim to put Postmasters ('PMs') at the 
heart of its business. As part of the implementation of this strategy, POL needs to 
understand the extent to which the interests of PMs' have been embedded across POL, 
and where additional activity can be taken forward to better take into account PMs' 
needs. 

In January 2021 Deloitte (referred to as 'we' throughout this report) was commissioned 
by POL senior leadership to undertake a piece of work looking at the 'Post Master 
Journey' (the 'Project') and areas of interaction between POL and PMs, to consider the 
progress made by the organisation towards it aim to 'Put Postmasters at the Heart of the 
Business'. 

This Project involved the consideration of core activities and overall end-to-end 
processes across POL in relation to PMs - looking at the extent to which there have been 
improvements made over the last 12-18 months, where there are activities in progress 
or planned, and where there are existing gaps in PM support that POL should consider 
addressing and any further work that may be needed to support achievement of this 
strategic aim. 

Note: Post Office's Postmasters operate their businesses through a variety of 
different business structures. Therefore, a reference to a Postmaster or PM in this 
report could, depending on the circumstances, mean an individual, a limited 
company or a partnership. In the case of a limited company or partnership, the 
recommendations in this report will typically apply to the partner/director or 
employee with main responsibility for running the branch, and, in the case of 
individuals who do not work in their branch regularly, many of the 
r~ coiwnwii Lt ions in this report apply as much to a branch manager or Officer in 
Charge operating the branch on their behalf as to the individual who has entered 
into a contract with Post Office. 

This purpose of this Project was to: 

• Understand POL's core processes and activities in respect of PMs to identify: 

1. What improvements have been made over the past 12-18 months in terms of POL 
interactions with PMs 

2. What improvements are planned or in progress to improve POL interactions with 
PMs 

3. Any existing gaps and further improvement opportunities (referred to as 'findings' 
throughout this report) POL should address in support of its strategic aim. 

• Consider wider thematic areas that could strengthen POL interactions with PMs including 
(but not limited to) governance and organisational structure, accountability and 
responsibilities, communications and relationship management and training. 

• Develop a risk-based prioritised roadmap showing potential sequencing of 
improvements to support interactions with PMs. Whilst this did not include an 
assessment of the costs of implementing these changes, it does focus on the areas that 
are likely to have the largest potential impact in reducing the risk of PM detriment. 

We considered the above by conducting a wide range stakeholder interviews across POL to 
understand current processes and activities across the organisation from a Governance 
standpoint, and across the four stages of the PM journey below: 

We have also performed a high-level review of documentation to aid process 
understanding, or to validate stakeholder feedback, where we felt this was required. 
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This Project was conducted as follows: 

We mobilised a leadership team and five core teams each consisting of two to three 
individuals with access to relevant additional subject matter experts. Four of these teams 
led the analysis of activities within in each of the four stages of the PM journey based on 
the initial list of activities within each stage as provided by POL. The final team focused 
on the wider thematic areas that could strengthen POL interactions with PMs including 
(but not limited to) governance and organisational structure, accountability and 
responsibilities, communications and relationship management and training. 

• Work was broken down into three two-week 'sprints' across the project with key findings 
reported to POL project leadership at the end of each sprint phase (refer to Appendix C 
for a list of meetings held with POL leadership, including summary of content presented). 

• Each team conducted interviews with stakeholders across POL to understand what 
improvements have been made to date and what improvements are planned or in 
progress. We also considered what further improvement opportunities exist for POL. 

• Information was obtained by: 

Interviewing the head of each business unit and relevant team members across POL 

high-level review of documentation to aid process understanding, or to validate 
stakeholder feedback, where required. 

• Where we identified any gaps or further improvement opportunities, we validated our 
findings and suggested recommendations with POL responsible and accountable action 
owners. 

• We presented emerging findings and recommendations periodically at weekly 
Postmaster Experience Roadmap Steering Committee meetings and bi-monthly 
Postmaster Experience Roadmap Forum meetings (refer to Appendix C for a full 
schedule of meetings held, including POL attendees and information presented at each). 

Our fieldwork was completed based on review of key business documentation and 
workshops and interviews with stakeholders across the business between 11 January and 2 
March 2021 (see Appendix D for a full list of stakeholders consulted). The findings in this 
report reflect the latest position as of 3 March 2021. 

The scope of this Project did not include: 

• Direct contact with PMs (however, we did consider the extent to which POL engages with 
PMs to support the overall strategic aim of putting PMs at the heart of the business and 
looked at feedback e.g. from the PM Survey on issues that matter most to them, spoke 
to Area Managers around issues faced by PMs and considered information and wider 
evidence including on PM complaints). 

• Operational effectiveness testing. 

• Review of the underlying IT system controls and environment. 

• Assessment of improvements in activities and processes made prior to March 2019. 

• Assessment of the design or effectiveness of improvements made, or improvements 
planned or in progress. 

• Testing or verification of the timing of improvements made, or of improvements planned 
or in progress. Information on timings has been obtained through discussion with 
Management only. 

• Cost assessment of any additional activities that could be used to further strengthen POL 
interactions with 'Ms. (Given the limited funding available POL may therefore need 
to prioritise activity contained with the recommendations or in some cases may choose 
to implement a different approach). 

• Detailed consideration of the historical issues covered by the 2019 Horizon Issues and 
Common Issues Judgements —though as highlighted on the previous slide this work was 
completed with awareness of activity happening in these areas and any findings and 
recommendations mentioned here are made in with this wider context. 

• Validation of work under taken by Internal Audit or other third parties. 

• Legal analysis or engagement in connection with the process and report. 

Furthermore, this Project is one of a number of related activities taking place across POL 
following the Commons Issues and Horizon Issues Judgements (the 'Judgements'). This 
includes work around culture and IT system (See figure 1). This Project has been conducted 
separately and does not: 

• Summarise the work performed across the different areas of POL 

• Formally assess any follow on or follow up activity in relation to these Judgements. 
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Reference 
Finding Name Finding Progress 

Number 

OF1 Appeals and disputes for contract The appeals and disputes process regarding contract terminations or suspension has not been clearly communicated to PMs 
terminations or suspensions to ensure they understand the options available to them and that the procedures and timescales are clear. 

BI]. Maintained Error Limits Where there is a difference in a POL settlement account for a process affecting branches (for example ATM or Lottery) for a 
specific amount (which varies by product), rather than issuing a transaction correction which would move the difference to a 
PM's branch account, the amount is instead 'written off' to a POL P&L account leading to potential PM financial detriment. 

B12 Settle Centrally Currently the PMs can only 'Settle Centrally' for amounts of> £150 and any amount less than this currently needs to be 
'made good' by either cash or cheque by the PM each month. Also, there is no dispute functionality within Horizon in order 
to allow PMs to easily dispute any amounts that have been 'settled centrally'. 

B13 ATM transaction disputes There are a lack of effective procedures in place to manage ATM transaction disputes, raised by customers through Bank of 
Ireland (Bel), who are the Link member currently managing the POL ATM network. This leads to potential PM detriment. 

BC1 Shortfall Resolution Scheme The historical shortfall resolution scheme does not cover the period between each branch's migration to HGNA in 2017 and 
Exceptions 2018 and the common issues judgement in 2019. Should PM detriment have occurred in this period (e.g. arising from 

contract termination or unpaid suspension), this detriment will not have been investigated or compensated. 

BC2 Postmaster Debt Uncertainty No investigation has been conducted to identify and resolve any PM debt accrued between the implementation of HGNA and 
the establishment of new ways of working between HMU and BAU. This leads to a risk that PMs who accrued debt in this 
period do not have certainty over their historic debt balances and do not understand if, how, or when they will be resolved. 
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Reference 
Number 

Finding Name Finding Progress 

G:1 Complex Systems lancscape There are a number of different systems in use for processing and recording interaction with PMs, as set out in the diagram 
making single view of PM shown in Appendix G. Multiple systems are in use by different teams, and a combination of these systems are required to 
challenging paint a holistic view of a PM at any one time. 

(3 2 Values and Behaviours not yet The desired cultural shift to putting the PM at the heart of all activities has not been consistently embedded yet across POL. 
embedded across organisation Additionally, 'Post Office Values' have yet to be developed and communicated. 

G3 No overarching PM focussed To date, there has been no overarching mechanism in place for review of POL performance in providing services to PMs or a 
governance forum governance forum to help oversee and drive required PM related decisions and actions through to completion 

G4 No detailed plan to implement the There is no detailed plan for activity behind the high-level data strategy or agreed funding and resourcing to take forward 
high-level Data Strategy activity around MI, data utilisation and optimisation. 

G5 Insufficient clarity on roles and POL's organisation is complex and there is a lack of clarity between teams on roles and responsibilities, which undermines a 
responsibilities cohesive approach across the Postmaster journey. This is being addressed by some of the organisational re-design activity, 

but will need to be embedded. 

BC3 Use of memo view may mean that 
PMs are not sighted on all urgent 

The processes in place to push urgent operational communications (e.g. around notification of scam calls) to branches is 
based around memo view. At present, messages are not retained on the system, meaning that if PMs miss them initially they 

communications may be unaware of security or other business critical risks. 

BC4 Insufficient PM Remuneration MI PMs are not provided with sufficient information to understand their remuneration from a performance perspective and are 
unable to readily assess how their remuneration compares with other similar branches or their own trading performance ri 
prior years. 

BC5 Design methodology and process Many existing products have been designed based on cost-based metrics and in isolation, rather than in a manner that 
prioritises the PM experience. This has led to several PM-operated day-to-day processes being complicated and difficult to 
administer. 
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Reference 
Finding Name Finding Progress 

Number 

[ICU Cash discrepancy investigation 
procedure misalignment 

There is no Service Level Agreement (SLA) for investigating cash discrepancies (e.g. a PM having less cash in their tills than 
their system declares), which can result in such discrepancies, on occasion, not being fully investigated before the CCTV data 
is removed, which happens after 90 days. 

B14 Accounting disputes process Accounting disputes processes have not been clearly documented and effectively communicated to relevant POL staff, nor 
has guidance been produced and shared with PMs to clearly explain the options available to them and what the procedures 
and timescales for reply and resolution are. 

B15 Complaints handling processes Complaints processes have not been clearly documented or effectively communicated to relevant POL staff. Additionally, 
guidance has not been produced or shared with PMs explaining the options available to them and what the procedures for 
complaint reply and resolution are. 

B16 Absence of SLAB for issue SLAs have not been set for issue resolution processes across POL and there is also no effective monitoring in place for either 
resolution processes efficiency or quality of POLs response to issues raised. 

OF2 Perception of bias in Investigation There is no clear objective party involved (from a PM perspective) during POL's suspension, investigation or termination 
process processes, or in situations where there has been appeal lodged regarding these items. 
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In the course o° tf , ! work, a nun- i r of therms; have become apparent in respect of the observations raised. Nine th=w r r > _ ., , i _ en
area 1um ,e of ,' ,,n fi : , nt (par:ic ,Wv urgent and high-priority) findings, which we have summarised in this sec-in- . . 

The nine themes are: 

Figured -rem

Each theme has been structured to show a summary of the observations made, key progress or activities in progress and suggested recommendations or principles for 
consideration. The findings in these nine themes are sur€irnarised ri this section then described in more detail ir: tfie Dc ci ed I indings Seetions4 to9. 

These align closely with the areas flagged in the recent PM consultation survey as priorities for improvement. Beyond PM rerumeration these key priority areas raised 
by PMs included efficiency of systems and processes, including IT systems, the need for better communication, transparency around queries and complaints and 
improvements in training and MI.* 

* See PM consu'tation themes, final data, 22nd Feb 2021 
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1. Governance Context 

Governance is key to supporting business strategies and objectives, to support alignment and focus on the right areas of activity and to ensure risks are mitigated 
in areas that are critical to delivering desired outcomes. POL's desired shift to a PM centric business needs clear governance and end-to-end oversight. 

Current position 

There is no single overarching end-to-end governance over risks and activities that could be detrimental in their impact on a PM. Our findings have highlighted a 
number of areas where key aspects have been lacking across POL in respect of focussing attention, resource and activity on PM centric issues. 

How are PM centric 
To date, there has been no overarching mechanism in place to review POL's performance in providing services to PMs or a governance forum to help oversee 

risks identified, 
and drive required PM related decisions and actions through to completion. This lack of an end to end PM centric forum and visibility of PM related issues has 

mitigated and 
manifested throughout POL and resulted in a disparate and non-cohesive way of working with PMs and with less focus on the issues that matter most to PMs. 

monitored? 
In addition, there has been insufficient information made available across POL and to PMs to support driving a more PM centric approach e.g. branch trading 
MI (Ref G3). 

Risks impacting PMs have not previously been well articulated, and further effort is required to make the impact on the PM clearer in risk descriptions. There is 
also currently no mechanism supporting the shifting of attention onto emerging risks that may require more attention or are operating outside of risk appetite 
as the risk management framework in place does not allow these to be identified or discussed in an appropriate governance forum (Ref 63). 

Management information is key to supporting governance and decision making and multiple observations around the quality and use of it have been 
highlighted in section 2.4. Improvements are required to ensure the right information is being collated in order to drive appropriate decision making by POL, so 
that activities and focus can be on those areas where attention is required. The current MI and reporting in place does not provide sufficiently clear 
insights into how POL is performing against its PM centric objectives, or a clear enough view on branch performance or conformance insights through the KPIs 
in place. MI has not been optimised to support decision making, and there has been no centralised forum where end-to-end PM related MI has been received 
and reviewed by management to support these objectives. We note some good recent progress in this area with the introduction of the Voice of the 
Postmaster forum in February 2021, which will review PM insights and some PM metrics, 

• As noted further in the Culture section (3.3), POL has not historically had a culture which encouraged transparent feedback or continuous improvement 
activity. This is a key part of an effective governance framework, to learn and improve processes on a continual basis. (Ref G7). 

Recommendations 

Specific recommendations for these areas are set out in Section 5. The Voice of the Postmaster Forum and Improvement Delivery Groups recently created are a 
step forward in addressing some of the issues, and the Postmaster Director role (once filled) should also add more focus to the governance aspects. We 
recommend a wider risk-based governance forum (section 5, G2) is developed where focus is on risks and issues that impact PMs and POLs ambitions with respect 
to working with PMs. Information and data, including intelligence from AMs, should inform areas of focus and where attention is required. Actions should be 
driven through to completion by this forum, with clear accountabil ity and responsibil ities in place. A forum of this nature would be considered good practice for a 
significant area of business risk. 
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2, POLCulture and Context 
Staff Support 

Historically, POL has not consistently focused on the organisational culture and how this can support and drive desired strategic objectives. Focus has been on a 
commercial perspective rather than on ways of working with PMs to focus on their needs and requirements to deliver outcomes. A clear shift is required across 
the organisation which requires a significant amount of effort. Steps are underway to progress this through the work being undertaken as part of the Culture 
prograrnme but this will need ongoing focus to ensure a genuine shift in focus towards PMs happens across POL. 

Current position 

A number of observations have been made in the course of this Project about the culture of the organisation in regards to ways of working with PMs, 
Does the culture communication, and shared values and behaviours. Putting the PM at the he-'~,ri of the business is not yet embedded throughout POL's culture, processes, and 
support the strategy resourcing structures. Examples include: 
and are mechanisms . Values and Behaviours are not yet articulated across POL (at the time of reporl.ing). Whilst we understand there are plan in place to do this, as yet these have 
in place for 

not been clearly articulated or agreed (Ref G2). Cultural initiatives and activities (described at G2) under the Driving Postmaster Centricity workstream have 
colleagues to 

already started prior to these values being articulated. 
support PMs? 

Core policies and processes in operation across the PM lifecycle have not always considered PMs needs or had the view of a PM embedded within them. I he 
POL strategy has previously focused on cost reduction and commercial return. We also noted a lack of cultural and soft skill training provided to key PM facing 
teams, such as the security team and support teams, which has not adequately equipped teams to support PMs effectively (Ref BC12). 

• In addition job descriptions, recruitment and induction processes don't currently reflect the PM centric approach or focus on how PM services needs to be 
built into performance objectives (Ref BC11). 

• Consistent feedback mechanisms and continuous improvement have not been in place across the organisation. Many issues have been raised to various 
external and internal groups over a period of years but no action has been taken or followed through as a result. This has impacted colleague motivation 
across POL and PMs who do not feel as though their concerns or suggestions have been listened to and taken into consideration. In addition, it is not clear to 
some colleagues how to make suggestions for improvements and what the appropriate mechanism is to do this. This absence of a continuous improvement 
culture also impacts the ability of the organisation to assess and respond to valid feedback that may be gained from those in operational roles (RefG7). 

Recommendations 

Plans are in place to start addressing the required shift in culture throughout the organisation, and these activities (Ref G2) will bring POL up to date with what 
mary organisations have been doing for some time, e.g. twinning of senior leadership to day to day operational teams, spending time in different parts of the 
organisation, articulating clear values etc. These will provide a baseline from which POL should continue to develop and embed the required cultural changes. 

Overall, the organisation needs to define its core values, behaviours and purpose in a way that can be understood by all, embedded and consistently adopted 
across POL's ways of working and colleague communications. The new purpose statement and plans underway as part of the culture workstream will drive 
improvements, but there is a long way to go to truly embed this shift in attitude. Developing detail below the purpose and continuing to communicate 
expectations across the business will be key. Focus needs to be on where the PMs fit into the organisation, what their critical role is and how POL teams 
can 'work together' to achieve strategic ambitions. 
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3. Data and Context 
Management Several observations and findings have been made in the course of this work about ways of working with PMs and how to use management information (MI) to 
Information drive effective, data-led decisions and positive outcomes and behaviours. In the recent PM consultation survey, 55% of PMs mentioned that they wanted to see 

more/better MI available e.g., branch sales information. 

Current position 

There are a number of areas where MI has been lacking across POL around (1) Overall ownership and strategy; (2) How data is collated and accessed; (3) How the 
data and MI is used, and by whom; (4) How insights are drawn and presented; and (5) How and where MI is being reported. Currently, significant organisational 
redesign is underway. Whilst the design principles and need for PM prioritisation have been considered, detail behind the overarching MI, data utilisation and 

Does POL use data optimisation strategy has not been developed. The key findings in respect of Data and MI include: 
and MI effectively 

• POL has a high-level data strategy but there are no detailed plans to support putting this in place or resources or funding allocated to progress this activity. As 
to support the 

a result, this limits the ability for POL to make use of best practice in relation to data optimisation and utilisation, such as leveraging data to innovate products 
achievement off 

and services and using telemetry to enhance and improve the PM and customer experience. (Ref G4) 
strategic objectives, 
and the decisions in • Numerous systems exist in POL, and there is no single view of a branch and all the interactions that POL has with them. This limits the ability to have a clear 

relation to better view of insights that can be used to enhance the PM experience. For example, it was found that the field teams can view what the central teams' action, whilst 

outcomes for PMs? the central teams cannot view what the field teams are actioning. (Section 2.6, Ref G4, OF3, POL IA Review: Postmaster Reporting) 

• At present MI and reporting does not provide complete end to end PM insight or enable forward looking decisions to be made, nor does it show how POL's 
strategy is performing to ensure that POL is achieving the desired outcomes (Ref G2, B16). Where metrics exist, there are no early warning indicators or 
baseline metrics that exist in either the Branch Insight Tool (BIT) or in the MI available to POL management and the AMs, which limits POL's ability to take 
proactive measures to prevent issues or capitalise on consumer trends. (Ref 0F3, G1, B16, POL IA Review: Postmaster Reporting) 

• PMs are not provided with sufficient information to understand their remuneration. Whilst remuneration advice slips are provided, PMs are not able to assess 
how their trading compares to other similar branches or compare their trading results (and remuneration) with prior years. Additionally, whilst remuneration 
and sales reports are available on Horizon, these are not user friendly, and PMs are often not aware of these reports or how to use them. (Ref BC4) 

• POL could do more to actively support PMs to improve branch performance. Heavier emphasis is placed on the tier 1 branch network, with tier two and three 
branches having access to some remote support but less frequent AM contact and input. Further details of this are set out in Findings BC4, BC7, BI6, 817, and 
OF3. PMs additionally have limited visibility of their performance data (including TCs) and do not have access to standard, automated information that will 
improve revenue or sales. POL also does not use the data it has available to prioritise the provision of support to improve branch performance. 

Recommendations 

A plan setting out further detail to deliver the data strategy should be developed (Ref G4) centred on the needs of PMs and the business in support them. This 
should include the approach, priorities and requirements for funding and resources to take this forward. It is key that PMs are provided with the tools enabling 
them to monitor and grow their own business using MI. Whilst it is recognised that data analytics is an area where a lot of investment could be made, short term 
focus should be on optimising existing data to support governance forums in ensuring that the right outcomes are being met. The data strategy should be in line 
with an overall technology strategy (Section 2.6). Potential longer-term considerations would be costly and take significant investment, such as an overarching 
data lake, which is supported by a reporting warehouse and MI Insights/Reporting Team or implementing a Self-Service MI Function through existing tools such as 
Branch Hub. 
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4. POL & PM Context 
Communications Effective communication between POL and PMs is key to strengthening effective working relationships. Communication methods have been raised multiple 

times during this project with respect to the need to improve specific day-to-day operational communications with PMs and their effectiveness, clarity and 
consistency. The recent PM consultation survey further highlighted that 62% of PMs want to see 'better communications in general', with 57% noting 
the importance of 'simpler communications'. Communication to date has often focused on what POL want to share or think is important, rather than what
PMs need or what is important to them. 

Current position 

How are PMs Some important improvements in day-to-day operational communications that have already taken place, with tactics and content rationalisation ensuring 
communicated with, PMs have clearer and more accessible messages. Examples of this are at findings B123 and BC28 and include areas such as updates to letters and call centre 
and how are internal scripts to reflect more PM centric wording. At the strategic level, there have been attempts to communicate 'the why', listen to PM feedback, expand the 
communications conversation on different channels, and better target messages (G6). 
considered? 

There is now a clear effort in ensuring communications to PMs are more useful and tailored to PMs 

Despite these improvements, this Project identified several key areas where further work is needed, including: 

• Development of an overarching communications framework, including a documented, scoped and planned project to improve the communications 
between PMs and POL, setting out clearer distinctions and accountabilities between operational and strategic communications. 

• The proliferation of new ways of communicating to PMs (e.g. new channels such as use of WhatsApp) — perhaps in response to the difficulties of 
targeting this audience, the current approach risks confusion, incoherent messages, and insufficient POL control on the information going to PMs. 
Careful consideration should be applied here. 

• The need for a formal processes to ensure that the contents of this strategy (e.g. key messages or vital PM-centricc information) is disseminated to the 
people and functions (AMs and Contact Centre, for example) that have the most touchpoints with PMs. 

As well as these overarching themes, there are several specific findings that touch on PM communications e.g., BC19, BC3 and ONS 80. 

Recommendations 

Overall, we recommend implementing and coordinating a strategic communications framework for PM engagement to cement the planned activities and 
formalise the work already being done —this should be resourced appropriately to allow effective delivery. Recommendations are set out in the detailed 
findings section for the specific day-to-day communications issues noted. 
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5. Systems and Context 
Technology Across POL there is currently no centralised enterprise technology strategy and no vision overall for the target desired technology landscape. There has been 

historic under-investment in technology (particularly to support PMs) which has resulted in a disparate and disjointed system landscape. The most recent PM 
survey shows that a desire to 'simplify/improve horizon' is the 2nd highest priority area for PMs, with 71% of them flagging this as an issue. 

F 
Current Position 
There are numerous different systems in use for processing and recording interactions with PMs, as set out in the diagram shown in Appendix G. Multiple 
systems are in use by different teams, and a combination of these systems are required to paint a holistic view of a PM at any one time. This results in a siloed 

Does the IT 
approach to working and the provision of disjointed support to Postmasters, with customer support teams not having visibility of previous issues / or queries 
raised. The systems in use often do not 'speak' to each other, so there is potential duplication, and effort spent on aligning information or entering 

infrastructure support 
data. Systems are very limited in terms of a two-way flow of data (Ref G1). 

a single view of PMs 
and support them in 

Some systems are old and do not contain the level of functionality required for day-to-day tasks, which leads to slower processing, limited use of systems and 
running their 

teams using workarounds to enable them to access and utilise data e.g., Galaxy. There has been a lack of investment in Supply Chain technology,
businesses? pp Y  which 

has contributed to several issues for PMs and has not enabled them to be able to effectively manage cash and stock, for instance. 

Recommendations 
There are specific recommendations for individual findings in the detailed findings sections 4-9. However, there are thematic recommendations for POL to 
consider which are longer term to optimise the systems and technology landscape. 

