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Context 
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The purpose of this paper is to share more detail with the Board on our operational 
response to the GLO. As requested on Wednesday's call, in Appendix One, we have 
set out in more detail the fast base around Horizon to explain why we think it works at 
scale. The findings from the review by Deloitte, prepared for the Chairman when he 
first arrived, are attached as Appendix Two and a timeline of previous reviews forms 
Appendix Three. The latest action list is in the Reading Room. 

Questions 

The questions for this paper are: 
1. What workstreams have been formed and who is leading them? 
2. How are we governing this work? 
3. What the key questions being answered within each workstream? 
4. What are our highest priorities? 
5. What are the financial and other implications? 

Within the paper, we have set out the questions each workstream is answering. These 
encompass things we have to do in response to the verdict, things we wanted to do 
anyway and things which might shift the balance with agents. 

Our priorities are: 
• Putting project governance and management in place 
• Agreeing and rolling out contract variations 
• Resolving issues of legal interpretation on BAU processes (new contracts, Branch 

Trading Statements, Suspensions, Withdrawals) and changing how we work 
• Creating, rolling out and staffing a new differences and dispute resolution process 
• Creating a plan to manage a bad Horizon outcome. 
• Agreeing a set of positive changes for agents to reduce tension in the relationship 

Our focus is on stopping issues building momentum and undermining agents and 
customers: if agents remain in BAU mode, largely reassured and pleased with 
changes, other stakeholders will also relax. We will revert with recommendations for 
2019-20 in April. 
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The Report 

What workstreams have been formed and who is leading them? 

1. As set out in the Board paper supporting the meeting on 20t", we have set up the 
following workstreams: 
• Legal (Ben Foat) 
• Operations (Julie Thomas) 
• Agents (Amanda Jones) 
• Communications (Mark Davies) 
• Stakeholders (Al and others) 
• IT/Horizon verdict (Rob Houghton) 
• Brand (Emma Springham) 
• Financials (Micheal Passmore) 

How are we governing this work? 

• 

4. We are setting up weekly oversight, bringing the workstream leads together with 
other key colleagues and seeking an overal l Project Manager. We will provide a 
progress update at each Board meeting. 

What the key questions being answered within each workstream? 

Legal 

6. The priority is to agree what contract variations we should make to resolve some 
of the gaps and issues left by the judgement. We are not seeking to restore the 
status quo but to achieve a reasonable balance. The process of discussion and 
consultation will be important to making changes sustainable. 

7. Other urgent questions of interpretation include what contract we should be 
offering new postmasters, how should we proceed if we think we should suspend 
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or terminate a Postmaster's contract, under what circumstances can we retrieve 
cash, does the Branch Trading Statement work and how can it be used/changed 
following the judgement and what process should we follow to manage 
discrepancies? 

Operations 

8. The focus of the Operations workstream is to deliver the new processes as defined 
within the Legal workstream above: contract variations; contracts for new joiners; 
suspensions and terminations; use of the trading statement. 

9. Most critically, we need to agree and deliver a new process for managing 
differences. Can we be more transparent on the information we have? How do we 
speed up resolution? Do we need to communicate more and more often on the 
status of outstanding differences? Do differences need to be accounted for in a 
different way, perhaps with some element of "escrow"? Do we need an element of 
independence in finalising disputes? Do we need to formally investigate differences 
or only disputed differences and what form does that investigation take: is simply 
triangulating against known issues and client data, for example? Under what 
circumstances can we trigger which follow up actions? 
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15. We have already concluded that a critical area of focus is training. Classroom 
training for new agents is not good enough. On site training is not long enough. 
There is very little ongoing training. Over time, do we need a Post Master Academy 
to support agents across their career with us? 

19. A number of the operational priorities above will be owned and delivered by the 
Network teams in Retail and not just in Operations. There are also bigger picture 
questions around the future of our agent relationships. 
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23. We need an effective representative body for agents that they support. Can the 
NFSP evolve to fill this role or wi ll agents prefer to replace it? How can we help 
without undermining its independence? 

Communications and Stakeholders 

24. Much of this is self-explanatory and clearly the priority is to minimise the impact 
of GLO criticisms on agents and customers. This requires a balance between 
demonstrating change and the need for change with a robust defence legally. 
However, while there are many stakeholders: Government; the Unions; Clients; 
Customers all of them will be happier and more relaxed if we make progress with 
agents. It is the sense of unhappy or unfairly treated agents that causes concern 
elsewhere. 

25.We also note that there is a political narrative that seeks to link the GLO with 
agents pay and DMB closures and we need to decide if we wish to accept some of 
that narrative for now or not in our budget decisions 

IT 

O 

Financials 
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What are our highest priorities? 

• 

What are the financial and other implications? 

32.Many of these changes were in our strategy and by accelerating them we wil l 
become a better business. If we can do so while maintaining a calm continuity of 
service it will be a significant achievement. 

34.We wi l l revert on the short-term financials in April . However, it would not be 
ridiculous to invest £5-10m in operational change, £10m in IT change and £5-10rn 
in fairness initiatives. We wi l l also need to fund further litigation costs, as 
discussed elsewhere. 


