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DRAFT Mitigation Actions 

This mitigation paper should be read alongside the Risk Assessment Table that explains the risks associated withthe issues to be decided by the Court at the 
trial in November 2018. 

This paper groups those risks under 4 headings: 

A. Recovery of losses 
B. Training and support for subpostmasters 
C. Suspension and termination of subpostmasters 
D. Business transformation 

It sets out the mitigation actions that could be undertaken by reference to four categories of change: 

• Contractual 
• Horizon 
• Operational 
• Communications 
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A. Recovery of losses 

Risk: Post Office is unable to recover shortfalls in branches unless it can prove a Subpostmaster is at fault. 

Risk Assessment Issues: 1, 12, 13, 17 18 and 19 

TYPE OF PROPOSED CHANGE ! ADVANTAGES 
CHANGE 

DISADVANTAGES I CHALLENGES RECOMMENDATION: 
ACTION NOW? 

Contractual Amend wording of Reduces likelihood of the Until the Judgment is delivered, it is not possible No to implementing contract 
Subpostmaster contracts to Judge reaching a finding that to draft a perfect clause that covers all amendments. Counsel 
make clear that spmrs remain would prevent recover of eventualities. The judge could find that there is strongly advises against 
responsible for shortfalls, shortfalls from spmrs. an overarching point of law that supersedes any making contractual changes 

in 

contractual change. advance of the judgement 

Significant resources needed to roll out a being issued. 

contractual variation to all branches. 
Recommended action ahead 

If done before trial: of November judgement: 

• Leading Counsel have advised that 1. Prepare the suggested 

 this would seriously undermine Post contractual 
amendments with a Offices case at trial. view to implementing 

• The amendment may be ineffective them, if necessary, 
as Post Office's power to vary once the Judgment is 
contracts Is a point of dispute in the issued. 
litigation. 2. Design and fully scope 

NFSP could lobby Govt to intervene and prevent 
associated 
implications of end to 

Post Office from moving to the new contract as end approach to 
they will claim that it adversely affects the value terminate existing 
of existing spmr businesses, contracts with agents 
Network numbers under threat/decline as a result and re-contract with 
of a lack of new spmr applicants due to the new them on the varied 
contract terms. ones. 
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Contractual Change to new franchise All financial risk placed on See comments above. 1 No. As above-
model. spmrs. 

Could lead to significant downsizing of network. 
Small / rural branches likely to be more 
impacted. 

Horizon Blind cash declaration required Greater visibility of tosses in ~~ ` o f, ,Mane and associated Yes. Recommendation is that 
so to: reduce :risk of alse s br ra re :f P t Tice, #~Iw rr f ~ C3 ' 7.cCa s this proposed change is 

l ccountlnq i t y reduci Ujlci up of  z 7 ' r y ~' rv + " ` scoped f lrttler to determine n1in 
:G 

".tx• j5x r N., 
vC'' R 

? d 
tar a dosses that n to be x xxtr system and operational 
recovered feasibility and associated ~rrxx  

costs 

Introduce as best practice a This type of .nvestigation Increase In SSRT headcount to do the Yes. Approach recommended 
= •: P s~~~ Ho ice based irvestlgation approach will piece: together investigations determined by the volume of ' as best practice with 

a tin ;r.li as pr r Sparrow! what has or rather what has investigations required: implementation subject to cost 
Support Services Pesolution not happened in branch in a v benefit analysis. Branches could become reliant on POL establ ishing Tearn(SSRT)  end to end `. tim Jy manner with a high Recommendation is that this . : whether here was a shortfall or not and as a 
from issue/discrepancy being degree of accuracy so Post approach is scoped, costed 
tla edlidentified fo.findin w n Off a Can establish whoflier 

con;pgyence no`in-branch checks and investigation 
gg g' is dome by the branch as it is today. and implemented asap. 

• investigation being produced tl :'•has been a she rt`a!I 
and shared with spmrlbrarch. rid in tY ary casoc •rr ii ely In light of success in Court, sprnrrefuses to 

Full root cause analysis f one 
root cai.se accept findings: 

by SSRT when a brarch flags a tjy sharing die investigatio~i 
discrepancy. `irdir gs viith cpmr/branch

Post Office can reach a final 
O fOn n'}gteS urckly p}F  e< k 

recovery. ;of losses from h  
F 

r.~ .e ~s ~ .~~ r 
' u

i 2 r>~ 
 ' 

s ._.: spmrs b'yshowing that they
are at fault y - ~ t

Operationaf FO MoA rig of cash Identify losses earlier and at Significant increase in headcount needed at Yes: Recommendation 'is:that 
far icirxs t atling aaower level so that they Chr t rfic ld and lilial s~1rne s slc:m change this proposed change is ~ Y •: v 9" p P g. 