Specifically, there is a need to develop an overarching and enterprise-wide forward technology strategy, setting out a vision for each component of technology 
estate required to support operating processes and an overall timetable for key changes required to more away from legacy infrastructure. 

As part of this strategy there should be a clear view, developed based on the needs of the PM and in conjunction with the business teams supporting them, on 
critical elements including: 

• Clarity on standard operating procedures and processes which should be supported by technology. 

• Is a single customer view the goal? What is the optimal way to achieve this? 

• How can POL systems provide a branch with all the details needed to provide the support in one place: such as cash and stock management requirements, 
transaction data, onboarding processes, and transaction corrections? 

• What information would be self service for PMs? How does this link to PM requirements/capability/ training? 

• The extent to which POL continues to rely on third-parties vs. investing in developing internal capability for systems changes and upgrades. 

(Note: wider specific Horizon related IT improvements as a result of the HIJ are being taken forward as part of the work being undertaken by KPMG. Findings 
and recommendations here are consistent with that activity but do not seek to replicate the detail of that work). 
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6. Cash and Context 
Products This theme summarises the high-priority findings noted around cash and product management, each of which could lead to PM detriment and collectively comprise a 

thematic area where significant improvement is required. Overall, 65% of PMs report day-to-day systems, processes and products (including ordering stock, getting 
cash) as a priority areas for improvement, in the recent PM consultation survey . Currently, processes around cash management require heavy manual involvement, 
which is inefficient and leads to cash handling risks. Furthermore, transaction disputes remain an area of concern, with further clarity required around POL's strategy 
it this area (particularly in relation to investing in systems and products that reduce the risk of disputes occurring) and additional assurance needed to ensure any 
historic detriments are managed effectively. 

What processes 
Current position 

are in place to 
There are a number of areas where we have raised observations, including: 

support PMs in 
Cash forecasting remains heavily manual, with an excel spreadsheet used by teams. Additionally, cash counting devices are not consistently used across the 

safely managing 
network, which leaves PMs vulnerable to cash counting errors. Whilst it may not be financially expedient to provide all PMs with cash counting devices, further 

cash and providing 
consideration is required around the provision of such devices across the network given their importance in mitigating errors. (Ref BC21) 

daily product 
offerings? Transaction disputes continue to be an area of concern, with no consistent procedures in place. This risk is particularly high around ATM transaction 

corrections, with aged machines and reliance on Bank of Ireland's data leaving PMs vulnerable to financial detriment. (RefBl1) 

Key products operated by PMs daily are cumbersome and require heavy manual input, most notably ATM and Lottery products. (Ref BC6) 

Recommendations 
Detailed recommendations are set out in sections 4-9 of the report. Overall, POL should consider enhancing its processes for cash forecasting, as well as use of good 
practice equipment and procedures in order to ensure processes in this area are robust and meet the requirements and challenges of PMs, Aligned with this, POL's 
'historical matters' should continue to be the subject of scrutiny, with an assurance review required to ensure PMs are compensated for any historical detriment in a 
fair and transparent manner. Additionally, key products used by PMs must be intuitive, simple to use, integrated within Horizon (in so far as is possible) and support 
robust financial controls to support and protect PMs. 

Central to the challenge of addressing these known product issues (particularly ATMs and Lottery) has been a lack of organisational clarity around who is responsible 
for addressing product issues, which has been coupled with an under-investment in long-term solutions. ATMs provide a good example, with some PMs not having 
access to cash counting devices and counting cash in their ATMs manually. The risk of manual cash counting error this results in is amplified by POL providing PMs with 
insufficient support in managing Bank of Ireland discrepancy claims, which leads to an increased risk of PM detriment. 

Organisational design review activities intend to make this clearer, by placing end-to-end responsibility for all product customer journeys with the product teams, who 
will be equipped with the authority and accountabil ity to resolve product issues. The key challenge for management will be supporting product owners (and holding 
them to account) in working with the business to ensure optimisation from a PM perspective, rather than solely in support of POL cost drivers. Additional challenges 
are presented by contractual relationships with third-parties vis-~-vis products, which will require robust commercial and contract management. 
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7. PM Obligations and Context 
Dispute Resolution This theme summarises several of the urger t and h igh-priority findings identified around PM obligations and dispute resolution, noting that clarity in PM 

obligations —together with the dispute resolution process — has been a historic area of weakness for POL (as referenced in CIJ). For example., in the PM 

....................... ........................ 
consultation survey 57% of PMs highlight the need for more transparency regarding the status of questions, queries and complaints. 

4. , ,,,4.,,., Current position 
he key findings in relation to this theme are summarised as follows: 

Are the processes and 
• There is a large degree of complexity in the number of PM contracts in place. Following the CIJ this has been reduced, but there are still a large number 

(c30+) of variants that can be used. PMs and AMs have inconsistent understanding and knowledge of such contracts due to their complexity and varied practices in POL 
contractual obligations, which at times results in the non-enforcement of contractual terms. There has also been a reduced desire to enforce such terms ensuring fair and 
following the GLO. This has resulted in a significant downturn in suspensions and terminations, with four suspensions and zero terminations in FY20/21 transparent treatment 
compared with 70 in FY19/20. An example was given by an AM whereby a PM was unaware that operating a MyHermes alongside a Post Office is a breach for PMs? 
of contractual obligation (Ref B17). 

• The appeals and dispute process regarding contract terminations or suspension is still being developed. Work remains to be done to establish an 
independent party's involvement in the investigations (and decision-making processes) for both POL and PMs regarding terminations. It was noted that 
there is a contractual appeals policy in place for legacy contracts, which is documented; however, for Locals and Mains contracts, the right of appeal 
was taken out. Work is underway to address this gap. (Ref OF1 & OF2) 

• The process for handling complaints and dealing with queries or issues raised by PMs has not been clearly defined, nor have appropriate guidelines been 
developed and made available to PMs, to help ensure that they are aware of the assistance available to them. Additionally, clear SLAs for issue resolution 
activities have not been set, to enable monitoring and help to identify and address any emerging areas for improvement. (Ref B14, BI5 & B17) 

• Three instances have also been identified where issues have been noted with the accounting reconciliation processes, which are highlighted below: 

o Maintained error limits — Where there is a difference in a POL settlement account for a branch affecting process (for example ATM or Lottery) 
of specific amounts rather than issue a transaction correction which would move the difference to a Postmaster's branch account, the amount 
is instead 'written off' to a POL P&L account. These differences could result in a write off being a cost or a benefit to the PM. (RefBll) 

o Settle centrally - Currently PMs can only 'Settle Centrally' for amounts of > £150 and any amount less than this currently needs to be 'made 
good' each month by either cash or cheque by the PM (Ref B12) 

o ATMs - Procedures in place to manage ATM transaction disputes, raised by customers through Bank of Ireland (Bol), who are the Link member 
currently managing the POL ATM network, are not effective. (Ref B13) 

Recommendations 
Recommendations with regards to specific findings are made in the detailed finding section of the report. In summary, there is a need to create a clear 
framework for contracts, including a schedule of obligations to the contracts. Additionally, policies and procedures need to be drafted, communicated and 
trained on in relation to appeals, dispute escalation, and accounting reconciliation processes. Furthermore, in relation to the accounting reconciliation, 
processes, systems and controls need to be reconsidered in line with the revised practices (Ref Bil, B12, B13, OF1, 0F2). 
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8. Roles and Context 
Responsibilitiesand In order to put the PM at the heart of the business, the organisational structure and the POL teams' roles and responsibilities needs to be reflective of this PM 
Organisational Design centric goal. This work has highlighted the complexity of the current POL organisation and an overall lack of clarity between teams on roles and responsibilities, 

which undermines POL's ability to apply a cohesive approach across the PM journey. The organisation redesign work in progress seeks to remediate this, but 
there will need to be high clarity in order for the changes to be successfully embedded across the organisation and drive tangible improvements. (RefGS). 

Current Position 
Throughout the course of our work, we noted several findings that highlight a lack of clarity over roles and responsibilities, which could have a detrimental 
impact on PMs. Overall, sentiment has indicated a need to simplify the organisational structure to support POLs future strategic ambitions and goals. 

• AMs spoken to over the course of the Project had different views on their core roles and responsibilities. For example, one AM considered themselves to be 

Are POLs 
the conduit between the PM and POL from a perspective of facilitating conversations between the parties, while another stated that helping PMs grow and 

organisational 
manage their business effectively was their core responsibility. (Ref BI8) 

structures and teams' • To reduce organisational complexity, all PM support teams have recently been brought together under the Retail & Franchise Network Director. However, 
roles and interviews with support team members indicated that the roles and responsibilities of the teams are still unclear. Agreement of the field and support 
responsibilities centre teams roles and responsibilities is required between functional heads. 
conducive to • Due to numerous organisation shifts over the recent years, there have been many name changes to the support function roles resulting in 
supporting the right 

confusion amongst both PMs and POL over who is the correct team to contact. For example, the Cash Management team was recently renamed as the 
outcomes for PMs? 

Inventory Management team, but due to a poor communication programme PMs were not adequately aware of this change and have thus not been willing 
to engage with outbound calls from this team. Similarly and the Network Provision Lead 'NPL' has changed names up to five times in the last five years. 
Whilst their role has had minimal change, but this has led to confusion from other teams. (Ref BC10) 

• As set out in the governance theme, there has been no overarching mechanism or forum in place with the specified role and responsibility for reviewing 
POL performance in providing services to PMs (See Section 2.2). 

Recommendations 

Organisational redesign is in progress, and good improvement has been made to date, with the aim of simplifying the organisational structure to support the 
desire to put at the heart of the business. To date, reorganisation to the GE-1 level has been rolled out, with the second tranche of changes announced on the 
El' March 2021. As an example of the changes made, product owners (ATM, Lottery etc.) will now be responsible for the end-to-end processes for their 
product, including any historic issues and/or future activities. This clarity in accountability is crucial as it has been a critical issue previously. However, the 
changes will be challenging to the individuals directly involved, so there is a clear need for the change to be clearly communicated, understood and for 
consultation to be undertaken on capacity and knowledge issues, particularly in respect to historical matters, to ensure that the issues can be addressed 
effectively. 

The organisational redesign process will help to ensure roles and responsibilities are clear as there will be a focus on PMs specifically for those teams who are 
directly PM serving below GE-1. However, further work is needed in ensuring the roles and responsibilities of the support teams and field teams are clearly 
documented and communicated to the PMs as well as the wider business; following this, POL should reassess and consider whether the support levels are 
sufficient to support the desired op model and outcomes (G5). Detailed recommendations can be found within sections5-9. 
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9. Proactive Support to I Context 
PMs Part of the move towards putting PMs at the heart of the business should be around POL providing more proactive support to PMs to improve their branch 

performance - for example, supporting them in increasing sales of certain products, or improving elements of their customer service. With access to 
information on transactions and sales across a branch network of 11,500 branches, there is a huge potential to use this information to identify suggestions 
and improvements to support individual branches. This has the potential to have a significant positive impact on both PMs and POL. 

w 
Current position 
At present, however, as set out in the detailed findings sections, there are several observations that demonstrate support levels are not consistent, or 
delivered in a way to maximise impact: 

How does POL provide • Despite the improvements in the last 18 months to the on boarding training process, PM training is still primarily focussed on products and common 
proactive support to transactions with limited direct PM training around areas such as how to grow or improve business performance only provided to a limited number of 
Postmaster in relation to branches. (RefONS) 
Branch Growth, 
Postmaster Training and • The Branch Insight Tool (BIT) pulls together all the back-office information on a branch and compiles it for ease of use by AMs. PMs do not have access to 
Upskilling, and on-going this tool and as such must request any information directly from the AM. Due to limited AM capacity, MI is usually only shared when they visit PMs, and 
customer support? therefore since Tier 3 branches are visited much less frequently (every 6 months) when compared to the tier 1 and tier 2 branches, there is less 

opportunity for them to receive relevant insight data. (Ref BC4, BC7, BIB) 

• To date, there is no self-service function for PMs to access their branch MI, and as a result all MI must be requested directly through the AMs. This limits 
the ability of a PM to easily make informed decisions to grow their business and thus limits POL's ability to meet strategic objectives. (See Section 2.4) 

• While AM job descriptions include a focus on supporting PMs to grow their business, the approach taken by AMs differs significantly. Of the AMs spoken 
to, not all were aware of this wider role but were focussed only on query and issue resolution. (Ref B18) 

It is also understood that in relation to training there are a number of improvements underway, and consideration of delivery methods is in progress to 
make training as flexible and innovative as possible (ON27). 

Recommendations 
Recommendations with regards to specific findings are made in the detailed finding section of the report. In summary, POL should provide more consistent 
proactive support to their PMs to support them in building their businesses. This would include better access, utilisation and sharing of insights and MI (See 
Section 2.4). Additionally, further training for PMs is needed which should be targeted to what would be the most valuable to them based on their input and 
feedback. Both points in relation to MI and training were incorporated into the hothousing programme which significantly grew branches and it is therefore 
recommended that the hothousing programme is restarted. 

Such proactive support in areas as diverse as customer services, managing teams, sales and marketing is typically seen in wider retail/franchise businesses 
and therefore could be positively leveraged in POL too. 
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Introduction to the Roadmap 

The following pages set out our suggested roadmap for the implementation of the recommended actions identified. The 
roadmap groups of activities against different topic areas, which focus on questions about the Postmaster Journey from the 
PM and POL perspective as set out in the table on the right. Focussing on these questions is key in moving towards putting 
PMs at the heart of the business. 

The required actions to address the recommendations made in this report have been organised into three 'lanes' to 
indicate the time period in which we believe the action should be completed. We have 58 findings, with recommendations 
relating to each divided into the following categories: : 
• ASAP-To be implemented as soon as possible, with completion by May 2021. Ahead of the submission of evidence for 

the inquiry'. 
• Short Term - To be implemented in the short term, after the ASAP improvements, and by August 2021. Before the 

expected release date of the Inquiry' report. 
• Medium Term- To be implemented over the course of FY21/22, with completion reached before March 2022. 
Where recommendations are by their nature more complex and require a longer-term action, we have used an arrow box 
to indicate that they will remain a work in progress beyond March 2022. 

There are several findings that need to be addressed over a longer time scale. These include some of the low-priority 
findings that are not expected to commence until the end of the roadmap activity as well as longer term improvements, 
such as the move away from the Horizon system and the implementation of a full IT and data strategy, which will continue 
beyond this period. Relevant 'owners' have been identified for each action, and group of actions, on the following basis: 
• Accountable Owner —the individual (at GE level for Governance findings and GE-1 level for all others) with responsibility 

fnr ensuring that the action is completed. 
• Responsible Owner —the individual who has functional responsibility for developing the solution and completing the 

action. 
For each action, or set of actions, we have included a single accountable owner to ensure that there is clarity, even when 
activities may straddle more than one Business area. Having this single accountable owner is key to ensuring that the set of 
recommendations is addressed fully and to avoid issues 'falling between the cracks.' 

Do _ri:i,, .I : )d my role, re~rnrsibilities and how to run my Post 
A' Office (0)? 

Do I have the appropriate technology I need to run my PO 
6' 

effectively? 

C Do I regularly have the information I need to run my PO effectively 
and is the appropriate tone used in communicating this? 

D. Do I feel POL supports me to adequately run my PO? 

f I have an issue, am I clear who to contact and am I confident it wil I 
E. 

be resolved? 

F. When I stop being a PM, how do I end my relationship .v th POL? 

lh~ i 1 , i l l ~x pnirpenr>I~~ t NI i heart of our 
G. 

deu:,ionindki iganul. 'nattheyaiesuppuiteJtouui i i ' 

H. How do we ensure that we are delivering satisfactorily for PMs? 

At POL, is technology used effectively to support our interactions 
I' with PMs? 

J. At POL, are we set up to support PMs in the most effective way? 

This roadmap has been developed to prioritise urgent and high-risk areas of activity around PM detriment. This work did not take intoaccountcostorresourcing implications and POLwill 
need to consider these further in finalising implementation plans. Meeting the timescales suggested wi ll require investment and focus of the organisation both in the short term e.g., 
through the shifting of resources to urgent and high-priority areas, and over a sustained period to genuinely drive change, particularly given that some elements of this, particularly shifting 
culture and addressing the technology debt, will take time. 
Our Recommended actions - The Roadmap includes recommended actions that have been identified by us as sensible ways to address the issue identified in the relevant finding. We 
recognise that when assessing the actions, Post Office Limited (POL) may identify an alternative approach to address the issue, to a similar or better level, and is within the spirit of the 
action identified by us — which is fine and to be expected in some instances. 
Guide to the roadmap - the roadmap combines recommendations from multiple findings to address specific themes. Each box groups a cluster of actions that logically sit together and the 
position of the box indicates the period when the recommended action is expected to be completed. The circles provide an estimate of progress to date and the overall accountable owner 
for the activity within the box is show in the top right. Some activities- including implementation of the IT and data strategy and embedding of culture changes will continue beyond the 
time period shown as indicated by the arrows. 

i Post Office Horizon IT inquiry to establish a clear account of the implementation and failings of Horizon over its lifetime 29
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Inquiry evidence Inquiry report 

submission 

ASAP — next 12 weeks (End May 2021) Short term — following 12 weeks (End August 2021)

Op-boarding and early days improvements rCSY vlar,

ON: Clearly define overall on-boarding journey and timelines. 

O'V4. h - I I f - db. rk b d' dDr

FY 21/22 End 

Medium term — FY2122 end (End March 2022) 

PM training T'r. c fv'arO' al ' 
ONS: Broaden the current training programme for new PMs to cover the Iractcal aspects of running a branch. 

I .Ensure[ a,a  ed a., reatingtoon- oar In, an training 
y 

is captured - entrallyto enabla effective anahp;is; Investigation . r3i and 
eelew. 

On-boarding process improvements 
0N7: Increase f21 meetings during on-boarding and offer 

intloductoryvideo cal ls to new PMs. 
ON$: Bring Suitability Assessments forwards. 

a 

velop and implement Technology Strategy .c'f: '':rvilr 
01 POL should develop an overarching and enterprise wide forward technology strategy —which sets out a vision for each component of technology es te and overall timetable for key changes required to move 

away from legacy ',nfrastructure. 

tical Horizon Improvements r'01' Ot inr'l f. : I'1 Sy iid me  Access to security equipment ' ki '`.' 
Upgrade MemoVew functionality in Horizon (HIJ). I tC17: Implement a process that enables PMs in lower 

risk level branches to request and receive 

g Branch Hub to provide information to PMs """ 
additional security equipment. 

PMs to be provided with sufficiently clear information to enable I 
I 

them to confirm that remuneration is correct. Controls over I I 
remuneration to be assessed by IA.

I I I 

Develop and implement PM Communications Framework Clarity & Comma around support roles R&R aining development for PMs 
06: N strategic communications plan for PM engagement should be €BC13: Provide clear structure of support teams responsibilities ~OrN11. Introduce mandatory refresher training for PMs 
developed, ensuring consistent training and communications on their roles. 

BC19: Review the comnnunicaton approach for PMs and assess 
what forums are best suited to meeting PMs support needs.

Inventory Team Ways of Working I I 
8C9 (Continue deploying actions identified in the improvement
plan, in order to ensure PMs receive appropriate support around 

~ 

cash provision. I I 
I I 
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Inquiry evidence 

submission 

ASAP — next 12 weeks (End May 2021) 

ement appeals a nd escalation framework processes 
O _ : implement appeals policy for local and mains contracts (HIJ). 

- : Introduction objective independent PM & POL rep or panel to 
ew termination and suspension decis'ens. 

ess detriment forATM reconciliation 1 t1.'ir:

B Assess PM detriment from ATM reconciliation issues identified by Bol 
and ensure that there is no further detriment to PMs. 

roving dispute resolution processes ; : ' erk: 

Agree and finalise the disputes resolution procedures and clearly 
communicate the dispute process to PM's. 
Agree and finalise the Complaints Handling policyand procedures. 
Develop SLA's for Issue Resolution related activities to ensure 
effective monitoring can take place. 

h supplyand discrepancies t t. Oi'

B Implement SLAB around how ong Post Office has to identify a cash 
discrepancy and how long a PM ha stop ueryl'. 
0th irs't the cI  rote i tion perind• is gning Io the investigation 
period. 

Short term —following 12 weeks (End August 2021) 

Inquiry report FY 21/22 End 

Medium term— FY2122 end (End March 2022) 

Frequency of PM Support N 9.nWn
FC7 fort roe to adjust the :ie-ing system so that it is based on PM support-  focused metrics. Consider transparently communicating 

the system to PMs. A

On-boarding performance metrics al I 
ON4: Ensure there is a process to analyse and r  gate 

PM Feedback survey results, and review existing 
processes to drive continual improvements toon-
boarding and training. 

ONh: Update the performance metrics of the on-boarding 
team to include KPI's around quality, experience or 
satisfaction measures. 

Develop consistent processfor loss reclamation 
BC1SAgree a set of processes for recovering established 

"fosses, as per POL's vision and risk tolerance. 

g

~ N 

g 

I 

tKt Exit interviews 
OF4: Introduce process to conduct exit interviews with PMs. 

Recognising PMs for their service A VsK i h 
Dl v: Ensure that there is a process in place to thank all outgoing 

................................................. A A A 
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Inquiry evidence 

submission 

ASAP — next 12 weeks (End May 2021) 

Inquiry report 

Short term —following 12 weeks (End August 2021) 

FY 21/22 End 

Medium term — FY2122 end (End March 2022)

tablish and embed cultural values and behaviours 11 
G2 Confirming values and Behaviours should be a priority activity frcr which other activities and messages should be tailored. These values and behaviours should be embedded in training and pol icies, and 't shoull 

be clear how they support the strategy of the organisation. 0 m 

Develop plan to deliver data strategy 
04 

 
evelopirent oi- a holistic plan tc deliver the data strategy 

N 

Crow PM centricity across support network N J uli ,',a l•  
BC12: Develop and implement targeted soft skills training for frontline teams. 

1 
BC 11: Introduce objectives for front line teams and review remuneration structures/ incentives. Additionally establish consistent call quality 

monitoring practices, around PM centric metrics. 

l7 
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E4: he creation of an overarching Data Lake, which is supported 
a Reporting Warehouse and MI Insights/Re porting Team

Review On-boardingfinancial assessment Process k, ';l7 yri 5ltiiO eview and agree shared terminology 
ON2. Complete review of financial Assessment process and 

~__R

N 819. Review terminology across Business Support Teams. 
communicate updated process to all teams relevant to on- a - ---- 
boarding. 

Training development for AMs 
BIB;: Create a clear framework with a set of SOP's for the 

Assessment and update of Training AMs to help consistently deliver branch performance in 
ONE: Implement a cross-functional training review forum, relation to branch optimisation, revenue growth, non-

adherence or branch related issues. 
ON10: Review class oom training assessment format. AFSz Roll out AM training programme re off-boarding and 

Data Utilisation and Indicators fra.y "`'•a'erail 
ON): Create on-boarding SLAs in line with the new cultural

direction. 
ON9: Assign appropriate resource to analyse eLearning MI to

improve training. Ensure data integrity issues are resolved as 
part of this.

ON12: Re_v'ew owner, intent and purpose of the branch contact file.
------------................--

branch management. 

N

N 
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Inquiry evidence 

submission 

ASAP — next 12 weeks (End May 2021) 

Branch performance
BIB Create branch performance management framework. 

BI7 Assess what contractual information should be made available 
to AMs to allow them to understand and identify what might 
constitute a breach of contract. 

OF3: Introduce early warning alerts to BIT to flag issues to AMs. 

Inquiry report 

Short term — following 12 weeks (End August 2021)

----------------------------- — --------. 
tablish PM governance forum 

Establish an overarching forum focused on PM risk 
management, PM performance and issues oversight

N 
management with clear accountability assigned.
Establish and define key metrics and thresholds for 
tracking and prioritising actions. 

• tablish Continuous improvement processes 
 
ra"y'v''''

€ G7 .A continuous improvement mechanism should be visible 
and available, 

N N 
PM reporting Bt'alF' 

Complete Internal Audit recommendations on PM 
re_port'ng. 

Feedback on the resolution of issues 'erk`rs

Bill: Formal feedback avenues for PMs to be integrated 
within service provision processes. 

Resolving historic system control issues 
Investigate and quantify the maintained error limit issue. Resolve maintained error limit issue, including any disclosure

~.A and reporting requirements 

Remove the f150'settle centrally' limit. N 
Review end to end settlement and transaction processes 

FY 21/22 End 

Medium term — FY2122 end (End March 2022) 

Third party data  ns 

8C16: Review current end-to-end approaches to 
managing the integrity of third-party data, Including 
areas where errors could lead to financial loss for 
PMs. 

E '~ N N I 
O O m Assess Stock entry processes r.:i ' :a^ .. 

BC14: Assess the stock entry process with a new process and 
® or system implemented that allows automated, ® N I barcode based replenishment, to reduce the need to

Q) 4 3 enter stock codes manually. N I o

L O 

0 L  C improve cash forecasting process eurse is s 4: ncock N N 
M BC21:Consider use ofa more sophisticated cash forecasting N N 
tlA 

C tool to replace the Excel spreadsheet that is currently 
_ 0 N used to perform forecasting. N N 
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Inquiry evidence 

submission 

SAP -- next 12 weeks (End May 2021) 

P Shortfall and debt resolution 
BC Confirm the scope of the historical shortfall scheme and agree 

the process to resolve potential PM financial detriment 
between 2017/18 and the CU.

BC Determine how PM debt balances that arose after the HGVA 
implementation wil l be managed 

ional redesign 
Embed roles and responsibilities following op model 

lanis:t 

nges. 

F1

Deloitte LLP 2021— Postmaster Journeys — March 2021 

Short term — following 12 weeks (End August 2021) 

Product management M. Kesrale. 

Review products against design principles to ensure 

velopment of knowledge articles 
i 
' 'r 

Ensure that enough time is available to update 
associated knowledge articles into al l product change 
projects prior to project close. 

BCi ; Cleanse existing Branch Hub and BSC 
product knowledge articles to remove outdated ones 
and add in the latest product guidance. 

Inquiry report 

Simplifying PM support 
ON8 : Further simplification of the suitab'lity assessment 

process. 

change Management Process 
18C8; Engage a cam rris programme to all tearns, to support 

awareness that the change management process is 
open and available for PM-centric changes. Add'tionally 
continue work to streamline change management 
processes. 

Private and Confidential 

Medium term — FY2122 end (End March 2022) 

FY 21/22 End 

Assess support resources required 
BI:10: Assess service delivery timescales to PMs to assess 

whether additional service support resources are 
requ red to provide an efficient and timely service to 
PMs. 

BC20: Conduct a resourcing assessment to determine 
additional resources required for the security team to 
provide a strong level of proactive support for PM:. 

34 



POL00038115 
POL00038115 



POL00038115 
POL00038115 

Sections 5 to 9 1 this rs port outl ine the c t..ile e : €r sin,;_ across our five work streams. This begins with governance and then considers each of the four stsigm. ci ti-ho PP. . is s. r : 

cch s._cii n rriCtured accordingly: 

1. Overview -- includes a high-level narrative of the Civ ties involved in each stage of the PM journey, including a summary of all improvements made, planned and / or in progress by 
ii e'., ._went. We also provide a summary of finci g rl  nt'led €r rrr this Project, mapped aga€rst the rating methodology as defined in Appendix B. 

2. Improvements Identified —each improvement ol;p ; :inht / Un iir has been rated in accordance with our view of PM del:riment or experience, based on the definitions outlined in 
Appendix B. Our recommendations are suggested act iclns for consideration by POL Mar agement only, and there may be alternative ways to address the findings identified. For each 
finding, we have set out: 

• Reference No. ---- each finding has been assigned a prefix based on the work stream it relates to. For example, On-Boarding and Early Days is prefixed with 'ON', BALI 
Continuous Activities is prefixed with 'BC'. Each finding then appears in numerical order starting with 1. 

• Recommendations — each recommendation appears in the prioritised roadmap for POI-. (refer to Section 2 of this Report). The Reference No's have been used to cross.. 

reference the activities in the roadmap against the findings and recommendation s in the following sections of this Report. 

• Responsible — we have included POL responsible action owners based on who is currently responsible for the processes or activities raised in the recommendations. In most 
instances, this has been validatc.'r ,vith, or nom 'nated by, the POL accountab e person. 'There may bf-.e additional responsible owners than whom we have identified, and it will 
be up to the acccr,;r, i a ble al:iior ' eons to icr a-i iV this. Whilst these narnr-a• m ay be curreni: at the tr is of this report, this is subject to change based on the 0 p_ ..o national 
structure and roles and resporsibilities of ti ese individuals when these reconun- ndations are addressee . 

• Accountable — at GE-1 level, ,Aith the exception of Governance Findings which have beer assigned GE sponsorship given the size and nature of these findings. WI 1st there is 
. czally only cn accou i _.r;I • owner for each hiding,  there are some f€ c;ili s that have multiple errnr, iahle owners. For r w,,m P. finding rel BCS h ' orI li iplc n I t 

<:cr:ountable product owners. 

• Pr ,g a:rd Estimated f ompiet:ion Date — Harvey Balls have been used to indicate managemc"r't's progress towrrres aca r:_; . inl',our `in iii _;s and recornmenc'ations. ave 
also included a suggested corn ;lent on date for our recommendations, which maps against the suggested completion sates in the re' map in Section 2 of this report. 

3. Improvements Noted - this is a su€r. mary of improvements is e b r_r.r,s ernent in the past 12-i P r:ioriths in h e with the_ strate "i. ' or puttine, PMc at the teart of the fr- 
We cehtai''Ft1 this iil'ermntis i i ilr~ E sh :.irs t Iota, '€ im' e from _,̀ ta ct?lac Iorkshops only. We did not verity the timing of irnprO F r{ - r c mace, nor did we assess the 

ce i ri er eitf  I•;' r (t,-u I i H. r e . 
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He tot i. rvinF te . Ie: etr r r;t H. 10 I n,iml,er of er)tified from fl a , j .,i  ,a~ards .ddres . n the e. Ihis t ab le car rot inrlrids findings 
el a :'Sod from oths p ojects (lot example Norton Rose or KPMG work) as outl ined on page /. herefore, In acdrtion to the 58 tinds gs heluw. PUL should, ds d matter of iagl i-pi iurity, 

complete the CIJ actions as agreed with Norton Rose and the HIG actions as agreed with KPMG. 
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High-level Overview 

This section encompasses our broader observations that have arisen across holistic areas such as: 

• Organisation design; 
• Roles and responsibilities; 
• Communication; 
• Culture; 
• Data; 
• Technology; 
• Risk management; and 
• Governance 

These areas all underpin the day to day operational business activities and are therefore fundamental in supporting and driving the shift towards a PM centric business, and ensuring the 
focus is on the PM. Each of these areas plays a role in the end-to-end PM Journey and the support they receive, as wel l as the support that the POL teams require to deliver on their PM 
centric objectives. 

Specific observations on particular stages in the PM journey are outlined in sections 5-9. However, there are additionally some general overarching observations which are outlined in this 
section. 

The following table sets out the number of findings or improvements identified Ly i isk rating: 
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Summary of improvements to date 

A number of change initiatives are underway in some of these broader areas, such as the Driving Postmaster Centricity cultural workstream, which includes activities that have commenced 
in respect of cultural understanding such as listening groups, and commencing the articulation of desired values and behaviours. 

From a governance perspective, a Voice of the Postmaster forum has also recently been created, which meets on a monthly basis and reviews PM Insights gathered and a selection of 
Postmaster metrics or a dashboard. There is also ongoing work in respect of identifying risks that have an impact on PMs, which will allow greater insights into areas that may require 
additional mitigating activities if the activities are outside of risk appetite thresholds. 

There has also been a notable shift in communications with PMs, with better targeted communications for PMs being developed, and listening initiatives to open up conversations between 
POL and PMs on a more regular basis. 

See Section 5.3 for further details of improvements noted. 

Summary of further improvements identified 

We have outlined five high-priority improvements and two medium priority improvements across these overarching areas. The high-priority findings are summarised below, with full details 
and recommended actions provided in the following section: 

1. Complex System Landscape making single view of PM challenging (G1): There are a number of different systems in use for processing and recording interaction with PMs. Multiple systems 
are in use by different teams, and a combination of these systems are required to paint a holistic view of a PM at any one time. 

2. Values and Behaviours not yet embedded across Organisation (G2): POL values, ways of working, and leadership behaviours, which will support the purpose and cultural change desired, 
have not yet been identified and articulated. These are not being approved and agreed by the GE until at least mid-March. 

3. No Overarching PM focused Governance forum (G3): There has been no overarching mechanism in place for review of POL performance in providing services to PMs or a governance 
forum to help oversee and drive required PM related decisions and actions through to completion. 

4. Lack of a plan to deliver against the high-level data strategy (G4): There is no detailed plan for activity behind the high-level data strategy or agreed funding and resourcing to take forward 
activity around Ml, data utilisation and optimisation. 

5. Insufficient clarity on POL roles and responsibilities (G5): In line with the current organisational redesign work underway, it is essential that roles and responsibilities and expectations of 
those roles are embedded throughout the organisation as these changes take place. 

The medium priority improvements relate to a lack of an overall communication strategy (G6) and the need for a well managed, clear feedback mechanism to support continuous 
improvement and suggestions from PMs (G7). 
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Reference 
Finding 

Number 
Recommendation Responsible Accountable 

Progress & 
Suggested 
Completion 
Date 

G1 Complex System Landscape making single view of PM challenging 1. In the short terra, adeta;led review of systems should be Responsibilities Jeff Smyth 1,2,3: Short 
performed to under stand where there could he better for term —

There area number of different systems in use for processing and recording interaction integration. IVlanap,ement should work with POL IT to id- stify requirements following 12 
with PMs, asset out in the diagram shown in Appendix G. Multiple systems are in use by whlnh technologysolutions w II best meet the business needs will sit across weeks (End 
different teams, and a combination of these systems are required to prints holistic view of a and outline requirements different ,?ugust :'021) 
PM at any one time. The systems in use often do not speak' to each of -,;,r' business areas: 

2. Perform additional systems training to ensure that systems 
This lack of an overall picture results in a siloed approach to working and the provision of are being used as effectively as possible, e.g., on Dynamics, to Gary Walker, 
dlsjorrted support to PMs, with customer support teams not having visibility of previous issues ensure joined up across Business Support and other PM facing Simon Oldnall, 
/ or queries raised. This results in a risk of duplication, time wasted or the wrong interventions teams, Tracy Marshall, 
and/or decisions being made due to Incomplete information. There is a risk of detriment if a Andy Kingham, 
PM raises a dispute that is not effectively dealt with if multiple teams on different systems are 3. Inparallel, POL should develop anoverarchingandenterprise- Tim Perkins, 
involved, wide fo ward teclhhnologystrategy, viii l sets out I vision for Russell Hancock, 

There has been some consideration to date of systems landscape and mapping, but this is in 
eacs component of technology estate and overall ti wetanle for 
key changes required to more away from legacy infrastructure. 

HenK van Hulle 

the early stages. 
As part of this strategy there should be a clear view, which 
should be developed in conjunction with the rest of the 
business, on some critical elements including: 

• Clarity on standard operating procedures and processes 
which should be supported by technology. 

• Is a single customer view the goal? What is the optimal way 
to achieve this? 

• How can POL systems provide a support PM with all the 
details needed to h'mvdethe support in parr' place', such as 
cash and stock management requirements, transaction 
data, onboarding processes, and transaction corrections? 

• What information would be self service for PMs? How does 
this link to PM requirements/capability/training? 

• The extent to whin POL continues to rely on 3rd parties vs 
development Inter cal capability fo :,vsrerns changes and 
upgrades. 

4. Longer term activities would then involve architectural 
improvements to the underly'ng systems required in line with 
POL's technology strategy. 
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Reference 
Finding 

Number 

G2 Values and Behaviours not yet embedded across Organisation 
The desired cultural shift towards putting the PM at the heart the business has not been 
cons 'stentlyembedded across POL. PCLvalues, ways of working, and behaviours (which 
wil I support the culture change desired) have not yet been identified and will rot be 
approved and agreed by the GE until Q1/Q22021. 

Whilst there are already activities being undertaken through the culture workstream 
(such as Roadshows and Adopt an Area initatives), until high-level values are defined, 
such activities wil l not be able to consistently reinforce the POL vision. Continued and 
regular comrrnuni,.etion must be conducted to reinforce values and behaviours desired, 
once these have been established. 

Significant effort has been made to improve cultural engagement over recent months, 
and the initiatives are similar to what other organisations have had in place, such as 
townhall meetings, job twinning etc. Specific improvements are: 
• Engagement events (prior to COVID), consisting of small groups of invited PMs and 

executive and senior POL colleagues, as well as regional listening groups hosted by 
AMs. A survey was issued in April2020to understand what Post Office could do to 
help PMs during COVID. There were also 'We're Stronger Together' events in July 
2020 across nine regions and POL has subsequently published 'you said, we did' 
feedback. 

• A Driving Postmaster Centricity culture workstream was commenced in January2021 
and will run to July. This will support deliverables aimed at developingvalue 
led behaviours in line with POL's ambition to be PM centric. Currently, some 
activities had commenced, including an "Adopt an Area" activity aimed at 
encoui at rg Su:_ members to meet with AMs to listen to PM feedback, Key themes 
arising from this activity wil l be fed into the rev, voice of the PM forurn (discussed in 
the Governance sec-ionl, anc into discussions v, ith the GE in March 20221, orr key 
priority areas to focus Improvement efforts c  There Is a Iso an org-wide Pulse 
Survey this year, which ha, included a number of new questions to Earn insights from 
colleagues or satisfaction, strategic engagement, values and leade-ship and to act as 
a baser ne for fu they improvements. 

• Listening pro upswe aalnosumcc -rcedInFebruary,togainInsightfromPMstohelp 
drive the design of the POL new values, ways of wor king end leadership behaviours 
that wi I supportthe POL purpose and the culture changes required. I he resrilts of 
the initial listening groups are expected in March 2021, with a review of the results 
and definition the subsequent values and behaviours expected to be agreed with the 
GE in April 2021. This wil l trigger further activities to embed these agreed ways of 
working, through a formal launch of the values and behaviours via the "We are Post 
Office" campaign. A Week in the Life of a PM is a further activity designed to provide 
support function colleagues with an immersive experience to see what it is like for 
a PM running their own business. 

Recommendation 

i. Confirming Values and Behaviours should bee priority activity from 
which other activities and messages should be' - lore-ri These values 
and behaviours should be embedded In training and policies, and it 
should be clear how they support the strategy of the organisation. The 
planned activities should happen 1) tandem ;.'ith vv der org redesign 
changes so that messaging and the right audience are targeted at the 
appropriate time. There alsoshoulr. be continued liaison with the 
Comic unicatonsteam to sharethe desired values and behaviours in a 
co-ordinated approach. 

Key cultural aspects for POL to ensure are focused on throughout the 
planned activities are: 

• Being clear about purpose, values, and aligning purpose and 
values into the business model and strategy. 

• Defining what PM-centric really means or a day to day basis, and 
how this can be measured and assessed. 

• Delivering a clear tone from the top in embodying the purpose 
and values, promoting a positive workplace culture. 

• Using the purpose and agreed values for decision making and 
focusing on key priorities. 

• Communicating and motivating colleagues to exhibit the desired 
behaviours. 

• Having a mechanism in place to measure whether the desired 
culture is being achieved, to ensure that progress is being made. 

• Arise on feedbac<rece'ived through cultural surveys e. the Pulse 
Su vi'  vrrlch i - currently underway wil l he really Insight'ul and 
includes cultural questions for the first tune, so it wil l be key to 
review the results and adjust culture workstream activities as 
required. 

• Consider other data sources to evaluate the culture, such as 
turnover, sickness, community impact, quality of service etc. 

2) Specific and regularcommunicat'ion on values and culture is 
required to embed the PM centric foes across the whole organisation 
to ensure the cultu sal shi t becomes part of the norm for all POL 
colleagues in -i l l roles. 

Responsible Accountable 

Progress & 
Suggested 
Completion 
Date 

1) Juliet Lang, Lisa Cherry ASAP — next 12 
DalsyJope, weeks (End May 
Stephen O'Reilly 2021— Long 

2) Richard 
Term 

Taylor 
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5.2 Governance: Improvements Identified 

Reference Finding 
Number 

Recommendation Responsible 

Progress & 

Accountable 
Suggested 
Completion 
Date 

G3 No Overarching PM focused Governance forum Use the Voice of the PM forum to review the collated PM Insights in the short term, to Gareth Clark, Amanda Jones Short term — 
understa nd priorities and other MI that may be required, whilst establishing an overarching following 12 

To date, there has been no overarching mechanism in place to governance forum/committee to sit on a Quarterly basis that achieves the following; Mark Baldock weeks (End 
review POL performance In providing services to PMs, nor a August 2021) 
governance forum to help oversee and drive required PM • Understands all the risks associated with PM across the POL and the controls in place to 
related decisions and actions to completion. This lack of mitigate these risks 
visibility has manifested throughout POL and resulted in a • Sets clear risk appetite for each area of risk and therefore can prioritise mitigating activities 
disparate and non-cohesive way of workingwith PMs and a Identify and set out assurance requirements across the 3 Lines of Defence over the key risks 
lack of focus on the issues that matter most to PMs. None of • Has an agreed rnechanism for prioritising activity onto the key areas of risk across the 
the existing forums consider all the required elements of a organisation 
cohesive risk-driven BAU committee, which we believe is Establishes key PM metrics that require tracking and establish thresholds/ risk appetite for 
requ red to oversee and govern the progress required in order these -netrics 
to place PMs at the heart of the business. Each current group Recevec relevant Ml on key agreed metrics that align to key areas of risk identified 
has a specific remit for a specific purpose, out -here are several • Receives regular inputfrom AMs and field teams on issues across -he network 
assectsthataie not being captured by tire curientgioups. Reviews MI in relation -o branch performance at a product level, (including for instance 

A.cditionally, there is no mechanism in place to shift attention 
transacrl urn correctlors( 

• Has the authority to -eview points routed through for escalation and make decisions and 
onto emerging risks that may require more focus or are resolutions e.g. appeals or discrepancies that require resolution 
operating outside of risk appetite as the risk management Has a mechanism for identifying emerging trends and issues, using risk indicators from the 
framework in place does not allow these to be identified key metrics 
currently or discussed in an appropriate governance forum. Agreeing required actions based on any emerging trends/ MI and who is accountable for 

The current MI and reporting in place does not provide clear these actions 

insights into how POL's strategy is performing, or a clear view • Is able to clearly measure against agreed targets and objectives 

on branch performance or conformance insights through the • Hold relevant individuals to account for any actions deemed necessary and track actions 

KPI's currently in place, to ensure that POL is achieving the through to completion; and 

outcomes it desires, and there is no forum for this information • Responds to feedback received through feedback channels, and has the ability to action 

to be reviewed within, change requests up to a certain magnitude. 

There is also an existing Risk and Compliance Committee (RCC) 
which is in place and meets six times a year prior to Audit 
Committee meetings. The ToR for this group is specific to 
broader Risk and Compliance topics, and in discussion with 
management was not considered the appropriate forum to 
address all the required risks and reporting metrics 
recommended. 

Progress to date is outlined on the next slide. 

b) The following principles and elements should be considered to support the governance 
forum which should include: 
• Consideration of who the Chair of the forum should be. This individual should be senior 

enough to hold others to account, for instance a GE member, GE-1 member orthe Chief 
Risk Officer, 

• Consideration of attendees by role and responsibility e.g. COO, Head of PM Engagement, 
CRO etc. and also representation from AM and field teams 

• Frequency of the forum: e.g. monthly or quarterly. Who the secretariat should be 
• Ensuring there are Agendas, pre-reads, action tracking, and that each meeting is formal and 

minuted. 
Consideration of alignment and interaction with other governing bodies within POL should also 
occur. 
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Progress & 
Reference 

Finding Recommendation Responsible Accountable 
Suggested 

Number Completion 
Date 

G3cont'd No Overarching PM focused Governance forum (cont'd) Gareth Clark, Amanda Jones Short term — 
following 12 

Progress to date has inchided: Mark Baldock weeks (End 

Risk management activities are underway to help ensure that the impact on PMs has been dearly August2021) 

articulated across the group risk regl;tr'rs_ The aim is then to liver' these risks approved by the May Audit 
Committee and loaded into the GRC t.ool. PM risks should then be identified easily and able to be 
reviewed as required Risk appetite is similarly being reviewed at present and articulated, so that it will 
be possible to see tie r'sks where POL are operating within or outside of desired risk appetite. This is 
underway for both legal risk appetite, and shortly for operational risk appetite. A number of activities and 
groups have recently been established to support the transition to being more PM centric focussed and 
to provide some overarching visibility of the key matters that require addressing. 

Voice of the Postmaster (VPM) 

The Voice of the PM is a forum set up in early February 2021, the purpose of which is to understand PMs 
feedback and complaints and measure how effectively root causes are being remediated. The objectives 
of this group are to: 

• Measure how effectively the areas that matter most to PMs are being improved, e.g. the most 
frequently occurring issues 

• Incentivise by making connection between cause and effect. Identifying trends and prioritising 
actions to resolve issues. 

• Leadership through cross-functional alignment on priorities and accountabilities 

• Communicate to PMs and colleagues using Voice of the PM Insights 

This forum will meet one monthly basis and will review PM Insights, received through activities such as 
Adopt ar Area, and wil l also review a number of PM metrics that are being developed. These include 
complaints data, Goingforwards, if there are new insights then additional metrics wil l be considered and 
data gathered whore these would be useful to get further understanding of the insights that are arising. 
This forum has had one formal meeting (at the time of writing). Actions will be agreed at each meeting 
with accountable individuals tasked with completing these by agreed due dates set out in the action log 
after each meeting. 

Improvement Delivery Council /Group (IDG) 

The IDG has recently been set up and had its first meeting on 12th February 2021. The aim of this group 
is to ensure there is a clearset of workplans and action tracking to provide confidence that the historical 
POL issues are being tracked and remediated. This group has representatives from Supply Chain, Inquiry 
process and Legal Compliance, PM Team and Culture, IT and Network Teams. This is a weekly meeting 
where the agenda focuses on four lists of required actions relating to Supply Chain, IT, PM and Network 
and these are consolidated on a weekly basis. This Group is designed to be a short term forum for a 16 
week period to track the required actions through to completion within this timeframe and is not 
designed to be a BAU group going forwards. 

✓13 
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Reference 
Number 

Finding 

G4 Lack of a detailed plan to implement the high-level Data 
Strategy 

POL's data strategy was presented to and agreed by GE in 
October 202°. However, there is )o detailed plan for activity 
behind this nor has funding or resourr:ing beer agreed to 
move thufn ward_ Withoutthis in place, POL is limited in is 
abi lily to apply data to improve products and service, its ability 
to use telemetry to enhance the PM and customer experience, 
and its ability to use data across business operations to 
improve performance and support data-driven decisions, 

As noted in G1, there is no single MI view of a branch and 
all the interactions with them. This limits the abilityto have a 
clearview of Insights that can be used to enhance the 
PM experience. BIT tool provides lots of information 
and is used by AMs, but MI and data is still limited. Area Teams 
can view what central teams action, whilst the central teams 
cannot view whatthe Area Team are doing. It is therefore 
dlfflcultto understand a hat the Ivey issues arc,- plus 
develop an understanding of emerging risks, large scale 
problems. (see POL IA Review: PM Reporting) 

Recommendation 

Further detail to deliver against the data strategy should be developed, including details of 
approach, priorities, timings, budget and resources needed with priorities aligned to the needs 
of PMs and the business in supportingthem. Funding should then be sought through the change 
investment process. 

We recommend that MI should be divided into three MI reporting tranches, namely: 
• Governance Forums Ml; 

• Operational POL BAU MI; and 

• PM MI. 

In the short term, focus should be on incremental improvements to what is in place, and making 
better use of Jse MI available at present, this can be done through: 

Creating a plan to deliver against data strategy using the guiding data principles outlined 
in Appendix6 to support both POL and PM' in leveragin 'data data This'tr'ategyshodd 'uport 
the use of data to: 

• Innovate products and services; 

• use telemetry to enhance and improve the PM and customer experience; and 

• apply data across business operations to improve overall performance in POL, 
using insights to support data-led decisions. 

• KPis, KRIS and SLAB should be developed that align to both the strategy and the developing 
POL risk appet'rre thresholds. As part of this base line metric positions should be 
considered, together with clear performance and conformance indicators that can quickly 
and easily articulate insights and strategy execution. In addition, early warning 
Indicators should be created alongside KPI's and applied. 

• We recommend that POL review what types of insights and metrics are required to support 
better insights. We have included in AppendixG a list of potential MI metrics that should be 
considered. 

In the longer-term, consideration should be given to: 
• The implementation of the data strategy 

• The potential creation of an overarching Data Lake, which is supported by 
a Reporting Warehouse and MI Insights/Reporting Team. 

• POLshould considerthe benefits of implementing a Self-Service MI Function through 
existing tools such as Branch Hub which can be linked to the reporting warehouse. 