can be stopped: ii r hod ti ensur"e iata is available or analysis scoped further to determine 
system :and operational 
feasibility and associated 
costs.
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• Operational Increase in branch audits. Identify problems earlier so Increase 1n<8t dtt earcf hea1GQk1[7tt letei mrned:by No BAt7 has already 
to reduce losses. the volt r eofi ti,cfi,audries re tt~èc  implemented a an dot  sed 
Correct bad a  in branch audit schedule.' 
branchesthat are leading

re 
to Recommendation is `o monitpr. .. 

losses .
;

impact of new approach to 
assess whether change 
reduces losses.

Operational r of u rfd2p pc nt Brings disputes to a No guarantee that an Ombudsman would agree No. Recommendation is to 
omqunysrnan review process conclusion. with Post Office on the root cause of a loss, wait for the judgement. 
over disputes about losses . 

- ids further spmrs joining Outcome still dependent on Judge's findings on
ttgetl w reliability of Horizon and legal responsibility for 

losses.

Communications Communicate to branches- . :. Improved practice in Potential to highlight problems and increase No. Recommendation is to 
common types of user error. ..branches,, leading to complaints from spmrs. wait for the judgement. 

reduced losses. 
Negative media coverage around a 
communication looking to blame users for errors, 

Communications Communicate to branches that Spmrs may continue to :pay Negative media. coverage if Post Office is seen to No. Dependent on judgement. 
Post Office is appealing any shortfalls. be ignoring a Court decision. 
adverse Court decision and that 
the decision should not be 
followed until the appeal, is 
heard: 

media 
g. : Communications Communicate (in conjunction • . .. purrs Negative  coves. may continue to pay g i e. No. Dependent on judgement. 

with the NFSP) that if spmrs do :  shortfalls. 
not pay losses the network is 
not viable so they should keep 
paying losses
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•B. Training and support for postmasters 

Risk: Post Office is legally obliged to provide a high-standard of training and support and perfect accounting system. 

Risk Assessment Issues: 1, 4, 5, 11 and 14 

TYPE OF PROPOSED CHANGE ADVANTAGES DISADVANTAGES hCHALLENGES RECOMMENDATION: 
CHANGE ACTION NOW? 

Contractual Amend wording in Increased clarity for both See points above at A contractual changes No to implementing contract 
Subpostmaster Contracts to parties on what Post Office 

These terms are also being challenged as unfair 
amendments. Counsel 

make clear that Post Office will is committed to delivering. 
under the Unfair Contract Terms Act. Post Office 

strongly advises against 
provide Horizon, training and 

cannot contract out of this risk. See Issue 16. making contractual changes in 
support, but only to a low I advance of the judgement, 
minimum standard. being issued. 

Horizon Introduce screen prompts for Reduce problems in branch Cost will be determined by the :vo4ume':artd Yes Recon rnendation is that 
common errors so to improve 

Reduce Post Office support complexity of the changes required this laropased.change is 
user ex enence p 

costs. scoped fiuftf eT to•determine 
system and ,operational' 
feasibility and associated

Introduce a more user friendly Reduce problems in branch. Estimated cost of design, development and 

costs. 

Yes. Recommendation is that Horizon 

G version of Horizon help 
Improved in-branch delivery circa £1.5 £2m this proposed change is l

scoped further to validate 
• custcmereroerieFice. system and operational

• Reduce Post Office support feasibility and associated 
costs. costs 

Horizon-. . Introduce screen sharing at Quicker resclut:c}n of branch Estimated-cost of design, development and Yes. Recommendation is that 
NBSC queries. delivery circa Elm this proposed change is 

Increased o rf ic~ri c c e tliat scoped fu` er to determine 
sys em and hopetational e
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l the branch has itrtplernented feasi bill ty'and,associated 
the advice/instruction from costs 
the helpdesK correctly. 

Horizon Automate high risk transactions 
so to remove manual entry of 

l7educe losses in branches 
through minimising 

Cost will be determined by the volume and No As cost is likely to be 
chance complexity of the changes required significant and implementation 

data in branch. I .of user error complex; recommendation is 
Improved in branch i. o: wait for the judgement. 
customer experience 

Better user experience: .. 

Operational Monthly review of all points of Reduce problems in branch Increase: in headcount and improved Ml Yes. Approach recommended 
failure in branch so to, 

Faster detection of any_ reporting Cost estimated to be` circa £100k pa, as best practice and cost is not 
ycontinuousl improve problems with Horizon, cant. Recommend significant Recommendation processes.. is that this approach is scoped 

accurately costed and 
implemented asap. 