Progress & 

Responsible Accountable 
Suggested 
Completion 
Date 

Rob Wilkins Jeff Smith Short term — 

RukShah 
following 12 
weeks (End 
August 2021) 
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Reference 
Finding 

Number 
Recommendation 

G5 Insufficient clarity on POLrolesend responsibilities • POL roles and respons'bi lities should be clearlyset out, agreed and documented, before 
being communicated clearly to all relevant teams and PMs. 

Our review has highlighted the complexity rf tse current POL 
organlsaaonandenoverall lackorclaritybetweeiteamson • POLshould subsequent yasseus whether current resource, supportand skills levels are 
roles and responsibil itir_s, v hlcs Lncerrninus a copes vu sufficlertto support the proposed operating model. 
approachacio tie PM journey. The organ atmonredesign 
work in propre seek to remediste'i s b,t there is  need to • Consistent monitoring and supporting activityshould be in place to embed the new op 

be complete clarity in u der Icr tIe c a yes to be successful ly model over the subsequent 5-6 months. 

embedded across the organisation and drive improvements. 

However, further work is needed in ensuring the roles and 
responsibilities of the support teams and field teams are 
clearly documented and communicated to the PMs as well as 
the wider business. 

Responsible Accountable 

DalsieJope Lisa Cherry 

Progress & 
Suggested 

Completion 
Date 

ASAP — next 12 
weeks 
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5.2 Governance: Improvements Identified 

m-Priority Improvements 

Reference Number Finding 

G6 Lackofan overarching communications framework 

Effective communications between POL and PMs is keyto 
developing and sustaining effective working relationships. 

At present, there is no overarching communication framework 
resulting in a lack of clarity on roles and responsibilities, the 
communications channels in place, and the formal processes 
open to make communications. 

Recommendation 

A strategic communications framework for PM engagement should be developed. 
The framework would need to include the following: 

Governance 
• Executive sponsor; POL owner; delivery teams and roles, budget and PM insights 
• A review of research, including branch correspondence review, surveys and 
finding from 'listening exercises' to understand communications requirements, 
concerns or challenges and including specific needs of different PM types includingfor 
strategy partnerships 
• An audit' of communicators channels used and PM-POL relationship matrix 
(assessing who is talking to whom, through medium and utilising which information). 
Objective and Strategy: 
• A formulation of comrnurications goals and strategy covering both strategic and 
operational,/change corn munications 
• Definlrion of tone of voice, language, and information-required. 
Campaign planning: 
• Setting out a formalised rhythm and/or forward-looking plan to communicate with 
PMs. 
• Formalised process should be created to share key information, including 
announcements, messages and strategic shifts to auxiliary communications functions, 
including AMs and Contact Centre. 
Measurement 
• Measurements and trackingtools should be implemented as required to measure 
progress and define success. 
Landscape analysis 
• An understandingshould be developed of the dependencies this strategy has on 
other parts of POL's change programme. 
Guides 
• Updated style guides and templates for communications led by professional from 
a communications background. 

Best practice would be to develop an overarching framework to a) understand what 
success looks like; b) measure that success; c) better coordinate; d) manage and fix 
issues; and e) identify risks associated with the planned activities. 

Progress & 

Responsible Accountable 
Suggested 
Completion 
Date 

Rina Patel Richard Taylor ASAP— next 12 
weeks (End May 

Alice Cookson 2021- Short 

Tracy Marshall term — 
following 12 
weeks (End 
August 2021) 
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5.2 Governance: Improvements Identified 

Medium-Priority Improvements 

Progress & 
Reference 

Finding Recommendation Responsible Accountable 
Suggested 

Number Completion 
Date 

G7 Continuousimprovementandfeedbackmechanisms Acontinuousimprovement mechanism should bevisibleand Katrina Holmes Tracy Shortterm—
availabletoallcolleaguesandPMs, so _hat feedback and Marshall following 12 

POL has not historically had a culturewhich encouraged transparentfeedback or continuous improvement suggestions from all colleagues and PMs are weeks (End 
improvement activities. Such practices form key parts of an effective governance framework considered, triaged and addressed in an appropriate forum (see August 2021) 
and should function to support continual learning and process improvement. As such, there Governance theme for more details). 
has been a lack of clarity over the channels by which PMs and front line support teams should 
provide their feedback. This lack of a continuous imp,overrent in POL's culture can impact on There should be clear guidance on how these routes should 
morale, and also reduces theabilityoftheorganisationtoassessandrespondtovalid work and what thec'nannelsarefo, raising suggestions and 
feedback that maybe gained from those in operational roles, comments, to address the issues raised regarding knowledge of 

1, 

how and where to raise feedback. Actions taken should then be ,, ,,,,>"` 
fed bac<and comrrumcated in response_ contiruous 
improvementsuggestions could be funded throcgh a small 
funding budget c hick Is owned and maneged by the suggested 
new governance forum for example. 

POLshould also incorporate a channel for PMs to provide 
feedback on specific change initiatives and proposed business 
cases, to obtain their views, so that the focus of improvements 
always incorporates a PM focus, 
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High-level Overview 

Or-3oarding and Early Days covers four key areas of the PM journey: 

1. Attract &Appoint 2.On-Boarding 3. Training ~'• 4. Early Days Support 

1. Attract & Appoint— Potential new PMs are typically attracted via face-to-face interactions with NPLs, who are responsible for maintaining service across the Post Office network, or via 
coirrmercial transfers from one PM to another. 

2. On-Boarding— Managed by Support Advisors who are the key point of contact for new PMs, on-boarding includes the Financial Assessment, Suitability Assessment, SMART ID, vetting, 
Fit and Proper and contracting processes. 

3. Training— Based on the branch type (e.g. mains vs locals), this involves between 14-18 hours of online eLearning covering products, services and compliance. This is followed by 2-3 
days of face-to-face classroom training with QATLs to cover Horizon onl ine training, and learn about transactions, processes, products and services. After go-live, PMs can access 
additional eLearning and classroom courses on topics such as ATM, Lottery and Investigating Discrepancies, and access further distance learning packs on common products and 
services. 

4. 'Early days' support — BSMs are responsible for providing intensive early days support to new PMs, typically for the first 6-9 months before being handed over to the AMs. From branch 
go-live, an on-site trainer is scheduled for the first six days to help with branch set up, on-site training and completing a trading period balance. An Operational Training Guide 
(containing operational instructions on common transactions) and A5 laminated work aids are also available to support new PMs. BSMs will then provide on-going support to new PMs 
where required; for example, BSMs can arrange for further on-site training (called Interventions) to be conducted where needed. 
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5MI
High-level Overview (continued) 

The overall on-boarding journey is currently 6-9 months long, including 12 weeks build time. The following table sets out the number of findings or improvements identified by risk rating: 

Summary of Improvements To Date 

Over the past 18 months, significant improvements have been made to enhance the PM experience. In or-boarding, the Support Advisor role has meant PMs have one key point of contact 
compared with multiple different individuals previously (see ref ON14). Some improvements have already been made to the Financial Assessment process (see ref ON15), however, further 
improvements are still being made and are required (per ref ON2) in this area. Suitability assessments are now conducted by the BSMs to identify if a potential new PM is suitable for the 
role. The tone and approach of these sustainability assessments is now a lot more welcoming and friendly compared with the structure and nature of the assessments formerly conducted 
by the On-Boarding and Assessment Managers (see ref ON16). Management have planned further improvements to on-boarding with an ambition to reduce on-boarding timelines, 
currently from six to nine months down to four months by the end of 2021 (see ref ON1). 

Since August 2019, a full review of PM training has been performed and significant changes made to eLearning and classroom content. In particular, additional eLearning and classroom 
courses have been introduced for complex / common problem area topics such as ATM, Lottery, Monthly Balancing and Investigating Discrepancies (see ref ON19). Two additional Portable 
Horizon Units ('PHU') have been introduced so that classroom training facilities can be brought to new PMs (particularly in rural areas), which eliminates the need for PMs to travel long 
distances to training facilities (see ref ON21). There are now a total of three PHUs. Looking forwards, Management are currently working on ways to digitise training to encourage PM 
uptake and improve learning (see ref ON11). 

In terms of early days support, since November 2020, BSMs and on-site trainers are now part of the Franchise Partnering Team alongside AMs (previously part of On-Boarding). This has 
helped to improve the communication and ways of working between PM-facing teams responsible for early days support (see ref ON13). 

See Section 6.3 for further details of improvements noted. 
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• 

Summary of Further Improvements Identified 

For On-Boarding and Early Days, we have identified six medium and six low-priority improverm nL opporturiues to further enhance the PM experience. Four out of the six medium findings 
relate to on-boarding — namely, ensuring clear and upfront communications with potential new PMs around on-boarding processes and timelines (which although improved, are still 
considered lengthy and require a lot of information and input from the PM) (ON1); further work to review and improve the financial assessment process (ON2); review of current on-
boarding SLAs which are very timeline driven rather than focused on PM experience or satisfaction measures (ON3); and ensuring PM feedback is captured centrally and reviewed 
periodically for ongoing future improvements in this area (ON4). Two further medium priority findings relate to training, specifically to broaden the current training content which is 
currently focused on common products and transactions (ON5), and implementing a cross-functional feedback loop to review and improve the training process and experience for new PMs 
(ON6). 

Six low-priority improvements have been identified, where it would be beneficial to make these changes to improve the PM experience. Management are aware of all of these 
improvement opportunities and will consider our suggested recommendations to address. 

Refer to Section 6.2 for a full list of findings identified. 
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6.2 On-Boarding & Early Days: Improvements Identified 

Medium-Priority Improvements 

Progress & 
Reference 

Finding 
Number 

Recommendation Responsible Accountable 
Suggested 
Completion 
Date 

ON1 Upfront On-Boarding Communications 1. Clearly define the overall on-boarding Jayne Pardoe Tracy ASAP — next 12 
journey and timelines (includingtraining Marshall weeks (End May 

There is no clear documentation or communications to inform new PMs upfront of end-to-end on-boarding commitments) for new PMs. Formally 2021 
timeframes, common challenges faced, any delays or changes to the process, or on the nature of training publish this in an easy to digest format (e.g. 
commitments which would help inform and manage PM expectations from the outset, one page visual overview) so all PM-facing 

Whilst supportAdvisors send out a welcome email containing 12 different attachments, none of these teams (NPLs during the attract and recruit

documents cover the above (they mainly relate to POL privacy notices, vetting, financial assessment process, Support Advisors during on-

instructions, etc.). boarding and BSMs during the Suitability  j 
Assessments) can share and discuss this 

Note: The PM Effectiveness Director has secured funding to recruit a Business Analyst in 01 to support with potential new PMs from the outset. 
further improvements to on-boarding, specifically around Financial Assessments and digitising the contracting 
process. The ambition is that such changes will reduce overall on-boardingtimeframes from 6 months down 2. Brief al l PM-facingteams on the importance 
to 4 months, of sharing the above with potential new 

PMs at key stages of on-boarding. 

ON2 Financial Assessment Process 1. Finalise review of the FA process. Jayne Pardoe— Kathryn Short term —
ManagementshouldensurethattheFA On-Boarding Sherratt following 12 

The financial assessment (FA) process continues to be lengthy and onerous and this has been acknowledged process addresses POL's due diligence weeks (End 
by al teams involved in PM on-boarding .The cm ent aim is for new PMs to return a I FA documents within 28 requirements whilst being pragmatic and August 2021) 
days. However„ the average turn around time is closer to 56 days. Current challenges include: practical for new PMs in terms of the type Charlotte 
• A'one size fits all' approach tnat does not take account of the size and type of branch for which is being and volume of documents required. Ukaige & Sam Wig...'. 

applied. Bancroft-Wilson `
2. Communicate any new FA processes and —Finance 

• A number of documents needed for the FA are not in the PM's direct control to obtain within a timely re uiremerts to relevant POL teams (i.e. ~• %'if
manner (e.g. Value Property Interest) and anecdotally, this is one largest contributors to delays in the NPLs, Support Advisors and BSMs) to 
process. ensure consistent understanding and buy-

• Once a new PM has passed the FA, there is no furtherfollow up or monitoring of actual branch 
in. and update on-bcardingdocur-r=ntation 

performance.] his raises the question ofwhethprthe current FA process is appropriately balanced 
(both internal-POL arid PM-facing) to reflect 

against the financial risks POL is assessing and measuring during on-boarding. 
the chars ge, 

Feedback from stakeholder interviews indicates that the current process is based on a legacy POL investment 
in mains ("'£8Ok) and local (^'£20k) branches from Network Transformation. There was a government 
requrement to maintain an audit trail to justify the investment decision, and the Flnandal Assessment arose 
as a response to this requirement. Although POL's investment is now minimal, the level of due diligence has 
not been updated accordingly. 

A draft document ('On-Boarding Financial Assessment - Scenarios') which proposes a more risk based 'tiered' 
approach to the FA is currently being written and reviewed in collaboration between On-Boarding and 
Finance.The on-boardingteam also intend to hire a new Business Analystin Otto help review overall on-
boarding processes and timelines, which will include review of the FA Process. 
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6.2 On-Boarding & Early Days: Improvements Identified 

Medium-Priority Improvements 

Reference 
Finding 

Number 
Recommendation Responsible 

Progress & 

Accountable 
Suggested 
Completion 
Date 

ON3 On-BoardingSLAs 1. Revise the on-boardingteam's Jayne Pardoe Tracy Marshall Short term —
performance metrics to include KPIs following 12 

The On-Boarding team's performance is currently measured against 30 SLAs for 2020-21, all of which are around quality, PM experience and PM weeks (End 
focussed on on-boarding new PMs within target timeframes. However, there are no performance metrics satisfaction measures. The measures used August 2021) 
around quality, experience and / or satisfaction measures to assess whether on-boarding has been a positive to assess this could be linked to the post-6 
experience for new PMs. Example of the current SLAs include: month PM Feedback Survey (although the 

• Allocations (90% of notice to end contract/resignation acknowledged within 1 day). questions within the Feedback Survey 
would need to he updated to ensure that it 

• Financial Assessments (Links to be sent within 1 to 3 days of allocations), captures the relevant information around 

Furthermore, feedback from Support Advisors interviewed indicated that they see themselves as document 
satisfaction with their experience). 

checkers' and used language such as 'at day 14 and 28, we chase the PMs to return FinancialAssessment 
2. Use training and communications to Medium term documents'. 

remind Support Advisors of the importance — FY2122end 
The on-boarding SLAs and SupportAdvisors' view of their role and language used is inconsistent with POL's of their role for new PMs, and to continue (End March 
vision of putting PMs at the heart of the business, and inconsistent with the SupportAdvisor role which was driving mind-set and culture change 2022) 
introduced to positively support PMs through the on-boarding journey, towards a more PM-focussed organisation. 

The organisational design T2 work announced in early March 2021 will help to addresssome of the above, by 
equipping al l Support Advisors to undertake end-to-ene on-boarding activities (including SMART ID, vetting 
and fit and proper), resulting in one contactfor every PM. Management are also in the process of diarising 
culture sessions with the full on-boarding team, to remind them of the PM focus in terms of experience rather 
than timeframen for delivery. 

ON4 Post 6-Month PM Feedback Survey 1. Ensure that all PM feedback relating to on- Jayne Pardoe & Tracy Marshall ASAP —next 12 
boarding and training is castured centrally RanjeetJouhal weeks (End 

A PM Feedback Survey was launched in Oct / Nov 2020, sent by the Support Advisors to new PMs 6 months to ervhle effective analysis, investigation, May 2021 
after on-boarding is complete. Opportunities exist to use this feedbackto drive further improvements to on- review and reporting to be performed on a 
boarding processes and training. For example, the Period Ssurvey results revealed that: monthlyorquarterl basis at a minimum. 

• 33%of respondents disagreed that classroom training prepared them to run their post office. This feedback should then be used to drive s
,-

continual irprovements (where valid and 
• 20%disagreed that after initial training, they were confidentwith weekly/ monthly balancing. required) to on-boas ding and training. 

Management are aware of the above, and are currently updating the feedback surveys to gain better insights
into the on-boarding experience overal l. In addition: 

• Management have introduced additional mechanisms to capture PM feedback and complaints (currently 
logged in a complaints feedback tracker). 

• Totara is also being investigated as anothertool for capturing PM feedback. 
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Medium-Priority Improvements l 

Reference 
Finding 

Number 
Recommendation Responsible Accountable Progress 

ON5 PM Training Content 1. Review and broaden the currenttrainin5programme RenjeetJouhaI Tracy Marshall Shertterrr 
for revs Phis to cover then practical and operational following 12 weeks 

Trainingfor new PMs (specificallyeLearning, Classroom and on-site) is primarily aspects of ruses ga branch, ewe rnon customer (Led August 2021) 
focussed on products and common transactions (e.g. Mails, Money Travel Services, issues (and how to resolve Chem), vi atgood 
ATM, Lottery) with limited coverage of the day-to-day operational running of a branch customerservice entails and sup w t to grow and 
(e.g. a day in the life of a PM), common customer-related Issues, customerservice, soft develop their business. Some of this training content '"
skills training, or practical input on how to build and grow their business, is already available for AM but consideration could 

Similarly, the 0pe'ationalTralningGuide and physicalWorkAidsmah'rlyprovides be given to using some of this directly across the PM T j' 

operational instructions on common transactions and operational activities around community. " 

setting up a stock unit, cash management, weekly and i-ionthly accounting etc. 
2. Consider Introducing a PM shadowing programme to 

Furthermore, we have noted issues relating to PM's first cash deliveries. Cash may be help new PMs experience 'what it's like' to run a 
delivered to new branches before the on-site trainers are due at the branch to carryout branch after either eLearning or classroom training, 
the setup, and in this case the rem wil l be stored in the safe until the on-site trainer but before go-live. 
arrives. When branch transfers take place, the on-site trainer is not always on-site for 
any rem dellverles/collections, as some branches are on fortnightly rems and the on-site 3. With respect to cash management, review the on-
trainers are only on-site for 6 days. In this case, the on-site trainer can onlytalk the PM site trainer scheduling process to ensure that a 
through what to do using handouts left on-site and, where possible, make up a bag of trainer is on-site duringthe first cash delivery. 
notes for despatch. W hl Ist classroom training is performed on this procedure and PMs 
have access to an A5 Remittance Deliveries work aid, PMs may be performing a high-risk 
process without adequate on site support. 

Management are aware of the above and action has already commenced to review ways 
of improving PM training. 
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Medium-  Priority Improvements 

R e ference 
Finding 

Number 
Recommendation Responsible 

Progress & 
Accountable Suggested 

Completion Date 

ON6 Internal feedbackmechanisrnstoimprovePM -,raining 1. Implement a cross-functional Panj set Jouhal Tracy Marshall 1. Short term — 
training review forum (with following 12 

Stakeholder workshops held with Support Advisors who raise interventions), QATLS (classroom trainers), on- representation from the schedulers weeks (End 
site trainers, BSMs and AMs indicate that there is no cross-functional feedback loop to review and improve the who book interventions, classroom August 2021) 
training process and experience for new PMs. All of the above teams playa key role in PM training, however, as QATLs, on-site trainers, BSMs and 
they are separate teams that support different stages of the PM journey, there is a risk that potential any other relevant business 
improvements to training are not effectively shared, reviewed and implemented. stakeholders)forfeedbackon 

Examples of suggested improvements to trainingfrom stakeholder workshops include: training to be periodically reviewed 
and assessed. As training is a 

• There are various views on the format and length of on-site training (currently 6 days from branch go-live). responsibilitysharedbetween 
Certain stakeholders believe that 6 days is enough, but that this should be split across a number of weeks. different teams, this forum would 
Others believe that the number of on-site days needs to be doubled as not all transaction types will occur ensure that overall training 
within the first 6 days (although on-site trainers perform role plays if this is the case). objectives for new PMs are being 

• On-site face-to-face support cannot be scheduled for intervention cases unless work aids and classroom 
covered across the entire PM 

training are first offered to the PM. It is felt that this approach could be seen as dismissing or failingto 
journey. 

adequately address the PM's call for help, especially as on-site training is byfar the most requested form of 
support. Feedback has also been provided to indicate that an on-site visit after an intervention class would 
ensure PMs are fully confident of what they have learnt in the classroom. 

• All eLearning needs to be completed before classroom training but feedback shows that PMs may be 
answering questions to which they do not know the answer, and that splitting this so that half is done 
before and half done after classroom training may be more effective. 

• eLearning (8-10 hours) is too long for most PMs who are already running businesses and it could be 
shortened or delivered in otherways (e.g. via additional on-site training or BSM support) without 
compromising PM learning. 

• Classroom training has been compressed and Is not long enough, so it feels like a rush to deliver and embed 
this knowledge to new PMs. 

• Additional Horizon training would be beneficial to PMs as the system is clunky and not intuitive to use. 

Note: there is an annual review process conducted by the Training team around eLearning and classroom 
content. This finding is about a cross-functional review between the on-Boarding, Training and Franchise 
r.- rneringTeams Further work is already underwayto consider additional options for further digitisation of 
training content. 
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Low-Priority Improvements 

Reference 
Progress& 

Number 
Finding Recommendation Responsible Accountable Suggested 

Completion Date 

ON7 On-Boarding face-to-face contact 1. Support Advisors to offer Jayne Pardoe Tracy Marshall (for -Shortterm 
introductory video calls to new PMs recommendation 1) following 12 weeks 

Opportunities exist to improve the on-boarding experience for PMs by offering face-to-face contact (aside from the Welcome Email) to (End August 2021) 
with their Support Advisors and BSMs. introduce themselves and put a face 

Whilst NPLs manage on the ground relationships with new PMs as part of the attract and recruit to a name. An application such as 

process, Support Advisors liaise with new PMs via phone and email and BSMs conduct Suitability Skype, Teams or Zoom would 

Assessments via recorded telephone calls, facilitate this. 

Offering face-to-face engagement at key stages of on-boarding (acknowledging work-arounds for 2. BSMs to offer Suitability 
Andy Kingham (for 

COVID and that PMs may decline as they do not have the technology needed for this) would help Assessments either in person orvia 
iecomrne ,da' ion ) 

deliver a positive experience for new PMs, particularly as current on-boarding timelines are lengthy video call. 
(6-9 months). 

I i NS Conducting Suitability Assessments before Financial Assessment 1. As part of on-has rdingre-design Jayne Pardoe Tracy Marshall Short term — 
work, bring Suitability Assessments following 12 weeks 

SultabilltyA .ess:merits ate currently cond icted after the Finance it n sessnirts swapo flu  these forward. (End August 2021) 
processes around v/nidr] Irnpiouir-.the or-boarding(:xpr-"ricncr- becauseapplicant;would know that 
they have passed the 'in _ery ml' stage before mcving forward intheon-boardingjourney(and onto 
what is currently a lengthy Financial Assessment process). 

This change would allow BSMs to bald strong relationships from the outset: 'set the scene' around 
the benefits and challenges of becoming a PM, 'manage expectations' around the on-boarding 
process and timelines, training commitments, ways of working etc., and answer any questions the 
applicant may have before continuing with on-boarding. 

Management already' have plans ir place to implementthis change as part of an overall review of 
the en -boarding process this year. 
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6.2 On-Boarding & Early Days: Improvements Identified 

Low-Priority Improvements 

Reference 
Progress & 

Number 
Finding Recommendation Responsible Accountable Suggested 

Completion Date 

ONO Learning Ml 1. Upgrade tolatestversionof RanjeetJouhal Tracy Marshall Shortterm—
Totara availableto POL. following 12 weeks 

Whilst the eLearning system Totara is capable of tracking eLearning Ml, it is not currently used to help drive Check there are no data (End August 2021) 
improvements to training. Examples of the types of M that could be captured include: integrity issues once 
• Level 1 evaluation to get feedback on the system and what the PM thought of the eLearning module. complete. 
• Time taken to complete eLearning modules. 
• Average time to complete eLearning assessment and number of attempts. 2. Start analysing eLearning 

Ml to help improve training 
Sufficient resource has not been available to analysethis data to date. Management have expressed concern design and content. 
about data integrity within the system (for example, one user was shown to have completed an eLearning 
module in four seconds) and wil l need Lo' investigate and resolve this before they can confidently rely on this 
information. 

There are plans in placeforthe Compliance Learning Mdnagerto start performing analysis ofthis MI and do 
calls to PMs to elicit feedbackapprox. 6 weeks after they have gone live. Work has already been initiated to 
collect feedbackon a rolling basis that will feed into the annual review cycle of the learning materials. 

Management are in the process of upgrading to a higher version of Totara, which will enable POL to make 
better use of tre f unctionallry and MI reporting available. 

ON10 Embedding of Classroom Learning 1. Review current classroom RanjeetJouhal Tracy Marshall Short term —
assessmenf quiz and following 12 weeks 

A'level 2' learning quiz is conducted totest PM knowledge and understanding from classroom training. We corulder whether the (End August 2021) 
have identified that: format and questions are 

• Pass marks are not assigned to the quizzes. appropriate to test PM 
knowledge. We suggest 

• The quiz questions are basic and does not elicit useful enough information to drive real improvements to more difiicultquestions 
content and delivery, that require the new PM 

• The quiz does not assess the higher risk / more complicated processes that PMs struggle with such as 
to demonstrate 
knowledge of key topics, 

lottery and ATM. 
and the introduction of 

Examples of quiz questions include: role play assessments, or 
a combination of both. 

• When is it ok to share your SMART ID username and password? 

• Name two business banking services. 2. Introduce classroom 
assessment pass marks. 

• What is the maximum daily withdrawal limit for a Post Office Card Account card? 

• When a customer comes into your branch and you introduce a product to them, depending on their 
response, what might you do next? 
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Low-Priority Improvements 

Reference 
Progress & 

Number 
Recommendation Responsible Accountable Suggested 

Completion Date 

ON 11 Refresher Training 1. Consider making refresher training RanjeetJouhal Tracy Marshall Mediumterm—
(currently optional) mandatory to FY2122 end (End 

Classroom QATLS currently offer optional refresher courses to PMs. There is an opportunity to periodically help PMs with 'problem March 2022) 
review whether refresher training should be made mandatory to ensure that a consistent level of topics', as identified from the 
knowledge and understanding is maintained across the network. Bespoke refresher trainingcould Franchise Partnering or Service and 
also be used to address 'problem areas' or inform on 'hot topics' relevant to PMs. Support teams. 

Under PSIP, Management have funding for a new Business Analyst In on-boarding to look at how 
POL digitise training and allow remote training delivery to encourage uptake, including production 
of more video content. Enablement of Horizon training mode is also being explored. 

ON12 Branch Contact File 1. Identify the team that owns the BCF. Regional Managers Andy Kingham Short term — 
following 12 weeks 

As the PM moves through the on-boarding, training and early days journey, hand-offs are facilitated 2. Review the intent and purpose of (End August 2021; 
byan Excel format 'Branch Contact File' (BCF). The BCF is initiated by theSupportAdvisors and BCF: what'inforrnatior, is being 
stored on SharePoint; it is then used by classroom QATLs, on-site trainers, line managers and captured and why? 
auditors to document any interactions with, and training undertaken by, the PM. The BCF is 
ultimately handed back to BSMs for review and tailored early days support. 3. Assess whether the BCF is 

From our review of the BCF in addition to feedback from stakeholder workshops, the BCF is clunky, appropriate and fit for purpose, or 

complicated and notfit for purpose to aIlo v effective and efficient 'Sri rnunlcation of information whetherthere are alternativeways 

between field teams. For example, the BCF: of working that are more aligned to 
the ways that field teams currently 

• Contains 228 rows of 'Instructions and has 19 different tabs that can be populated (although communicate and operate. 
not every tab will be applicable depending on the branch type). 

• Does not support the v  field in wh'ch teams work (i.e. on the ground f2f with PMs rather 
than in front of a computer with an Excel file). 

• Is time consuming and very lengthy to review, particularly given that BSMs can be supporting 
anywhere between 30-50 branches (depending on location) at any one time. 

• There does not seem to be a dedicated owner, but rather it seems to be a document that's 
used to record information before being passed onto the next team to do the same. 

Management are currently in the process of reviewing the handoverfrom On-Site Trainers to BSMs, 
which will partially address some of the above. 
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r. 

ON13 POL Re-Org All on-boarding and early days processes have been brought under one GE member (;-'tail and Franchise Network Director) when this previously resided with 2-3 different GE members. 

Further, since November 2020, the on boarding and early days process has been split Into 3 different teams under Head of PM On-Boarding, Head of Training Delivery and a Franchise 
Partnering Director On-site trainers and RSNis are now part of the Franchise Pa rtnering Team with Ails (where previously part of On-boarding). Feedbackfrom stakeholderworkshops is 
this move Has great  Impros ed ways of vdorking, and comrnunlcation between these teams and wil l have a positive impact on PMs. 

ON14 Creation of Support The SupportAdvisors role was created in 2019 to be the one point. of contactfor new PMs during on-boarding. Formerly three separate teams, new PMs would interactwith a large number 
Advisor role of different people and the multiple hand-offs resulted in a fragmented on-boarding experience and delays. 

Along with improvements to the Financial Assessment process (see below), this has reduced on-boarding timelines from 12 months down to 9 months. 

ON15 Improvements to Certain improvements have been made to the Financial Assessmert process to help reduce on-boarding. This includes: 
Financial Assessment Making the Financial Assessment form easier to navigate (who i F;rvs euslythis had to be completed section by section) 

• Creating a low risk business plan option based on let profit margin, a lowing certair bi-isinessesto be fast tracked through on-boarding 
• Removing the need for forecasts if 2 years trad ng accounts or tax returns are available 
• Re aligning the profit benchmark (previously fl0k) to net profit margin, a much fairs and more relevant benchmark 
• Ho dingQ&A sessions on the Financial Assessment process with Support. Advisors and N PLs to enable common understanding of the process 

ON16 SuitabilityAssessrnents BSMs now conduct' Suitability Assessments' to identify if a new PM is suitubie, in place of Assessments formerly conducted by the On-Boarding and Assessment Managers. The tone and 
approach of the Suitability Assessments is a lot more welcoming and friendly compared to the old Assessments which were more process driven and contractual. 

ON17 Post-6 month PM Since Oct / Nov 2020, Support Advisors send a PM Feedback Survey to new PMs 6-months after on-boarding is complete. This feedback is collated and presented to Senior Leadership on a 
Feedback Survey monthly basis. 

ON18 Schedulingteam Two schedulers from the Support Advisors team (within on-Boarding) who do schedulingfor classroom and on-site training and interventions will be moved into the PM TrainingTeam from 
changes 8 March 2021. 

ON19 PM Training Since August 2019, a full review of new PM training has been performed. The following changes have been made to eLearning and classroom content: 
• Monthly Branch Balancing eLearning module: Aug 2019 
• 3 x new work aids: Dec 2019 
• ATM/Lottery eLearning: Dec 2019 
• 1 x Investigating Discrepancies work a d: March 2020 
• InvestigatingDiscrepancy half day clan orrir course: March 2020 
• Learning Catalogue: Vi June 2020, V2 f\cv 2020 
• Norton Rose updates to training materials: changes live Aug 2020 
• Internal Tone a V a c cl ranges .o classroom courses: Sep 2020 
• Non classroom 3 x - day courses: Cct 2020 
• Internal Tone of Voice changes on all eLearning modules: Dec 2020 
• Operatio much aining Guide: Live Jan 2021 
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High-level Overview 

Business As Usual ('BAU') Continuous Activities covers a broad range of day-to-day services and processes, core to the experiences of PMs, includi ~g: 

Supply Chain Ongoing Training 
Management Provision Network 

Property& 
IT Operations  Maintenance & 

Equipment 
PM 

~ ra

C Security ommercial 

Remuneration Partnerships 
PM Development 

Product 
Management 

Financial Crime 
PMs' 

Communications 
PM Support 
(incl. BSC) 

The BAU Continuous Activities part of the PM Journey comprises of all day-to-day activities of PMs after the conclusion of BSM support provision 6-9 months after they commence 
service. This includes a broad range of critical process areas, including supply chain management, IT operations, ongoing training provision, PM development and remuneration, support 
activities (including the Branch Support Centre), commercial partnerships, financial crime (including training and investigative support), property and equipment, day-to-day 
communications, network maintenance and security provision. 

The following table sets out the number of findings or improvements identified by risk ratirg: 
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7i BAU (Continuous Activities): 
Summary of Improvements To Date 

POL has taken steps to improve the BAU experiences of PMs and establish the interests of PMs in POL's day-to-day processes, with 21 completed improvement noted. In particular, the 
Branch Hub tool has been launched across the network (see ref BC23), providing 9,500 branches with 24/7 access to knowledge articles and self-service support around key processes. A 
review of branch correspondence from POL to PMs has been conducted, to ensure the tone is positive, supportive, and aligns with POL's purpose (see ref BC28). 

Additionally, processes around managing cash discrepancies and potential branch losses have been improved (see ref BC38), with POL ceasing the practice of automatically deducting 
such losses from PM's remuneration and strengthening associated dispute processes. 

Summary of Further Improvements Identified 

This project noted several areas where further improvement is required to reflect the interests of PMs in POL's BAU processes. Overall, the vision of placing PMs at the heart of the 
business has not been consistently embedded within central BAU activities, with further cultural change and process enhancement required in order to support PMs in line with POL's 
vision. 

Specifically, POL does not provide all PMs with high-quality cash management equipment, which leads to process inefficiencies and poor cash management practices, leaving PMs 
vulnerable to financial loss. Additionally, key process areas (such as those around ATM machines and lottery products) are complicated and have not been primarily designed with the 
interests of the PM in mind, which leads to daily PM operational challenges. 

Historically, branches have been assigned a tier to determine the level of proactive support provided to the PM by their AM, with PMs in higher tiers provided with more proactive AM 
support. This approach is used as AMs have a wide span of responsibility and cover between 75-125 branches, which limits their capacity to apply the same level of proactive support 
and managemert: across all their branches. This approach is not currently based on PMs' needs and is not transparent to PMs. POL has identified the metrics underpinning the tiering 
system and is looking to build PM centric metrics into the system, which will be available to AMs via the Branch Insight Tool (BiT) and there is further opportunity to improve the approach 
further an introcuce greater tlexihility and transparency. 

We identified two urgent-priority, four high-priority, twelve medium-priority and four low-priority improvement opportunities to further enhance PM's BAU activities. The urgent-priority 
findings summarised, below, with full details provided in the following section: 

1. Resolution Scheme Exceptions: The historical shortfall resolution scheme does not cover the period between each branch's migration to HGNA sometime in 2017 or 2018 and the CIJ 
in 2019 when the policy changed. Should PM detriment have occurred in this period (e.g. arising from contract termination of unpaid suspension), this detriment will not have been 
investigated or compensated. 

2. PM Debt Uncertainty: No investigation has been conducted to identify and resolve any PM debt issues accrued between the implementation of HGNA and the establishment of new 
ways of working in the PM support team. This leads to a risk that PMs who accrued debt in this period do not have certainty over their historic debt balances and do not understand 
if, how, or when they will be resolved. 

Out of the high-priority improvements, we identified one relating to products, which focuses on the product change processes inefficiencies and the lack of a clear design methodology 
for new products . The remaining high-priority improvements related to a risk that PMs are not adequately sighted on urgent communications, an insufficiency in the renumeration MI 
provided to PMs, and problems in the cash discrepancy investigation procedures. 
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Reference 
Number 

Finding Recommendation Responsible 
Progress & 

Accountable Suggested 
Completion Date 

BC1 Shortfall Resolution Scheme Exceptions 1. Confirm the scope of - he hntorica I ~hor [fal l JackiAdams Tim Perkins ASAP— next 1-2 
scheme and understandwhether there are any weeks (End May 

The historical shortfall resolution scheme is responsible for resolving PM claims where the potential plans to Identify and resolve any issues that 2021 
detriment suffered occurred in the time period before the branch's migration to HNG-A, which occurred during the period not covered by the 
concluded between 2017 and 2018 depending on the migration schedule. The scheme covers this scheme. 
period as the CIJ concluded the HNG-A system to be sound. 

2. If a gap is noted, quantifythe size of the gap and 
However, there is a period of time between the completion of the HNG-A migration project produce recommendations on the best solution to 
concluding in 2018 and Post Office implementing new ways of working following the receipt of the resolve (e.g., scheme extension). 
CIJ in 2019, which is not covered by this scheme and where any shortfall has not been resolved. 

No assessment has been completed to determine the financial volume orthe no. of PMs effected.. 

Therefore, there is a risk that PMs may have suffered financial detriment jfor example, arising from 
contract terminator or unpaid suspension) in this interim time period, with no analysis performed 
on rFe potential size of this risk to-date. Additionally, there is currently no formal avenue for PMs to 
resolve tsis dispute. 

BC 2 Postmaster Debt Uncertainty 1. Undertake analysis to identify and quantifythe JackiAdams Tim Perkins ASAP — next 12 
flnancial volume such debt and the number of PMs weeks (End May 

The role of the Historical Matters Unit (HMU) is to assess PM debt created on HNG-X and to involved. 2021 
establish processes to resolve and/or write-off such balances. New processes and ways of working 
have been implemented across the Service and SupportTeam structure to ensure discrepancies are 2 Reach a decision on how such debt balances will be 
thoroughly investigated and a resolution Is identified, in line with the CIJ. managed by POL. 

However, there i' s ti ire period between the implementation of HNG-A and the introduction of the 
new way cf working where some PM accounts have accrued a debt, which will display on their 

3. Determine how the decision will be communicated 
to relevant PMs and managed appropriately 

balance sheets. thereafter. 

Such debt has not been investigated or resolved, leaving PMs who have accrued a debt in this 
period without certainty as to if, how, or when the debt will be investigated and/or resolved. 

Additionally, no assessment has been completed to determine the financial volume or the no. of 
PMs effected. 
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Reference 
Number 

Finding 
N 

Recommendation Responsible 
Progress & 

Accountable Suggested 
Completion Date 

BC3 Use of memo view may meanthat PMs are not sighted on all urgent 1. Implement a multi-channel strategy for communicating al l urgent Simon Oldnall — Tracy Marshall ASAP — next 12 
communications messages to PMs, inc ucing, but not limited to, text messages, to System update weeks (End May 

maximise the probability of these messages being received in a 2021 
The processes in place to push urgent communications (e.g, around notification of timely manner. (linked to Go re overall corn nunications 
scam calls) from POLto branches are ineffective and can result in the PMs being framework) 
unaware of security or other business critical risks. 

Memo view messages are often used to deliver urgent operational communications 2. Ensure that the i, c ir So on rr' atrrg requirements and 

to branches ✓ia Horizon. However, these can be missed if they come through when implement tracking accordingly e.g. read receipts and or formal 

a customer is ho my served and cannot cc ietricoed at a lacer point in tine, which agreements/ackno xledgemnrts. 

increases the risk that such messages are missed. 
3. Implement a 'message history' for urgent messages that is 

There is a planned Launch of the 'One Touch' app (an online reportingsystem for accessible to PMs (or staff working within branch), so that such 
PMs to report crime more easily) in 2021, which will improve operational messages are not erased and can be viewed at the convenience of 
communications, with further plans in place to incorporate a message history the PM. 
function in v,1emo view. 

4. Use knowledge articles in Branch Hub to provide detailed 
information about known errors and defects with Horizon. 

BC4 Insufficient PM Remuneration Ml 1. The current de elopment of reporting functionality within the BIT Alex Todd Nick Beal ASAP— next 12 
tool should be offs ed to the PM via Branch Hub once it Is ceslgred weeks (End May 

PMs are not provided with sufficient information to understand their remuneration effectvely. This strand of ac:iv'ty wi l l now be owned by ni U. 2021 
from a performance perspective. Whilst remuneration advice slips are provided to 
PMs, PMs are not able to assess how their trading compares to other branches, or 
compare their trading results (and remuneration) with Additionally, 

2. The work that is currently underway by the audit team to assess 
prior years. this data gird how it could be used better should ensure 't a c it 

whilst remuneration and sales reports are available on Horizon, these are not user cons'deis the PM requirementfortimely re nunr_-ratlon data. 
friendly and PMs are often not aware of these reports or how to use them. 

This is currently being worked on in the BIT tool, and the auditteam have been Short term — 
looking at data for remuneration management information astir scan be random following 12 
and uncontrolled. Their recommendatlons should be fed into. in' action that Is weeks (End 
taken. August 2021) 
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Reference 
Number 

Finding 

BCt Design methodology or process 

Several existing products were designed in isolation based upon cost-based metrics, third party 
provider constraints and/or without reference to industry best practice, rather than designed 
holistically in line with agreed principles and in such a mannerthat prioritises the PM experience. This 
has led to several PM-operated day-to-day processes being complicated and difficult to admin'ster, 
particularly around the operation of ATM and Lottery products. 

Product design principles have now been developed by the Commercial Strategy Team, who have 
sought to put the needs of the PM at the heart of the design. As such, future products should be 
developed and designed in line with these principles and reference to best practice, which will 
improve the end-user experience for PMs.(These revised principles will not resolve issues with 
product design, with existing products (particularly ATMs and Lottery Products) remaining difficult for 
PMs to use). 

Recommendation Responsible Accountable 

1. Review design principles to ensure they are fit for Chrysanthy Mark Siviter 
purpose and meet customer, PM and business Pispinis—
needs. product design Martin Kearsley 

principles 

Progress & 
Suggested 

Completion Date 

Short term --
fo.lowi ng 12 
weeks (End 
August 2021) 

2. Ensure new products are developed, designed Ed Dutton 
and implemented in line with the updated design Henk van Hulle 
principles, and (where possible) industry best — customer 
practice, design 

3. Review the existing product set to understand 
principles 

and seek to mitigate the main pain points for Zdravko 
PMs. This process for review should start with the Mladenov—
products that have the most impact on PMs postmaster 
(using information from PM surveys etc) and then design 
set out a plan to progress to lower priority principles 
products. 

Product 
4. Develop a Service Improvement Plan with key Managers 

business stakeholders to align existing products to 
new principles that have been agreed. 

NB., recs are assigned to the three relevant product 
portfolio directors, who will apply to their products. 

----------------------------------------------------- 
PC6 Cash discrepancy investigation procedure misalignment 1. Implement SLAs around how long Post Office has Doug Brown 

-------
Russell Hancock Short term 

to Identifya discrepancyand how long a PM has fr 'owing 12 
There is no Service Level Agreement (SL \) for Investigating cash discrepancies (e.g. a PM having less to query it. These SLAs should be less than 60 weeks (End 
cash t icr ti than their system dec ar ), is hich can resilt • is H d screpuncies, on Occasion, not days, to support alignment with the CCTV August 2021) 
being fully Investig c ed be are the Cri data Is removed, which happens after 90 days retention policy. 

Once CCTVfootage has been automatically deleted discrepancies cannot be addressed, resulting in 
financial loss for the PMs and / or POL. 2. Adjust the CCTV retention period to retain data 

for a longer period that aligns to the investigation 
TI ils has been identified as part of the PM Support Improvement Plan and identified as a potential period. 
issue by Legal. A rsk excep-ion note has been raised around the CCTV retention period. 

3. Investigate a means of sharing CCTV footage with 
Pvls electronlcal Iy as part of the discrepancy 
irvestigatlon process. 
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Medium-Priority Improvements 

Progress & 
Reference 

Finding Recommendation Responsible Accountable 
Suggested 

Number Completion 
Date 

---------- ------------------ 
P 1 Lack oftransparencyandPM-centricmetricsintieringsystem 1. 

---
Continue to adjust the tiering system so that it is more flexible Regional Managers AndyKingham Shortterm—
and based on PM need focused metrics, with indicators that a following 12 

Histcrically, branches have been assigned a tierto determine the level of support PM requires higher support(includingtransaction corrections, weeks (End 
provided to the PM by their AM, from Tier 1 (high'prio'ity ) to Tier 3 (lower 's'iority'), the length of time the PM has been in role, and support August 2021) 
with PMs Ir higher tiers provided with more proactive AM support. This approach is requests from individual PMs) determiningthe level of support 
used esAMs haves wide span ofresponsibilityand cover bet', e(irl15-1l5b,ancliesso provided. Further, consider enhancing transparency and making 
do not have the capacity to apply the same level of proactive support and management the system clear to PMs. 
across all their branches. 

The tier system is based on POL-focused metrics (e.g. transaction volume), rather than 2. Ensure that any new tiering approach is communicated 

metrics that identify the PM's needs, such as the number of transaction corrections effectively to AMs and PMs.

required for each branch and / or direct customer feedback. This may result In PMs In 
lower tiers not being provided with the support they require. 

Additionally, PMs are not aware ofthe tiering system (despite the fact this system 
influences the level of supportthey receive) wnich may represent a lack or 
transparency. 

POL has identified then et r' underpinning the tiering system and is lookingto build 
PM centric metrics (as outlined above, such as transaction corrections and direct 
customer feedback) into the system, which will be available to AMS via the Branch 
Insight Tool (BiT). 

BCs Change processes are seenascomplexbybusinessteams 1. Continueworking on streamliningthe change management Saira Burwood Tim McInnes Short term — 
process in order to process smaller system changes in a more following 12 

Feedback from teams supporting branches and product development is that there has agile manner weeks (End 
been a historical prioritisation of cost over PM experience, leading to some changes not August 2021) 
being designed to prioritise improving the PM experience, The change process has 2. Engage a comms programme to all teams, to support awareness 
improved over the last 12-18 months to increase governance and control and there has that the change management process is open, easy-to-use, and 
been recent evidence of understanding PM impact as part of the business case process. should be used in all cases where an improvement is required in 

order to better support PMs. 
-; 

However, there is still a perception that the change process is complex and focuses on "' 
cost minimisation, which results in teams requiring funds to implement a change not 3. Ensurethat business as usual and PM supportteams who are ° •::<' 
consistentlysubmitting business cases, as they believe theyw!II not be approved.This impacted by the change are engaged as partof any change 
leads to business cases not consistently being submitted, even when a positive, PM process review or lessons learned exercise 
focused change is required. 

During our work, we were notified of one particular example: 

Subsequent to understood changes in legal requirements for Northern Ireland mound 
parcel checks, a prompt wes introduced into Horizon that stated' make sure a ccstoms 
form is attached to any par cc~ls going to Northerr Ireland.' Given the hiAoi'c political 
situation If inn's; distressing to'eve ral PMs in Ireland, but the prompt was or 
removed due to the team's lack of faith in the 'hange management process, and 
instead merely reworded, which is a soon' of frustration and upset orseveral PMs 
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Medium-Priority Improvements 

Progress & 
Reference 

Finding Recommendation Responsible Accountable 
Suggested 
completion mpletion 

Date 

BC9 InventoryTeam WaysofWorking 1. Continue with deploying the actions identified in the Doug Brown Russell Short term — 
improvement plan. Hancock following 12 

The business has a requirement to control costs and operate within its fund ie llrnits. weeks (End 
Against a backdrop of high volatility in consumer behaviouraround cash, thi~ hat led to 2. Continueto communicate with PlVls the improvements that are August2021) 
a hotness wide focus on reducing network each levels as far as pis ble. Whi lst the being made. 
vuoply Chain has successfully achieved such cash reduction objectives. focus on 
red icing cash has resulted in cultural ways of working around cash supplythat do not 3. Workwith the Postmaster Governance Forum teams to ensure 
pr orltise the needs of PMs. any new issues are identified and actioned with the appropriate 

This has led to issues for many PMs, where the Post Office view of what cash they need 
owner. 

(and when) differs from the PM view, which has a negative impact on PMs abilityto 4. Work with the Postmasters Teams to ensure colleagues benefit
respond to changing business patterns. Additionally, some PMs are not clear on who to from any new training offered across the Service and Support 
speak with in order to resolve cash supply issues and feel they are not consistently Teams in nrder to o-̀ fer a inns l ;tentP ood r,ervire to PMs_
listened to, Furthermore, the tone and support provided to PMs around cash supply 
issues is not consistent and their experience varies depending on who is spoken to. 

The SupplyChain lead team has recognised the issue described above and 
implemented an action plan to address related feedback from PMs. This includes 
adjusting ways of working, training members of the team around tone of voice and 
customer service, implementing cul l monitoring and coaching mechanisms, ensuring 
PMs have ways of providing feedback, tracking issues raised, and the resolution and 
Identification of new ways that proactive support can be provided to PMs who 
experience such problems. 
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Medium-Priority Improvements 
Progress & 

Reference 
Finding Recommendation Responsible Accountable 

Suggested 
Number Completion 

Date 

BC10 Roles and responsibilities for product management 1. C lea rlyclefine ro I es and responsibilities for product Product Managers MarkSiviter ASAP — next 
management and the linkages between the teams, across all 12 weeks 

The recent organisational design changes have changed roles and responsibilities relevant business units and communicate this information (in Martin Kearsley (End May 
within the Commercial Team. Product Managers have overall accountabllltyfor their liaison with the comms team, to identify the most effective Ed Dutton 2021 
product, even though activity for delivering or suppo-ting elements ofthat product may approach) to the teams affected. 
sit in different business units. These rem ways of working are not completely 
embedded yet with there being some confusion remaining as to who Is responsible for 2. Common sate these roles and responsibilitieswider inthe ;✓~°"~~' ~;. 
what. organisation, especially where there is a dependency on other 

We note that this recommendation will be partially addressed as a part of the business units to deliver part of the productjourney, Thls wil l . 

organisational design activities underTranche 2, which intends to place end-to-end include wcrkingwith teams such as network, data protection, 

customer journey responsibilityfor all p oducts with the productteams (though not'ng compliance, operations, and training etc to bring them together 

that they will need to work closely with other across the organisation to dlscnarge to ensure everyone is aware of responsibilities to deliver. 

these responsibilities). 