Operational Increased training. Better trained spmrs. Cost of additional trainers and further roll out of `des. BAU review of training is 
on line training.. . 

already underway with input.
from earlier Sparrow lessons 
learned 

work. 

. 

Recommendation is to await 
• ' . . ,, 

outputs of review and then 
assess if 

further 

changes are 
required.> 

Communications Regular communication to Transparency with branches. Potential increase volume of complaints from No. Recommendation is to 
branches about problems in spmrs. wait for the judgement. 
training practices and Horizon. 
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C. Suspension and termination of subpostmasters 

Risk: Post Office's rights to suspend are fettered and it can only terminate on 12 months' notice. 

Risk Assessment Issues: 20, 21, 22 and 23 

TYPE OF PROPOSED CHANGE ADVANTAGES DISADVANTAGES,! CHALLENGES RECOMMENDATION: 
CHANGE ACTION NOW? 

Contractual Amend wording in This change would likely See points above at A contractual changes No to implementing contract 
Subpostmaster Contracts to future proof Post Office's 

These terms are also being challenged as unfai r
under 

amendments. Counsel 
make clear Post Office's rights termination and suspension the Unfair Contract Terms Act. Post Office strongly advises against 
on termination and suspension. rights, cannot contract out of this risk. See Issue 16. 

making contractual changes in 
advance of the judgement 

The Claimants also argue that the standard being issued in November. 
contract is a "sham" in relation to termination 
rights. This argument cannot be mitigated 
through a contract change. 

Horizon "'` None 

Operational Introduce more rigorous Reduction in number of Potential slowdown in commercial transfers and No. This is a.complex piece of 
and on -boarding recruitment 9 • terminations terminations needed impact p adverse  on whites ace network: and quick work  not a  fix

processes. epecially'within#first 1-2 extension. therefore recommendation is 
years of appointment. May decrease network numbers to wait for the judgement. 

Operational Stricter processfts around Greater assurance that Increas. h dcountfor pre audit • Yes Assessment is that this 
suspension, '.   suspensions are valid. investigations: is likely to go against PO. 

Mori investigative work done in The potential for an extended suspension Recommendation is that this , 
approach is scoped, costed advance of audit 

. . ..: . . process may leave high risk spmrs fl branch for an asap.d implemented longer. 

Communication None 

AC_150924343-_1 



UKG100021239 
UKG100021239 

D. Business transformation 

Risk: Post Office's rights to vary its contracts and operational practices are curtailed. Its exercise of contractual powers are:fettered. 

Risk Assessment Issues: 6, 7, 8, 9,10 ; 15 and 24 

TYPE OF PROPOSED CHANGE ADVANTAGES DISADVANTAGES 1 CHALLENGES RECOMMENDATION: 
CHANGE - ACTION NOW? 

Contractual Amend wording in Increased clarity for both See points above at A contractual changes, No to implementing contract 
Subpostmaster Contracts to parties. I These terms are also being challenged as unfair amendments. Counsel 
make clear that Post Office is 
free to exercise discretions and under UCSe Post Offce cannot contract out of strongly advises against 

making contractual changes in 
powers as it sees fit. this risk. See Issue 16. 

advance of the judgement 
being issued in November. 

Contractual Change to franchise model The change of relationship See points above at A contractual changes No to implementing contract 
to a purely commercial 
franchise model would allow strongly 

Could lead to significant downsizing of network, amendments. Counsel 
advises against 

Post Office to freely operate Likely closure of small / rural branches. 
making contractual changes in 

as a commercial business, advance of the judgement 
with less risk of spmrs being issued in November. 
claiming special protections 

Horizon None 

Operational . More detailed explanations and Greater assurance that Post Increased cost of change No Recommendation is to 
Jul  be, required; for 
any contractual and operational ;powers.. 

Office is actin within its g wait 
, D elay in implementing changes. for the judgement. 

change  Reduces chance of changes 
:::.: . being disputed 

Operational increased and/orearller Enhanced level of buy-in Increased cost of change No. Recommendation is to 
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involvement ofi•NFSP in from spores to changes due Delay in 
irnpfementing changes. wait for the judgement: 

contractual and operational to= greater involvement from 
chan9es. NFSP_ ; .. 

Communication Increase communication Reduces chance of changes Cost of increased communications; • No. Recommendation is to 
around the benefits of changes being disputed, wait for the judgement 
to the network. 
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