BC11 Lack of PM focus in POL employee support centre objectives 1. Review/introduce/update front line teams objectives and Maxine Cross - Juliet Lang ASAP — next 
introduce a capability matrix to confirm that they support ahlgh Reward and 12 weeks 

POL employee objectives (which are only in place for managers above) and 1ncentivised quality of service to PMs (e.g. based upon positive PM feedback Recognition (End May 
remuneration are not bused on PM centric metric for key PM facingteams. or 'high numbers of Issues resolved, rather than fast call 2021 
Pr_rforrnance continues to be appraised and monitored through historical, efficiency times). These should be monitored and appraised regularly. Tracey Lloyd-Lloyd-
based metrics, such as call handling 1Imes, rather than alternative mea'vies focussed Training 
on the Pfvl. This results in limited cultWdl focus - and indiv dual incentive- to provide 2. Review the remuneration structures for front line advisers MelFischer-cone llent service to PMs which may have a negative irnpa equality on rf quality of support within PM supportteams and consider whether these are and Service and pr ovlded to PMs. competitive, with a view of reducing employee turnover in p  em p y Support Teams 
Call monitoring arrangements have been identified in call centre teams to assess the these roles. This would likely result in pay rises. 

.,

"~«quality of calls and ensure messaging around tone is beingconsict n-lyfollowed. Doug Brown - 

However, cal l monitoring arrangements vary between teams accord',ngto resource 3. Establish consistent call quality monitoring practices (linked to Inventory 

levels (in terms of the number of calls monitored and the checklists used) and there are the capability matrix)to confirm that front l ine staff a -e ManagementTeam 

no plans in place to review remuneration for front line advisers or to change (or, where demonstratngthepartnershiptoneandpcttingt -,ePMatthe 
Jayne Pardue —On-

applicable, introduce) employee objectives to align with the new PM-centric approach. heart mind-set in their interactions with PMs. This wi 11 Irclude 
boardingTeam 

on the floor and off the floor coaching from team managers 
(coach the coach training to be launched in April 21). Stephen O'Reilly —

People Partners 
4 Launch the 'en reeognitlor scheme to celebrate successes for 

teams mem bers actively improving PM experience. 
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Reference 
Progress & 

Number 
Finding Recommendation Responsible Accountable Suggested 

Completion Date 

BC12 Lack of Cultural and Soft Skill Training provided to Key Support Teams 

There has been limited or no recent training provided to PM facing teams (such as the support teams 
and the security team) focussing on cultural matters and / or soft skills. As such, PM-facing support 
teams do not consistently understand the practical implications of the cultural requirement to put PMs 
at the heart of their operations and are not always equipped with the soft skills required to 
communicate with PMs in an effective and supportive way. 

BC13 Product guidance 

When a product is no longer available or discontinued, there is no set process for the removal of the 
product from the system and product detai ls are often left on Horizon. This can lead to PMs receiving 
out of date information en the product catalogue. 

Similarly, Branch Hub knowledge articles and articles used by BSC advisers to resolve PM queries are 
not always updated to reflect product changes. Product change projects are cost-constrained and 
project team members are encouraged to move off a project as soon as the change has been 
implemented. Associated knowledge article updates are viewed as `tidying up' and a cost, as opposed 
to a priority, and therefore often do nut get actioned. T-ie potential Impact of this is that PMs do not 
have access to the most up to date product guidance on Branch HLib and / or are given out of date 
product guidance by the BSC. 

Anditinnally, too much information is provided to PMs which can make finding the answerro product 
re ated queries difficult. This results in queries being raised in PM WhatsAppgroups, rather than via 
self-service systems. We rioted one example where a PM developed their own guidance document 
and shared this with others to address a common query. 

1. Develop a clearset of memorable principles and soft- Tracey Lloyd Juliet Lang ASAP— next 12 
skill values that PM facing teams must demonstrate weeks (End May 
in their interactions with PMs. This should be 2021 
repeatedly emphasised via comms, training, job 
descriptions, and any other available forums. 

2. Design a training package for all PM facing staff that 
sets a consistent tone, emphasising the need to put 
the PM first in all interactions. This should be 
consistent with the values in (1). 

3. Deliver training programme to al l teams and check 
the quality of their understanding of the training via 
call monitoring checks. 

1. Bbuild in enough time to update associated Katrina 
knowledge articles into all product change projects Holmes 
prior to project close. 

2. Perform a cleanse of all existing Branch Hub and BSC 
product knowledge articles to remove outdated ones 
and add in the latest product guidance. 

3. Consolidate product knowledge guidance on to 
Branch Hub and re-communicate its location to PMs 
through the updated PM Support Guide. 

Tracy 
Marshall 

Short term — 
following 12 
weeks (End 
August 2021) 
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Reference 
Number 

Finding Recommendation 
Progress & 

Responsible Accountable Suggested 
Completion Date 

BC14 Lackof Investment in Supply Chain Technology The technology and systems involved in the supply -Gary Walker - Russell Shortterm 
chain process should be reviewed, with improvements IT systems Hancock following 12 

There has been a lack of investment in Supply Chain technology, resulting in PMs not having access considered in line with the specific recommendations perspective; weeks (End 
to equipmentthat supports effective management of cash and stock. Examples include: below: August 2021) 

Andrew Stevens -
1. Stock auto-replenishment: There is no replenishing model to provide POL with sight of 1. Consider implementing a technical solution that stock replenishment 

branch stock levels and allow auto-generation of orders when stock items are running low, allows stock auto-replenishment, at a stock 
Currently PMs must monitorthelr own stock levels, which is an Inefficient use of PM time level determined bythe PM. This system should 
and can lead to stock availability issues, have the ability to generate orders 

a 
Johann Appel — 

2. Stock order tracking: PMs cannot track the status of stock orders from dispatch through to automatically, at the discretion of the PM. This Internal Audit 

planned/ expected delivery date. This gives rise to a lack of certainty for the PM and results roll-out should be accompanied by clear training Assurance 

in calls being placed to POL queryingwhen deliveries will be made, as well as potential to each PM on how the system works, 

wastage due to additional orders being placed. Stock orders are currently placed on a 
planned order schedule set by POL; the ordering process is not dynamic or intuitive for PMs. 2. Consider implementing a technical solution that 

enables PMs to track stock orders in real-time 
3 Manual stock entry: There is no automated stock entry system in place, with branches and place additional orders when required. 

required to physically hook in stoca on a l ine-by-line basis, using the correct stock codes. 
While cash pouches can be booked in using a baicode on the front of the pouch, stock items, 3. Replace the stock entry process with a new 
such as stamps, ca inor he booked in in this way dce to Horlsnn system limitations, This process and /orsystem that allows automated, 
resultsin a slow and rnanual process, with an increased risk of entry error, barcode-based replenishment, to reduce the 

4. CViT driver PDAs: The PDAs used by CViTdrive.rs to record the movement of stork between need to enter stock codes manually. 

dispatch and branch delivery operate on end-of-life software which is prone to failure. This 
4. Consider implementing a stock mana ement 

p ` E g can result in deliveries being manually recorded on paper forms for part of the delivery 
ystern that al lows stock movements and 

round, thereby increasing the risk of manual error. Further, PDAs do not update centrally in 
deliveries to be -eccrded in real-time, thereby 

real-time and must be downloaded at the end of each day when drivers return to the depot. 
reducing reliance on paper for  and removing 

Where paper forms have been used, the details must be manually input, which is time 
the need to download delivery detai ls centrally 

consuming and Inherently prone to error. 
at the end of each day. 

Plans currently being considered are as follows: 

For point(s) 2 and 4. The 'Future of Swindon' business case is intended to address auto-
replenishment of stock and manual stock entry issues. 

For point 3, High-level Horizon improvements are being considered by POL to address system 
enhancementand integration concerns, but no formal plans are currently in place. 
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Finding; Recommendation Responsible Accountable 
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Date 

BC15 Absence of Consistency in Loss Reclamation 1. Agree a set oforocesses TBCbyPOL Tim Perkins Medi arm tc-rm 
Where a branch loss 00: tel, is sO POL processes are not in placeto reclaim such losses. Forexample, for recovering eslebliislred losses, as per POL's — FY2122 end 
if tF^ra is an instanceovhere a PM ntentionally misappropriates POLfunds and admits to doingso, clearand vision and risk tolerance. (End March 
consistent POL processes are not in place to reclaim the balances accordingly. 2022) 

This creates a risk that PMs are not treated consistently and / or fairly by POL, with some PMs choosingto na >, ;. 

make payments for established losses, whereas others do not. 

BC16 Lack of Third-Party Data Integrity Reviews 1. Consider current end-to-end approaches to Matt Warren Rob Wilkins Medium term 
managing the integrity of third-party data, — FY2122 end 

POL relies on client and supplierdata in order to complete branch account reconciliation and client including identifying areas where any data errors (End March 
settlement activities end ultimately ensure PMs receive the correct remunereton. It is r,nclearwhat could lead to PM loss. 2022) 
pro .' ses are in place to yet assurer _regarding the Integrity of data that is consumed in oroer to 2. Define the required process thatwould need to 
complete these actvities. It is a L,o unclear who is responsible for completing this activity, what happens be implemented to ensure data assurance 
when an issue is identified and who is responsible for resolving, process meets standards. 

3. Complete a gap analysis on data 
A recent example has been flagged to the HM BU regardingerrors that have been identified in the Camelot processes/consumption flows that don't meet 
data file that could have had a detrimental effect on PMs'. A review has been completed of the case, but it the required standards, 

,

. 

,y'. ." .

is unclearas to whetherthis is an isolated case or if the two PMs' have suffered detriment. 4. Where such high risk areas and gaps are 
identified, establish processes to gain further 
assurance around the accuracyof data flows. 

5. Agree a process for flagging data issues and a 
process for resolution of them that is in line with 
obligations to fix, size detriment and disclose. 

BC17 Provision of security equipment based on risk-based costing ratherthan PM safety requirements and 1. Consider tie lrnplerr en_ation of CS 'accept sins Mark Raymond Tim Perkins Short b°rrn 
comfort process that enables PMs in loaner nsk level [2 

branchesto request and receive additional weeks (End 
The provision of security equipmentto PMs (such as reinforced protective casings around branch counters) secuntyequipment(suchas ran torced August 20-1) 
is currentlydriven by a risk-based approach to costing, based on branch locations, ratherthan the safety protective casings around branch counters), 
requirements and comfort levels of individual PMs and staff working within branches, based on their individual requirements and sense 

For example, certain equipment is marked as 'high risk' and can only be provided to 'high risk' branches, 
lower being 

of safety. #"

with any requests from PMs in -risk branches declined. 
2. Where PMs request additional security 'p j 

There are clearly cost implications associated from a wider approach but building equipment provision equipment, above and beyond the automatic
around what PMs require in order for them and their staff to feel safe and supported in their role (rather allocation, such requests should be reviewed by 
than a cost-based risk classification) would enable a higher level of supportto be delivered by the security the securityteam and, if determined to be 
team, conducive tosupportingthe PM and their 

members of staff's wellbeing, provided. 
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BC18 Lackof clarityand communication around support function rules and responsibilities 1. As part of the future OE work, t restructure Mel Fischer Tim Perkins Shortterm —
showingthe support teams which are following 12 

Whilst PM facing-support teams (with the exception of Cash Management) have been brought together into respons bin for each area should be revised and weeks (End 
one  PM Team' under the Retail & Franchise Network Director, the roles and responsibilities of, and linkages documented, with a simple approach created August2021) 
between, the teams are not clearly defined and cc nrrui irated to PMs ,and sta-t e it n the teams. that clearly identifies each team's areas of 

For example, changes to support function names are not clearly communicated to PMs, resulting in responsibility. ,;, 

confusion. In particular, the Cash Management team was recently renamed as the Inventory Management
team, but due to a poor communication programme PMs were not adequately aware of this change and 2. Then mpnort teams should receive consistent 

have thus not been willing to engage with outbound calls from this team, training and communications on A) What their
roles and responsibi l ities are; and B) What roles 
and responsibilities other areas of the support 
Ii Oct on offer, to allow them to poi n_ PMs in the 
right direction for further support. 

3. The cinc m urn icationsstrategy for infomring PMs 
of the support optic 'al lad e to tFem should 
be embedded within Branch Hub, al mgside a, 
multi-channel communication approach. I his 
should include updating the PM's Support Guide 
to incorporate  section clarifying each team's 
roles and responsibilities. 
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Progress & 

Number 
Find'ng Recommendation Responsible Accountable Suggested 

Completion Date 

BC1t Ineffective MethodsandforumsforCommunicatingtoPMs Review the communication strategy and approach .ic i-chcr 1 (. I.rs ,rrtc m 
for PMs and assess what forums are best suited to Po ,owing 12 

The methods and forums that POL uses to core municate to PMs are not consistently tailored to the meeting PMs needs, Includ1ng the following: weeks (End 
requirements of PMs. This can lead to PMs jwhomey be busy in branch and unable to answer phone calls, August 2021) 
for example) not receiving or being able to resuo id to POL's communications, resulting in a lack of support 1. Broaden the Branch Hub web chat 
pr _vision and delays in resolving issues, functionality to enable more teams to 

There is an ambition to move more interactions on to Branch Hub, including potentially broadeningthe provide real-time responses to PMs at a 

web chat element to cover more support functions, beyond IT. time that is convenient to them. 

Additionally, a review of the support guide is underwayand the adjusted version will be re-shared with 2. Re-issue the PM Support Guide to all PMs in 
PMs. hard copy and digital formats. 

Please refer to the communications theme (Ref 3.5) forfurther context around communications findings. 
3. Define a communication policy around 

complaints and media, 'inc udingsocial 
media, and provide AM,, v, ti support and a 
consistent approach for managing 
complaints. Train al l AMs on best practice 
for managing complaints and use of the 
different channels. 

BC20 Insufficient Security Team resources limiting proactivity 1. Co idiot aresourcing assessment to Mark Raymond Tim Perkins Mediumterm—
determine the level of resources required FY2122 end 

It is unclear whether the proactive security support pro ides adequate support to PMs, There are 11.5k for the security team to provide a strong (End March 
branches and only nine members of the security team ash ich'imits the extent to which the team can level of proactive support for PMs, utilising 2022) 
providesupport, training and quiclanceto PlMs. This observation was further supported byfeedbackfrom relevant security-related Mi and data such as 
t'ne Security Tearn, who noted'hat thc learn predominantly v,iork reactively (resoordirg tcissues as and from Grapevine. Where necessary, provide 
when they arise) as they do not have sufficient headcountto perform proactive support activities, additional resources to support a larger and 

Work is currently underwayto recruit a Security Awareness Manager to drive security comma and to stronger securityteam, based on the 

ensure that the current Security Manager provision of 8 (UK coverage) is retained, aforementioned assessment, 

The Security Ops Manual 's currently being revised to make it more user friendly, including a review of 
tone and simplification where needed to make it clearer. This review will be concluded at the end of March 
pr or to launch on to Branch Hub. 

- 

BC21 
------------------------- 

Immature Cash Forecasting Processes 1. Consider use of a more sophisticated cash Gary Walker Russell Short term —
forecasting tool to replace the Excel Hancock following 12 

PM Cash forecasting is performed n- anuall in an Excel spreadsheet, which increases the risk of manual spreadsneet that is currently used to weeks (End 
error and owers the level of anal ci a 'ii rr airagement information that can be provided.This may result perform forecasting. August2021) 
in inaccurate cash forecasts and cash shortfalls in branches. 

Whilst a forecasting tool was orig rally planned as part of the CWC system implementation, it did not meet 
requirements and development was stopped. 
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BC' 2 POL processes are too manual and relianton paper 1. Map and review key POL processes and Mel Fischer Tim Perkins Medium term —
challenge areas, including identification of FY2122 end (End 

POL's key system processes involving PMs are frequently reliant on paper and are not suitabilitydigitlsed• where there Is reliance on paper-based March 2022) 
This leads to inefficiency, delays and errors when data is entered manually. activities. All 'nstances where paper-based 

For example, The PM expenses and remuneration process is very manual and reliant on two separate or manual activities are required (e g. 

forms being printed and posted to the PM, who must fill it in and post back to the team to start the sending fo, ms via Pont) should be digitised 

processing activities, which usuvi stakes 7 days to complete. If any information on the form is Incorrectthe to ir  east off ciency. 

whole process needs to be restarted which causes unnecessary delays. 

Progress has been made tc automate key processes through the introduction of Branch Huh, which 
reduces the rrmarcel Input required in several process areas, such as requesting or notifying charges to 
branch opening hour.. 
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BC23 iodi a'; I' snch POL !aunt , ;i ,;i , iur_h Hub across the nerd s-k in order to l nprove the Ievel of self- service suppert available to PM- There are over 9,500 branchee registered -o date, on Err an .h h-lub, wlrh 
ii the too allowing PMs to self-serve across a number of key support areas, including accessing knowledgearticles. The tools available 24 hours a day, 7 days a week, and enables PMs ti 

receive basic levels of support at a time convenient for then, and their business activities. The tool is under ongoing development, with new features added regularly by the implemsn.ation 
team. 

15C24 Additional AM Support The level of support provided byAMs has Increased since April 2019, with a total of 94AMs now supporting PMs across the network. Previously, such support was restricted to the central, 
largest branches, but is now available to all branches. 

BC25 Branch Su ortTools pP POL has introduced new tools to help PMs manage their businesses effectively andprovide a higher ualit of management information to POL and PMs around key branch metrics. In P g   g q Y g
particular, please refer to the points below: 

1. The Branch Insight Tool has been introduced to give a snapshot of key branch operation indicators, such as cash declarations, calls to branch support, etc. This enables POL to identify 
branches where further support may be required and is shared with the applicable AM, who has the ability to focus on supporting PMs in these areas duringtheirvisits. 

2. POL has introduced a 'Missed Remuneration Potentia 'tool within the Branch Ins ght Tool, whch provides high-level guidance to PMs around how they might in crease their POL 
income, based on the performance of similar peers within their geographic area. 

However, further improvement is required in the area of management information. Please refer to finding BC4 for full details. 

BC26 SecurityTeam Focus The security team's role has been adjusted to focus on providing proactive, preventative service and support to PMs, moving away from their previous, reactive approach. In particular, the 
Change team have implemented Horizon scanning (to Arntifyand provide communication around new crimes and ways that PMs may manage them) and works more closely with PMs to provide 

education and support. Additionally, security visits no longer to ke place unannounced and the PMs are consulted with to determine the best time fora security visit. 

BC27 Introduction of One The security team are trialling an application called One Touch (owned by Grapevine) which enables PMs to report incidents (particularly those which are time sensitive) in a timely and 
Touch Application simple manner. This will support busy PMs in avoiding having to leave the counter to make incident calls and allowing them to make reports in a mannerthat suits their working practices. 

This technology is currently being tested in 35 branches and, if successful, will be rolled out in 2021/2022. 

BC28 Supply Chain Support and Branch correspondence from POL to PMs has been reviewed to ensure that it is fit for purpose, aligns with POL's purpose, and properly supports PMs and branch colleagues. 
Correspondence Review This review has included an assessment of the tone, with charges made where necessary. Additionally, the time limit for branches to respond to letters (where required) has been 

increased to 2 weeks from the previous 5 working day limit. 

BC29 Stock Management Stock knowledge articles were written in December 2020 and are available on Branch Hub to provide PMs with key information around the ordering process and stock returns. These have 
Knowledge Articles been communicated to PMs to support Increased awareness in this area. 

BC30 Remuneration increases POL has increased the remuneration offered to PMs across several key product areas as of April 2020. This has resulted in a £37m increase in POL's gross spend on remuneration between 
FY2018— FY2019 and FY20— FY2021. This represents an average of a 10% increase in PM remuneration. 

Bc31 Streamlining of stock The stock ordering process has been simplified fol lowing the ordering process being placed onto Branch Hub, The Horizon process for ordering stock was lengthy and cumbersome, with the 
ordering process Branch Hub process seen as more efficient. 
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7BC32 Property Team Help Help guides a id dideos have bee, , -troduo on Brand, iuh by the property team, in order to provide the PMs with strongersupport around to manage POL equipment appropriately 
Guides (e.g. weighing sc=I les, ri lls) and reduce the risk of equipment fai lure. 

Increased PM The Branch (.1 pe-atiens team has adjusted the change management process in order to engage PMs at earlierstages of key change projects. In particular, a branch user forum has been 
Involvement in Change established, which is a monthly meetingfor PMs to provide input into key change programmes. Additionally, POL PMs are invited via this Iog: , it: I tierd regular project workstreams and 
Process provide feedback from an end-user perspective. 

BC34 Transaction Correction Plans have been drawn up bythe support team to analyse transaction correction disputes, in order to establish the root cause of groups of disputes and provide further supportto PMs (or 
MI Analysis adjust POL processes) where pain points are noted. 

BC35 Security Manual There is a planned rol l out of a refreshed 'Security Manual' from the securityteam. This will provide easy-to-use guidance to PMs around key security operators and the support available 
from the securityteam. This will be rolled out in March or April 2020 and subsequently added to Branch Hub. 

BC3E PM Policies POLhasdraftedasuiteofPMpol icies,whichweredeemednecessarytofacil itateGLOcompliantsupporttoPMs.Thisincludesthefollowingpolicyareas:NetworkMonitoringandAudit 
Support, Network Cash, Stock Management, Transaction Corrections, PM Account Support, PM Accounting Dispute Resolution, PM Contractual Performance, PM Suspension, PM 
Termination, PM Appeals, PM Accountability and PM Complaint Handling. 

Following approval of the policies above, POL will establish programmes to ensure that A) All relevant teams are trained on the new policies by February/ March 2021; B) The policies are 
reviewed annually (and approved at the RCC) from March 2021; and C) An overarching PM support document is in place, linking all relevant policies and processes in one place, by the end 
of March 2021. 

BC37 Hothousing Programme Since the issuance of the CIJ, POL initiated the Hothousing programme which consisted of an in-depth dive forAMs on how to best optimise, attract more footfall and increase 
(Phase 1) remuneration for branches withir their remit. Whilst the programme is currently on hold due to COVID-iS, the outputs of this programme included additional functionalityto the Branch 

Insight Tool as well as the AM Playhook. 

BC:38 Supply Chain Cash The discrepancy process for cash discrepancies is currently under review, with an intention to create a new process that ensures PMs are treated fairly. 
Centre Discrepancies 

BC39 Security Communication POL are recruiting a security communication managerto drive communications at a campaign level and Improve relations between the securityteam and PMs. 
Manager 

13040 BSM to AM handover Previously there was no handover between the BSM and AM at the six month point. However, plans are in place to improve this and implement a handover, as BSMs are brought into 
regional teams. 

131.41 BSC to Supply Chain POL plan to complete the roll out of branch supporttraining to all SC colleagues that interact with PMs and branches (with the exception of CVIT crews). Training includes tone of voice, how 
Training to deal with difficult conversations and the wellbeing of cal l centre colleagues. The training session for team leaders took place on 1st October 2020 and the plan to cascade is still TBC. 

BC42 BIT Tool The Bi I tool will be added to Branch Huh to enable Pfv1s to access all types of data from conformance to remuneration potential. This data can currently only be viewed and shared by the 
AM with the PM via pdf, with PMs unao'eta access the data independently. Work to implement this change was begun and then placed on hold in November 2020. It is planned to restart 
from March 2021. 
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High-level Overview 

Contract Branch 
Management IT Operations 

Branch 
Performance 

Issues Supply Chain Reconciliation 
Issues 

Management 
BAU Issue Management g BSC Complaint 

Financial 
Crime Ongoing Resolution PM Management 

Training Remuneration 

Provision BSC Dispute Disputes 

Resolution 

Similar to the BAU Continuous Activities part of the PM journey, BAU Issue Resolution covers all day-to-day activities after the conclusion of BSM support provision (6-9 months after they 
commence service), but is focussed on interactions where an issue has been raised, by either POL or PMs and requires an action to resolve. It covers a broad range of critical process areas 
including, Supply Chain Management (relating to disputes or general issues), Branch Reconciliation Management (including accounting disputes, transactional corrections and all other issue 
resolution), IT operations (relating to system integration), ongoing training provision where issues have been identified, PM remuneration disputes, Branch Support Centre dispute 
resolution and complaint management, financial crime (including training and investigative support), Contract Management issues and Branch Performance Issues. 

The following table sets out the number of findings or improvements identified by risk ratin;T 
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Summary of ImprovementsTo Date 

Over the past 1E months, POL has taken steps to improve the experience of Postmasters (PMs) trying to resolve issues related to their day-to-day activities. We noted 15 improvements in 
total during this Project which are complete, planned or in progress. These improvements include: 

• Call monitoring- Call recording and monitoring was introduced within the PM Account Support Team in December 2020. The PM Account Support Manager now has access to recorded 
calls and monitors these on an ad hoc basis. Currently any development opportunities are picked up informally in a one to one meeting. 

Rebranded Loss Prevention Function - POL established a new Loss Prevention function in July 2019 under new leadership, which has since transitioned to 'Network Monitoring and Audit 
tiuppert' to better reflect the activities of the team and reflect the move towards support opposed to a purely investigative function. The function has been focused on reducing losses to 
PMs and POL by increasing the level of monitoring across the branch network, increasing the level of support provided to branches and through more frequent, earlier intervention for 
branches having operational issues. 

New approach to branch losses - PO has carried out a review of its policy, processes and documentation relating to potential branch losses. The focus has been on supporting the PM and 
how they can get help with understanding any balances on their account. 

• Management of ATMs within the network —The current contract with Bank of Ireland for ATMs will end in March 2022 - work is underway for the transition to POL control of the ATM 
network, with Vocalink contracted to manage dispute processes. 

Microsoft Dynamics— Use of the Microsoft Dynamics case management system has been extended across all Business Support teams. This tool allows cases to be passed between 
different members of the wider function and reduces the reliance on phone calls and emails for managing cases. This allows POL to maintain clearer case management information. 

Summaryof Further ImprovementsIdent%fied 

We identified three urgent-priority, three high-priority, two medium-priority and three low-priority improvement opportunities within the BAU Issue resolution work stream, to further 
enhance the PM experience. The urgent-priority findings are summarised below, with full details and recommended actions provided in the following section. 

• Maintained Error Limits— Where there is a difference in a POL settlement account for a branch affecting process (for example ATM or Lottery) of specific amounts rather than issue a 
transaction correction which would move the difference to a PMs' branch account, the amount is instead 'written off' to a POL P&L account. These differences could result in a write off 
being a cost or a benefit to the PM. 

• Settle Centrally - Currently PM's can only 'Settle Centrally' for amounts of £150 and above, any amount less than this currently need to be 'made good' by PM's, using either cash or 
cheque. BRT no longer use maintained error limits. However, there is a min/max cap set in Horizon that needs to change to let low value credit TCs flow to PMs'. 

• ATM transaction disputes — There is a lack of effective procedures in place to manage ATM transaction disputes, raised by customers through Bank of Ireland (Bol), who are the Link 
member currently managing the POL ATM network. The issue has existed since Bol took over management of the ATM network in 2005 and possibly prior to this under the previous 
provider, Alliance & Leicester - the level of detriment to PMs over this period is, as yet, unknown. 

The high-priority improvements we identified related to the accounting dispute process, the complaints handling processes, and an absence of SLAs for issue resolution processes. 
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Reference 
Number 

Finding 

BI1 Maintained Error Limits 

Where there is a difference in a POL settlement account for a process affecting branches (for 
example ATM or Lottery) for a specific amount which varies by product, rather than issue a 
transaction correction which would move the difference to a PMs' branch account, the a mount is 
instead 'written off' to a POL P&L account. These differences could result in a write-off being either 
a cost or a benefit to the PM. 

BRT no longer use maintained error limits. However, there is a min/max cap set in Horizon that 
needs to be updated to allow low value creditTCs to flow to PMs. This is in progress with the 
Horizon IT team. KPMG are reviewing the detriment that this procedure could have caused in the 
past. 

P.12 Settle Centrally 

CurrentIv th e PMs can only'Settle Centrally for amounts of > £150 and any amount less than this 
currently needs to be 'made good' by either cash or cheque by the PM each month. Also, there is 
no dispu e functionality within Horizon in order to allow PMs to easily dispute any amounts that 
have been 'settled centrally'. 

POL are working on the fix to reduce the Settle Centrally amount to £0. This Is in plan to go live 10th 
March 2021. Followingthls the terminology 'settle centrally' will be reviewed and replaced as a 
subsequent change. 

KPMG (who are workingwith POL on the actions following HIJ) have identified the need for a 
'dispute' functionality within Horizon to challenge shortfalls. Part of the KPMG action plan is to 
extract keystroke information from Horizon. 

Recommendation Responsible Accountable 

Remedial actions have already been identified and these Jacki Adams Tim Perkins 
actions should be completed in order to resolve the 
issue, specifically: 

1. Identify and resolve issue in Horizon that is still 
impacting the resolution of the issue. 

2. Identify the detrimental impact to PMs from the 
issue. 

3. Resolve detrimental impact (decision on whether 
Net or Gross amount will be used). 

4. Confirm approach for disclosure of the issue to 
PMs' and initiate the process of refunding. 

1. Remove the set £150 limit to allow PMs to settle Jacki Adams Tim Perkins 
centrallyfor any value of transaction correction. 

2. Determine whether a minimum level should be 
set, whereby small transaction issues are not 
investigated due to the time and cost involved 
(retainingthe option to review where a recurring 
pattern emerges). 

3. Document reason for continued way of working 
pre-10th March. 

4. Incorporate the dispute related findings from 
KPMG report Into the dispute resolution 
procedures, to help ensure that PMs are aware of 
new functionality to dispute shortfalls. 

5. Review the end-to-end transaction correction (TC) 
processes to be clear and comfortable that they 
work and that there are no additional issues in the 
process, that have not already been Identified. 

S. Internal Audit should review the TC processes to 
review and assess the controls in place. 

Progress & 
Suggested 
Completion Date 

ASAP— next 12 
weeks (End May 
2021 

ASAP — next 12 
weeks (End May 
2021 
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Reference 
Number 

Finding 

B13 ATM transaction disputes 

There is a lack of effective procedures In place to manage ATM transaction disputes, raised by 
customers through Bank of Ireland (Bol), who are the Link member currently managing the POL 
ATM network. 

There is a risk that PMs' may have suffered financial detriment as a result of the way ATM 
Transaction Corrections have been issued to branches in the past. Previously, a customerwould 
make a claim to their card issuer for any cash that they claimed was not received at an ATM. The 
card issuer would then raise the query with BOI who would have 15 days to investigate. BOI 
typicallysat on this for 14 days and then asked POL to investigate. If POL could riot provide evidence 
ofa balance, a surplus or whether fraud had been reporting, BOI would automatically deduct the 
amount from the settlement with POL. These discrepancies would then be passed on to the PMs' as 
a Transaction Correction, who may be asked to cover a reported shortfall that they are not 
responsible for. 

The issue has existed since Eel took over management of the ATM network In 2005 and possibly 
pr or to this under the previous provider, Alliance & Leicester - the level of detriment to PMs over 
the period is, as yet, unknown. 

Recommendation Responsible Accountable 

1. Identify any further procedural improvements that Werdy 

can be initiated with Bol to strengthen the Luczywo 

temporary solutions that can be put in place in the 
interim of on-boarding the new supplier 

2. Review what interim improvements can be made 
to help and encourage PMs' to complete the 
necessary ATM balances on a weekly basis. 

3. Document procedures for managing and 
investigating ATM transaction disputes and identify 
the actions to be taken for each instancetype both 
for current and future state. 

4. Identify the detrimental Impact to PMs' from the 
issue historically, where possible 

5. Resolve detrimental impact 

Tir rontractwith Bol for ATMs wil end in March 2022- work is underwayforthietransitionto POL 
6. Confirm approach for disclosure of the issue to 

control of he ATM network, with Vocalink contracted to manage dispute processes. 
PMs'. 

POL now request that Bol make contact within 7 days of a claim being made, in order to provide 
re event information (Bel have 15 days to respond on a claim, previously they may have waited until 7. Ensure the new process for managing ATMS is fit 
the 14th day to request nformation, 'i f it had not been received automaticallythrough AIM balance for purpose and pi events these issues happening 
data for the relevant mach nel. POL are also investigating whether there are any fixes that can be in the fut~.ire. 
used to help p! event frauds "nt transactions, 

B. Continue with delivery of ATM change programme, 
The process of raisingTCs by the BRTteam was paused in December 2019 on the receipt of the CIJ. to be implemented following end of the current 
However, the process started again in June 2020. It is unclear at this stage whythe process was contractwith Bol in March 2022. 
restarted. It was stopped again later in 2020/21. The HMBU team wil l be covering the time period 
between HNG-X and HNG-A to provide opportunityto resolve from PMs`. However, PMs' may have 
suffered detriment during the time periods when TCs were still being issued. 

Martin 
Kearsley 

Progress & 
Suggested 
Completion Date 

ASAP — next 12 
weeks (End May 
2021 
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8.2 BAU (Issue Resolution): Improvements Identified 

Reference 
Progress & 

Number 
Finding Recommendation Responsible Accountable Suggested 

Completion Date 

B14 Accounting disputes process 1. Agree and finalise the Accounting Disputes resolution Accounting Dispute- Tim Perkins ASAP —next 12 
procedures and overarching framework. Jo Milton/ Neil weeks (End May 

Accounting Disputes processes have not been clearly documented and effectively Davey 2021 
communicated to relevant POL staff and guidance produced and shared with PMs 2. Develop guidance information for PMs on the procedures from 
so that it is clearthatthey understand the options avallableto them and whatthe their perspective. Overarching Policy 
procedures and timescales are for reply/resolution. Document -Jo 

There Is a Disputes team in place within Branch Reconciliation team, but a 
documented process is not yet in place. An overarching policyguide has been 

3. Communicate Policy and procedures to relevant POL staff 
(particularlythose interacting directly with PMs) and provide 

Milton 

prepared and is going to ARC in March for approval, training, as required. 

4. Communicate guidance to all PMs so they are fully aware of the 
processes available to them. 

B15 Complaints handling processes 1. Agree and finalise the Complaints Handling policy and Complaints - Mel Tim Perkins ASAP —next 12 
procedures. Fischer weeks (End May 

Complaints processes have_ not been clearly documented and effectively 2021 
communicated to is. event POL staff and guidance produced and shared with PMs 2. Develop Guidance informationfor PMs on the proceduresfrom 
so that it is cle,,irt­iat they understand the optiom ava lableto them and whatthe their perspective. 
procedures and timesca es for reply/resolution are. 

The PM Complaints Handling Policy is going to ARC in March for approval. 3. Communicate Policy and procedures to relevant POL staff 
(particularly those interacting directly with PMs) and provide 

An overarching policyguide has been prepared and is goingto ARC in March for training, as required. 
approval. 

4. Communicate guidance to all PMs so they are fully aware of the 
processes available to them. 

816 Absence of SLAs for issue resolution processes 1. SLAs should be developed for Issue Resolution related activities, Mel Fischer- Tim Perkins ASAP — next 12 
relevant data should be identified to ensure that effective Complaints weeks (End May 

SLAB have not been set for issue resolution processes across POL and there is no monitoring can take place. 2021 
effective monitoring in place for either efficiency or quality of POLs response to Neil Davey — 
issues raised. Accounting 

Disputes 
This issue has already been identified and initial plans to remediate are underway. 

Deloitte LLP 2021— Postrnester Journeys — March 2021 Private and Confidential 81 



POL00038115 
POL00038115 

8.2 BAU (Issue Resolution): Improvements Identified 

Medium-Priority Improvements 

Reference 
Number 

Find,'ng Recommendation Responsible Accountable 
Progress & 
Suggested 
Completion Date 

BI7 Limited AM visibility over PM contractual obligations 1. Assess what centractua I information ShOUld be made David Southall Andy ASAP — next 12 
available to AMs to allow them to understand and identify Kingham weeks (End May 

AMs have varied knowledge of the contractual obligations of the PMs within their remit. In what might constitute a breach of contract. 2021 
order for an AM to have knowledge of contractual obligations, they have to request the
information from the contracts team and there is no other way to access this information. 2. Make the schedule of key contractual obligations from PM ( ' 

contracts avallablewithir BIT and within the Playbookso 
AMs can execute their dGties, and regularly monitor
against PM obligations (inked to finding 8). 

BI8 Lackof consistency in AM'sapproachto branch performance management and issue 1. 
---------------------------------------------------------- 

Create a clear frarr,evxork with a set of SOP's for the AMs Regional Andy 
------------------

1. ASAP — next 52 
resolution to help corristentlydPIiver branch perfoarnance in Managers Kingham weeks (End May 

relation to branch opJrnisation, revenue growt r non- 2021 
AMs' understanding of branch performance management (as defined by POL around branch adherence or branch related issues. These SOP's could be 
optimisation, revenue growth, non-adherence and branch related issues) is not clear as referenced within the AM support guide. 2. Medium term -- 
different AMs interviewed had differing views of this. Most AMs articulated the bulk of the FY2122 end (End 
role is resolving and helping PMs with any questions while relaying management information. 2. Communicate the framework clearly to the Regional March 2D22) 
In this sense, they act more as a middle man than a traditional AM operating in the retail Managers who would then be tasked with reviewing how 
sector. Al l eecep oseAM knew branch performance management include helprngthe PM to best to roll out the framework across the AM network. 
grow their business.A few were unaware that POL conducted branch performance This will entail communicating and tralningthree core 
management. components out to the AMs: 

AMs have a wide remit to deal with issue resolution w'iiich is based on AM experience and as - To clearly articulate the roles and responsibility of an 

such, can vary significantly amongst individuals. I his is compounded by the number of AM and speciflcallywhat branch performance 

branches that a AM has within their remit, which can range from 75-125 branches. As a management refers to and their responsibility in this 

result, AMs do not have the capacity to apply the same level of proactive support and process; 

management across all their branches. - To clearly articulate the incentivisationto grow PMs 
branches irrespective of tiers; and 
To clearly articulate to the AMs how to do this 
through SOP's, guidance materials and usage of 
tools/resources (e.g. Hothouse program me) 

3. POL should be aligned on the definition of branch support 
and notify PMs. 

4. Review the capabilities of an AM within the network in 
accordance .vith the redef'ined roles and responsibilities 
togerirer with conducting an arse;sment of the AM 
capacity to execute the redefined roles and 
responsibi lit'ies. 
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8.2 BAU (Issue Resolution): Improvements Identified 

Low-Priority Improvements 

Reference 
Progress & 

Number 
Finding Recommendation Responsible Accountable Suggested 

Completion Date 

8190 Inconsistent terminology 1. Review use of terminology across Business Support Mel Fischer Tim Perkins Short term — 
Teams. following 12 

Terminology can be confusing— i.e. 'Tiers' is used within a number of different areas across POL and weeks (End 
means different things to different people - it can relate to BSC call teams, Post Office branch size August 2021) 
and Contract team actions. 

BI10 Resource constraints 1. Ass ss service deliverytirnescales to PMs to assess Mel Fischer Tim Perkins Medium term — 
whether additional service support resources are FY2122 end (End 

Reductions in the BSC team previously have led to delays in call answering and the ability to required to provide an efficient and timely service to March 2022) 
effectively resolve issues raised by PMs in a timely manner. Resource constraints have limited the PMs. 
abilityfor the BSCto make improvements, such as wider call answering hours and better quality 
assurance of cal l handling. We note that one action has been taken to date with the team size 
increased again recently, but further work is needed in order to provide a fully effective service to 
PMs 

The OE workthat is planned forTrancf.e 2 wil l help resolve and make sure the teams are structured 
better, with flexibility built into rules, to provide a better service to PMs'. 

Bill Lackof formal feedback channels for PMs 1. Formal feedback avenues from PMs should be Neil Davey Tim Perkins Short term —
integrated into the service provided by the team e.g. following12 

There are no formal documentfeedbackprocedures in r laceto assess whether dispute or issue following a dispute, to determine whether help and Mel Fischer weeks (End 
resolution activity has been effective and the issues/disputes have been resolved satisfactorily, support has been effective. Branch Hub could be August 2021) 
from the PM perspective, used for this. 

As part of Neil Davey's Accounting Dispute review, a survey will be sent to PMs' to understand a 
baseline satisfaction level with Accounting Dispute investigations. 2. Ensure there is an appropriate forum identified for 

PM-facing teams, such as the Disputes Team to feed 
Complaints will no longer be closed until a PM indicates satisfaction with the resolution, this back to the business. 
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Bill Suppor The PM Support Guide now uuLllncs the support that PO can provide to PMs_ The goal for ttu_ guide is sharing what the support looks l ike, so every PM can access support when they reed 
it and to ensure PMs are aware of the most up-to-date support available to them. The Guide confirms the sources of support, including face to face, telephone and digital. 

B113 BSC Restructure We were informed that focus has been placed on supportfor PMs under the new PO strategy which changed with the PO vision of puttingthe PM first. This includes from a Tier 2 
perspective, doing more for branches to avoid discrepancy issues being unresolved. There was a restructure of the BSC in November 2020. 

There has been a piece of work on culture and tone, with focus on call handling and customer service skills. Call listening and scoring mechanisms have been introduced, with quality and 
coaching in place. It is also believed that there is now an opportunity for improvement in this area where previously resource constraints and cost cutting initiatives nave hampered change. 

B114 Case Management The processes have changed and have been imp'emented for managingcases and this is detailed in new policies forsuspensinn, termination and contractual performance. As a result of 
Processes these changes, POL has significantly reduced the number of branches it suspends (from 71 to 3 in 19-20 to 20-21). 

Bli 5 Microsoft Dynamics Use of the Microsoft Dynamics case management system has been extended across all Business Support teams. This tool allows cases to be passed between different members of the 
wider function and reduces the reliance or phone cal ls and emails for managing cases. This allows POL to maintain clearer case management information. 

B116 New Approach to Branch PO has carried out a review of its policy, processes and documentation relating to potential branch losses. The focus has been on supporting the PM and how they can get help with 
Losses understanding any balarces on their account. 

POL has: 
• Ceased the practice of automatically deducting payments from fees. 
• Set up dispute options for PMs and focused on flaggingthe opportunity to dispute discrepancies and transaction corrections at the earliest possible opportunity. See Transaction 

Corrections on tab 'Bianch Standards'. 
• Updated prone; .o' to reflert a new vray of workir that supports the PM. 
• Re' iei-ved letters sent to PP/s (to ensure message of support). 
• Created a cc . ript to suapo t the PM A .courit5n,cb - it ce -n when speskingto PMs abouttheirdiscrepanc'es, with focus on ensuringthat the PM fully understarrdsthe reason for the 

discrepancy and can be encouraged to have the discrepancy investi pared . 
• From December 2020, the PM Account Support Tea in began proactive engagement, contacting PMs by telephone, prior to sending a discrepancy notification letter out to provide a 

further opportunity for the PM to understand how POL can support with their discrepancies. 

NOTE: previously the focus was on recovering losses from the PM, with remuneration deductions if necessary. The above has changed this focus. 
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E1 ULI1J*tuiI(*t.i 

I Net irk rn initoring and Auclt-• There has been a lot of focus or in pray-rnents in the aI ea, wlrh'he goal of nreatinga tonics upportien experience for the Phi and changingthe perception of the auditfunc - ion 
audrtsupport (historical yperceived negatively in the eyes of PlA&). 'audit' _errnit elogy has been amended e.g. renamed audltorsas 'audit andsupportadvis"rs'. 

Attendance- Pt.) now ensuresthata r Loom ofor' AuditAdv errs attend any audt This Is to ensure thatthere r consistency and ac_uracy in the audits tail audithas a leadAudi-or 
who is =upportedoy at least one supportAuditar. The number of auditors attending each branch wil l depend on the size of the branch, with more auditors attending larger branches in 
order to complete the audit as quickly as possible and allow the branch to re-open. 
SPEAR - New,. up tort visit known as a SPEAR visit which is completed by the Audit Advisor team (SPEAR stands for Support,Prevent,Educate, Assure a no Respond). These a re visits aimed 
to support Ply's with issues identified by the Branch Analysis seam (who monitor the network) where an audit may have been used in the past. For example, a branch with higher levels of 
cash or stock than expected for their trade who isn't return 'rg cash or stock would have a SPEAR visit rather than an audit. These visits can be completed whilst a branch continues to trade 
and are attended by a single Audit Advisor. 
As a result of COVID, more activity over the phone rather than through visits to branches which has resulted in more frequent, earlier intervention and support for branches, which has 
reduced loss levels for PMs. 
Audit Rationale Document - introduced to be shared with a PM at the outset of an audit. The purpose of the document is to ensure PMs understand the reason for an audit being 
completed. 
Telephone Quality Assurance - introduced a follow up telephone call to a random sample of PMs a`teran audit to qua lityassure the PM's experience of the audit and for any feccbacl<or 
questions that a PM has after an audit to be followed up on by the Area Audit Managers. —87°/,mere satisfied (118 ca Is) orvery satisfied with the summary of the audit they 

h118 Cal l Monitoring Call recording and monitoring was Introduced it the P1 Accountsupport teen In December 2020. 1he PM Accounts ipno,t Manager now has accessto recorded calls and rnoni-orsthese 
un au ad hoc bas's. Currently amp do'eloprnent opportun'tit' are picked up Informally Ina one toone and there is no for r 'allsed documentation to show ii -, F as Laken place. Howevei, a 
p rig rarrrne his been put in plat_ in conjunction with the Branch SupportQualityand i i ,, vi  M.-i•iager, sothataction p .30, 1.11 be developed forindiv dual aJvisors inthe PM Account 
Support team. 

8119 Grapevine scripts Grapevine sc' pts have been reviewed and improved to incorporate a more supportive tone e.g. offeringtrauma s.apport for PMs (where previously feedback from PMs was that the focus 
was on loss opposed to support). Calls to Grapevine and outbound calls by the SecurityTeam are now sampled cy theSecurityTeam (10 per month) and Grapevine themselves (30 per 
month) to ensure that calls are being handled correstl5. Cross comm cnication is shared between both teams In this regard. The idea is that the calls should new be. about listeningto the 
PM and empathetic conversations. Feedback Is -hen provided to the team if issues are found. However, no feedback is sought directly from the PM on the latter. 

8120 Stopping the closure of Branches were previously automatically closed for loss investigations for any losses over£1k, which would cause the PMs distress as trading was stopped. We were informed that a 
branches for loss judgment call is now made on a specific incident basis whether there is a need to close the branch. PMs views are now listened to as part of this process. 
investigations 
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High-level Overview 

The Off-Boarding process is the final l:art of the PM Journey and as such the PM's experience at this stage is crucial in maintaining the POL-PM relationship and protecting POL's reputation. 
Placing PM interests at the heart of this process is key to POL meeting their wider objective of cultural change. 

Off-boarding can be split into 3 separate areas: 

• Termination due to contractual breach - If a PM is in serious breach of their contract, then that PM will be subsequently suspended. Once suspended an investigation will be carried out by 
the contracts team to confirrn that POL has justified grounds to terminate the PM's contract. 

• Death in service— If POL is notified of a PM's death in service, the first port of call is to check in on the next of kin, this is carried out by the Area Manager (AM). The contracts team will 
subsequently reach out to discuss the contractual options available to the branch. 

• Off-boarding of own accord (retirement, commercial transfer or resignation) - If a PM wishes to resign, they will contact the on-boarding team who will subsequently send a notice to leave 
pack to be completed by the PM. This pack is processed by the on-boarding team who will subsequently notify the AMs and Network Provision Leads (NPLs') so that the process for 
finding a new PM can begin. A closure audit will subsequently be scheduled for the end of the PM's notice period and any discrepancies found will be settled or investigated further if 
required. 

The following table sets out the number of findings or improvements identified by risk rating: 
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Summary of Improvements To Date 

POL is taking steps to improve the off-boarding experiences of PMs. Improvements completed relates to the issuing and processing of the notice to leave pack which now completely resides 
with the on-boarding team (OF7). the improvements that are currently in progress includes; a new termination appeals policy (OF8), a new exit interview process for outgoing 
PM's (0F9) and a review of the role within the off-boarding process (OF10). 

Summary of Further Improvements Identified 

For Off-boarding we identified one urgent-priority, one high-priority and four medium-priority improvement opportunities to further enhance the PM experience. A summary of our findings 
can be found below, with the detailed findings documented in Section 8.2. 

Urgent-Priority 

• Limitations in the Appeals policy for contractterminations or suspensions —The appeals and dispute process regarding contract terminations or suspensions identified two Key issues; 

1. The policy has not been clearly communicated to PMs to ensure they understand the options available to them and that the procedures and timescales are clear. 

2. There is a contractual appeals policy in place for legacy contracts, which is clearly documented. However, for Locals and Mains contracts, the right of appeal was taken out. Work is 
underway to address this gap. 

High-Priority 

• Perception of Bias in Investigation Process - There is no clear objective party involved in the suspension, Investigation and termination process. While POL does appoint an independent 
party from within POL in the eyes of the PM this is still seen as POL against them. (0F2) 

Medium-Priority 

• Absence of early warning indicators to flag issues - No early warning alerts are configured in the Branch Insight Tool (BIT) to proactively alert AMs when a potential breach in contractual 
obligations occurs, such as acceptance of dangerous goods. (OF3) 

• Exit interviews are not systematically conducted- There is no mechanism in place to collect PM feedback regarding the off-boarding process (exit interviews are not conducted), resulting 
in limited formal evidence why PMs are resigning that can be shared across the business. (OF4) 

• Lack of a formal off boarding training programme for Area Managers - AMs are provided little and inconsistent training regarding the off-boarding process, as such the AMs interviewed 
gave an inconsistent view of what their role in the process is. (0F5) 

• No procedure to thank a PM fortheirservice - There is currently no procedure or requirement in place to thank a resigning PM for their service, this is down to the AMs discretion. (0F6) 
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9.2 Off-Boarding: Improvements Identified 

Reference 
Finding 

Number 
Recommendation Responsible Accountable 

Progress &Suggested 
Completion Date 

OF1 Appeals and disputes for contract terminations or suspensions 1. Create a clear and concise framework for David Southal l (for Andy Kingham ASAP — next 12 weeks 
the appeals process which outlines PMs rights recommendation 1) (End May 2021 

The appeals and dispute process regarding contract terminations or suspension has not and the processes which should be followed in 
been clearly communicated to PMs to ensure they understand the options available raising a dispute. In addition to this it Rina Patel ( for 
to them and that the procedures and timescales are clear. There is a contractual is recommended that this is communicated recommendation 2) 
appeals policy in place for legacy contracts, which is clearly documented. However, for to the relevant stakeholders with clearly defined 
Locals and Mains contracts, the right of appeal was taken out. Work is underwayto roles and responsibilities. The 
address this gap. approach should consider the following items 

A consistent appeals process is needed across all contracts. In the previous policy, PMs which will be in line with the new Standard 

were able to bring representatives with them to the appeal meeting which was held Operating Procedure: 

with POL management, but POL should consider whether a panel approach, with non- • Define what contracts should be within 

POL membership (independent) might work better and be seen as a fairer process by scope forthe appeals/dispute process I.e., 

PMs. al l contracts. 
• Define at what point a PM can appeal or 

A new appeals policy is currently being finalised which will allow PMs on all types of dispute I.e., at the point of suspension or at 
contracts to appeal a termination, final decision. 

• POL to considerwhether non-POL 
membership should be involved 

• Define the avenues available to the PM to 
appeal or dispute. 
Identify and agree POLstakehc lders to own 
and be accountable for the new 
appeals pnicl y 

• Finalise appeals policvin line with new SOPS 
and ponts above (Currently Ill progress) 

• Communicate finalised appeal, policvand 
process out to the relevant stakeholders. 

• Define and build training plan throug I 
collaboration with the contracts team and 
learningand development department. 

2. Communicate policy and process to PMs. 
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Reference 
Number 

Finding 

CI 2 Perception of bias in Investigation process 

There is no clear objective party involved in the eyes of the PM duringthe Suspension, 
Investigations arc Termination process, or where there has been appeal lodged regarding these 
items. This could be seen as evidence of POL bias or a failure to be impartial if the PM has no 
representation from their side involved in the process. 

Recommendation Responsib'e Accourta'ole 

1. As part of the appeals and Investigation process, David Southall r i;'iam 
POL should mandate that PMs togetherwith POL 
appoint an objective representative on their part. 
It is advised that POL shares their initial 
conclusion, decision and actions to be taken 
against the PM with all supporti ng i nvestigation 
materials handed over to the representative for a 
final decision. 

Progress & 
Suggested 
Cornplrtion 
Date 

ASAP — next 12 
weeks (End May 
2021 

0 
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9.2 Off-Boarding: Improvements Identified 
.......... ............ ............ ........... ............. .............. .................................. ............ ............... .............. ................ ............... ............... ................ ................. ........ ......... ......... ......... ............ .............. .................................. ............ ................. .............. ................ ............... ............... ................ ................. 
Medium Priority Improvements 

.............. ............. ................. ............. ............... ................. .............. ............... ................. .............. ............... ................. .................. ................... 
Progress & 

Reference 
filing Recommendation Responsible 

Suggested 
Accountable 

Number Completion 
Date 

OF3 Absenceofearlywarningalertstoflag issues _ investigate the benefits o~ adding lei t k, rictionality to the P IT AlexTodd AndyKingham ASAP rent12 
to proactively alert AM regarding early warning indicators for weeks (End 

Whi lst early warningindicatorsarecontainedintheBranchInsightTool (BIT)(e.g.dangerous struggling brunches. May2021 
goods scanning data), no alerts are configured to proactively inform AMs on potential poor 
branch performance, which limits the ability of AMs to readily identify and investigate any such 
issues. 

Work is in progress to considerthe possibility of configuring such alerts and further improving .. 
the data contained in the BIT. 

OF4 Exit interviews are not systematically conducted 1. Upon resignation, AMs to contact PMs in the first instance to Regional Andy Kingham Short term —
understand the reasons why they are leaving. Managers following 12 

At the beginning of the project there was no mechanism in place to col ert PM feedback weeks (End 
regarding the off-boarding process (exit interviews are not conducted), result ng in limited 2. Make exit interviews mandatory for all outgoing PMs. The August 2021) 
formal information or why PMs are resigning. Information sharing with on-boarding is results from these meetings should be documented and 
therefore limited as the feedback does not exist. At best there Is an informal chat between the collated such that common themes can be identified acted 
outgoing PM and the AM however this is completely up to the discretion of the AM. upon and shared across the business. 

A new exit interview process is being developed in conjunction with the PMs' Effectiveness 
team. It is understood this will be launched in February 2021, with accountability for completing 
the survey sitting with the AM, and data analysis situ -sgwith PMs Efr`ect'.veness. Exit 
notifications will be issued bythe PMs' Effectiveness learn 

0F5 Lack of formal training program for AMs 1. Create a structured and centralised training programme Regional Andy Kingham Medium term — 
outlining the AMs role and responsibilities within Off boarding Managers FY2122 end 

Al/is are provided little and inconsistent training regard ng the olf-boarding process, as such and branch management process. Trainingshould include (End March 
their role in the process is not clear. We noted that the AM playbook which acts as a library of shadowing, classroom training and a mentoringsystem to 2022) 
knowledge for AMs did not contain documentation regarding :he off boarding and branch, share knowledge. 
performance processes. 

Plans are being considered to clarify the role of an AM within the off-boarding process and to 
roll out specific training to support the AMs'.

OF6 Lackofformalised procedureforthanking resigning PMsfortheirservice 1 inthesniritofputtingPMsattheheartofthebusiness,all Regional Andy Kingham Short term —
Pivls should be thanked fortheirseivice either in person or via Managers following 12 

There is no documented procedure or requirement in place to thank a resigning PM for their phone call, in additonto a written acknowledgement for weeks (End 
service, this is down to the AMs discretion. All of the AMs that we spoketo make the effort to formal thanks. August 2021 
meet and thank a PM for their service but due to lack of communication they often aren't 
awarethat a PM is resigning unti l it is too late to schedulea visit. An example given was a f ``a 
resigning PM whose fa mily had owned the same Post office since the 1940's did not receive a 
thanks for your service in anyshape orform.
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1 he h o ~ .Q tHLl • out: n, ao it or ii it l r,. en is rr u  - rr nt Sri the past 12-18 r I s n line o i L the stra o is aim of puttli ?Ms at the heart o€ iI 

Oil Process Improvements I he team have reviewed the process for issuing Notice to Leave pack . ';or PMs and notify,ng the relevant PM support teams. I he 35C will remain the contact point for PMs to request the 
to Notice to Leave packs packs but steps have been put into the process to ensure the on-boo r.f'rg teams are made aware as well as AMs. 
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The scope as set out below was agreed as part of the initial statement of work signed on 8 January 2021. 

SCOPE 
The scope of this Project included: 

• Analysing the current activities undertaken by POL in relation to PMs based around 

initial activity mapping undertaken and provided by POL in December 2020. This 

examined each of the four steps (below) of the PM journey, and looked at 

improvements made, in progress and planned to strengthen the PM experience 

across: 

- On boarding —69 activities 

Early Days — 47 activities 

Business as Usual (BAU) — a total of 204 activities, split into continuous activities 

(141) and those that relate to issue resolution issue resolution activities (63) 

Off boarding - 39 activities 

Any existing material gaps in plans to strengthen activities have also been called out 

where appropriate. 

• Considering wider thematic areas that could support strengthened POL interactions 

with PMs including factors such as: 

- Overall organisational strategy 

- Risk and Issues escalation and Management 

- Governance and Organisational Structure 

- Accountability and Responsibilities 

- Policies and Controls 

- Incentives and Performance Management 

- Performance Reporting 

- Communications and Relationship Management 

- Voice of the PMs Across the Business 

- Training 

SCOPE (CONTINUED) 

• Reviewing relevant documentation and engaging with the leads of each business unit 

to understand the approach POL has adopted in relation to each activity and thematic 

area 

• Presenting initial observations and findings to POL senior leadership 

Note: The areas of the report covering improvements made, in progress and planned, are 

factual in nature and do not provide an overall assessment or opinion of this progress. 

The report is not intended to provide a fully exhaustive list of all potential future 

improvements that could be made. 

The following areas were out of scope for this work: 

• Direct contact with PMs (although the Services included consideration of the extent to 

which the business engages with PMs to support the overall strategic aim of putting 

PMs at the heart of the POL business) 

• Operational effectiveness testing and review of the underlying IT system 

controls/environment (activity was be focussed on user experience) 

• Improvements in activities and process made prior to March 2019. Information on 

timings of improvements was obtained through discussion/documentation with 

management — the work did not seek to test or verify the timings of improvements 

made. 

• Cost assessment of additional activities that could be used to further strengthen POL 

interactions with PMs. 

• Consideration of the historical issues covered by the 2019 judgements. 
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Appendix B — Prioritisation Ratings 
The following table expiains the rating methodology used to classify our findings and improvements identified: 

The following table explains the definitions for timeframes for implementing our recommendations for the Priority Roadmap in Section 2 of our Report: 

ASAP To be implemented as soon as possible, with completion by the end of May 2021. 

Short Term To be implemented in the near future, after the 12-week deadline for ASAP improvements and before the end of August 2021. 

Medium Term To be implemented over the course of FY21/22, with completion reached before March 2022. 

Long Term Longer term and more complex recommendations which will remain a work in progress beyond March 2022. 
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JirJi;t the Pio c; l fit J I. „E :~ ~ E~, ~, :aly Df mc~ Liit~; : :~ rci.~, Jafi~, PULattendees and summary 
tr ~a~r i nt tJi —tinted: 

W W

Postmaster Experience 14 January 2021 Dan Zinner, Amanda Jones, Nikki James, •Jpdate on status of fieldworkr, :verlahcp plan, team structure, weekly reporting template and data capture format as 
Roadmap Steering Committee Gayle Peacock we as discussion of SteerCo Terms of Reference. 

Postmaster Experience 21 January 2021 Dan Zinner, Amanda Jones, Nikki James, Update on status of fieldwork, overview of road map for delivery 
Roadmap Steering Committee Gayle Peacock • Weekly progress report: 

On-Boarding and Early Days 
BAU Continuous Activities 
BAU Issue Resolution 
Off-Boarding 

Observations and insights: Off-Boarding 

Postmaster Experience 27 January 2021 Nick Read, Declan Salter, Al Cameron, Dan • Over Vew of delivery 
Roadmap Forum Zinner, Amanda Jones, Russell Hancock, Jeff Emerging work stream findings 

Smyth, Chrysanthy Pispinis, Gayle Peacock • Emerging thematic findings: Governance and Reporting, Information Systems, Culture & Values, Clarity ofTearn Roes, 
Performance Management 

• Systems Map 
• Emerging Roadmap 

Postmaster Experience 28 January 2021 Dan Zinner, Amanda Jones, Nikki James, • Reflections on GE session 
Roadmap Steering Committee Gayle Peacock • Observations and insights: On-Boarding and Early Days 

---------------------------------- 
Postmaster Experience 04 February 2021 Dan Zinner, Amanda Jones, Nikki James, 

---
• Overv':ew of interaction with POL stakeholders, issues identified (rated by risk category), roadmap approach, report 

Roadmap Steering Committee Gayle Peacock structure, discussion of proposed format & structure of Big Forum meeting and project progress summary 

Postmaster Experience 09 February 2021 Nick Read, Declan Salter, Al Cameron, Dan • Proposed options for risk classification methodology, summary of Ox Blood Red and Red findings, draft structure for 
Roadmap GE Forum Zinner, Amanda Jones, Russell Hancock, Jeff roadmap 

Smyth, Chrysanthy Pispinis, Gayle Peacock • Annexes: summary of Amber findings, list ofstakeholders engaged, draft report structure and Internal Audit progress 
update against Norton Rose Fulbright recommendations 

Postmaster Experience 11 February 2021 Dan Zinner, Amanda Jones, Nikki James, Feedback from GE Forum, summary of Ox Blood Red and Red findings, project timeline and validation approach 
Roadmap Steering Committee Gayle Peacock 

Postmaster Experience 18 February 2021 Dan Zinner, Amanda Jones, • Update on draft roadmap, discussion of report tone, executive summary and comments on pre-read (draft findings) 
Roadmap Steering Committee 

Postmaster Experience 23 February 2021 Nick Read, Declan Salter, Al Cameron, Dan • Discussion of approach for Executive Summary, Roadmap and draft Ox Blood Red and Red findings 
Roadmap GE Forum Zinner, Amanda Jones, Russell Hancock, Jeff • Opportunity for comment on pre-read (full list of all draft findings, including improvements made and in progress) 

Smyth, Chrysanthy Pispinis, Simon Oldnall, 
Gayle Peacock 

Deloitte LLP 2021— PostrnesterJourneys—March 2021 Private and Confidential 95 



POL00038115 
POL00038115 

Appendix D-ww- List r 
The following stakeholders were interviewed as part of this Project, between 11 January 2021 and 1 March 2021 

Group Executive Franchise Partnering service and Support optimisation Strategic Partnerships

AI Cameron CFO Shaun Kerrison Head of Postmaster Engagement
\ `\L\~̀ i  z • • `"♦*`,4 Mark Raymond Head of Security \ C

Lynne Schofield Senior Partner Relationship Manager 
♦\\`~♦': ,.\ ~a,\', ~♦~\\.,. .a, ,.a ,., ,i l : ~~ a ~'~. .... .~ \\* aF .` mix 

~ i~` 
Jeff Smyth CIO „ \\\  ,J. `.. .  . ♦`c. so Jv ,.: . ~~: ~;,: .. ..,,.. ,~ , Commercial 
♦ \r w.•; c y,\':•' ' : 'a ' ~'>• \~. ; - 

France 

~`lt•'d#tJk 4?h 3tatg 
Senior Operational Improvement 

er 

Jo Milton Adam France Regional Manager Mana er i i , - 

Group Corporate Affairs Brand and g bny5av ,~ Regional Manager a 
~ 

 
Richard Taylor _,.r , . r t Y~kildta Dickfi `` q~ 

C I Strategy and PICommunications Director "' "' " "' £  .,% .. .. .,,.t, \., ..̂ i, ~~.. .~,.r.3 „3."f, .. ommeraa  Planning 
Chrysanthy Pispinis 

m 
:; ,,~. , ., lain Robertson Regional Manager Alison Clarke Network Monitoring and Support ry y p Director 

g ' a P~ ail and Fr9nchi5e NeTtiork'? „ 

Postmaster Effectiveness Cristina Scaramella Area Manager ~ ': at♦~~ WP!Pb\. .~'^.k ^,i ce , ♦. ,t~„. ♦~ 
c \ ♦ t \ `"'~: `"~ "~\~ \' Mark Dinsdale Security Manager 

"E `  
„  

~ 
\"\  B Ed Dutton Product Portfolio Director 

Tracy Marshall Postmaster Effectiveness Director ~~ ^^_ ,..." s..'4a ,~, \4 \ `l ~ \ ` ~ ♦a C "♦~` `~~; ♦ \\fit I ., `, , .,~~ ~ :`♦♦,~ 
Q. \: •e*: Y\~ 1 ♦ :° . ' \ \♦.. \ . Steve Leddy Area Manager  . ti\ :.~  .'\\h .. ,.,. ;,F\ , so Iv  . .., ^ ~~ :;:

\ ~~.. \ `' ♦ ♦ 
.` 

Olivia Eden Network Monitoring Manager Davyd hash Head of Product Delivery

. \ .. •. . \. NYft2OrktUffjtYtt2tYlkR~lUlEkt Li :1`;,_ ♦ ~, ♦`~A \ 
NaviotJandu Area Manager „ ,,., w „ Jayne Pardon Head of Postmaster Onboarding  :E \\~ \\\♦'~ \\;,• \ \\\ ~..\ .. 

.^ • \ \ o . • ' ~'~~ `~♦` \ ~' C ° ~ Service and Su ort Insi hts arle ro rvice~\ "~ ` ♦ \~ \ \ \♦~ \ ♦ \ ♦'. Bella Liu 
B 

pp B Ch s B wn Head of Client Se s 
->: "• _ .:. '~ w.a, . ,:., ,,♦~ \a. ~~$. .a.:, Mana er `,. •C~ i*\  i .̂ . 

Sheinaze Aboobaker P , Or boarding Manish Mehta Area Manager ` ~.,.,.  \ ̀~̀ :"„^,," " '~  ; ` ~`

. ,♦., on 8o rdin  r 
! 

: ` \ ~e ♦~♦♦
J JSS

♦,♦ Donna Bytheway Branch Support Advisor Supply Chain 

Michael Haworth Network Engagement Manager Deepak Valani Business Support Manager \vr I 
 , ^ tJ 

p'' ; ♦ \ a ~\ ttt p;; \ . - „ 3 \ _ \, Network Monitoring & Support  \ Supply Ch m Performance, 
Drew Mason  Darren Mullen 

- . 

" "" Analyst Systems a d Ops 
a c 

Annemarie Steve Utting Contracts and Policy Advisor   „ 
t 

_ 1, `.y ; •.\ ♦ n 
` e 

:! 
Branch Resilience Manager \ y •~ \ 

Woodcraft  x ..,r .::,. ~e 
``~ .. 

\ r atipaF`x A+its i&'ir~ ..,,... •. . , . , . .. . •. , . ••.~~.
. . \ ♦• ,.. ♦ '' ` '"`` and % 'U.,,• ` Trevor Fidler Branch Hub Programme Manager Head of Cash Planning 

Andy Preston 
`' Anjub Zuberi On-site Trainer `§~, •~~, •:; ̀  , \, ^.~ 

Helen Hope QATL

Network Performance and Optimisation ?„ ,  _ „ „ Stratajy and Transformation 

Alex Todd Data and Operations Insight Manager ~ • 
_.. _. . . . . . _._.. Sarah Lambert 

Network Delivery 

Head of Network Provision 

, 

Jo Barnickle Head of Transformation Portfolio 

,... . .':~~~..,~ 
1\~ 

..~~ \a. ..
.`♦`k Ali 

Shreya Awasthi Governance Associate 

Performance 
;ate:: ' >yj;;, ~, ~

t
 .. , .. . '. vr` '  > 

Andy Stevens Head of Stock Operations 

Rebecca Portch Cash Planning and Service Manager 

Cleta Rebelo Equipment Team Lead 
David Duff Network Provision Lead ,'\̂ ~̀" .. ,. ,a`~.`.: \ za. g;~, `'~a::.k;\l,\\ a\~: 1';5~, 1, ;a~ i$.~;. - \~, ` \R \.' ♦\\ ♦`',. •a

.a ,~.O ~, ' '"`\^:, Ems♦ E \~~.,'Ea.*~`.a~ 1 1. 
Anil Nagar Order Input 
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Appendix D List of I r (continued)
The following stakeholders were interviewed as part of this Project, between 11 January 2021 and I PJlarch 202.1 

Legal, Compliance and General Counsel Finance 

Jonathan Hill Group Compliance Director 
Nick Wade 

Head of Finance — Network 
~..,:. •:',.E•' :a~.,e'...e.:.♦: \ Programmes 

e 

4 4 Laurence O'Neill Senior Legal Counsel — HR & IR k>:. 

Mark Baldock Head of Risk 
Communications ♦ •• • t 

\ }}p Cif P175tYnaSti' commonl'C.YNki CF ` . 
'`•~~ '` ' ^ 1 ' "F ` ' F - - Christine Kirby Financial Controls Manager 

Jonathan Knox Head of Production & Delivery v 

Historical Matters Business Unit Sam Bancroft-Wilson Business Plans Team Leader 
♦ 

Jacki Adams Operations Director 

IT
tP 

riy Wafker 
IT€f y ' x lac \`A ♦' { ♦ ~x 

Horizon and GLO IT Director 

no F < 
P xndli' Digit i aiid PnWire rind 
t ~ rx 

Paula Jenner Head or IT Service 

y~7pp~~tt ``~ t ` ♦ '~ 

Sree Balachandran Head of Postmaster Experience 

People 

Daisie Jope Organisation Design Director 

Jack Foder Organisational Design Analyst 
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The foI a,E  .at3r>n5 ir.cludiri ceI  r' i:he report: 

+ue a iiiir 

AM Area Manager 

BSC Business Support Centre 

BSM Business Support Manager 

CIJ Common Issues Judgement 

DMB Direct Managed Branches 

HIJ Horizon Issues Judgement 

NPL Network Provision Lead 

PM Postmaster 

POL Post Office Limited 

PSIP Postmaster Service Improvement Plan 

SLA Service Level Agreement 

TC Transaction Correction 
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v'ing diagram sets or r e of the principles that sh( '.iritred in develops } i I and Bata strategy and reporting process, 

.etiect clear account l ties Aligned to business stra e 

Clear accountability, responsibility and ownership KPIs should be aligned to strategicoutcomes. 
by business leaders who are able to influence the 
KPI and Data Strategy.

Easy to produce and use 

Provides a workable, easyto use, easyto collate, 
accessible & understandable way to assess 
performance. 

Quantifiable / Measurable 

The KPI can be measurable for objective 
comparison to targets, benchmarks, and over 
time. 

Provides insight

Provides meaningful assurance on performance 
to the Leadership Team and the Board so they 
know they are 'in control'. 

The KPIs are consistently defined and calculated 
across the organisation and over time .

...he 
need fi r 

consistency applies to input data, interpretation, 
and language used to describe the KPI. 

Drives action & learning 

Enables meaningful decisions and interventions, 
and promotes learning across the organisation. 

........ ..................... 
:... 7 ra, Pi't3a+FZ .t. nc ... 

Provides an integrated framework that triangu later: 
information across the organisation and facilitates 

standardisation where appropriate 
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©raft systems landscape 

3RD PARTY 
SUPPLIERS 

caph 
Management 
Systems 

Mote this dia^ram provides an overall high-level summary of the current systems landscape in POL developed to support this Project. it is not designed to be exhaustive , nor has it 
hee i tally veerEI1ed dnd tt-?SI.e:d will l: he bushe s. 
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Statement of Responsibility 

We take responsibility for this report which is prepared on the basis of the limitations set out below. The matters raised in this report are only those which came to our attention during the course of our work and 
are not necessarily a comprehensive statement of al the weaknesses that may exist or all improvements that might be made. Any recommendations made for improvements should be assessed by you for their full 
impact before they are implemented. 

Other than as stated below, this document is confidential and prepared solely for your information and that of other beneficiaries of our advice listed in our engagement letter. Therefore you should not, refer to or 
use our name or this document for any other purpose, disclose them or refer to them in any prospectus or other document, or make them available or communicate them to any other party. In any event, no other 
party is entitled to rely on our document for any purpose whatsoever and thus we accept no l iability to any other party who is shown or gains access to this document. 

Deloitte LLP 

London 

March 2021 
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This documents confidential and it is not to be copied or made available to any other party. Deloitte LLP does not accept any liabilityfor use of or reliance on the contents of this document by any person save by 
the intended recipient(s) to the extent agreed in a Deloitte LLP engagement contract. 
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