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Post Office Limited (POL) commissioned an independent diagnostic review of its Strategic Platform Modernisation (SPM) Programme in Autumn 2023, given 
significant delays and cost overruns. 

The diagnostic has found that: 
• The purposeof theSPM programme (to replace the Horizon platform) is sound, removing functional and commercial dependence on an end-of-life core 

system whilst providing a flexible platform to enable future retail initiatives. There is some misalignment amongst stakeholders regarding the specific scope of 
the programme, which is being addressed 

• The technology architecture is fitfor purpose, based on modern technologies that will scale to support future products and services, however some critical 
remediation activities have been identified. The technical build is well underway, with a live service (Drop & Collect) and an NBIT Pilot already delivered and 
well received by both the business and Postmasters 

• However, SPM is suffering in delivery execution and, without a change in course, will fail: 
- POL does not have the required internal experience to lead and deliver a large-scale IT transformation like SPM (despite assigning some capable colleagues to 

the programme) 
- The current delivery model is not channelling POL's capability in a way that will deliver the programme at pace 
- Delivery team morale is low - people don't feel equipped to deliver a programme of this importance 

Based on the findings of this diagnostic and Accenture's experience we recommend resetting the programme to: 
> Clarify vision and revalidate current scope- through scope guiding principles clearly linked back to the overall programme vision 

> Engage an experienced IT and Change Transformation delivery support partner- to provide the external expertise to close identified gaps whilst building 
POL's internal capability 

> Agree delivery method, organisation and governance- with clear business sponsorship and streamlined forums 

> Re-plan and rescost the programme to the next logical stage - including a t-shirt sized estimate based on the chosen delivery model and method 
> Embed data-driven management and decisioning - from GE, through SteerCo and delegated to lower levels to allow the programme to move at pace 
> Re-energise your teams and stakeholders - cascade a consistent vision and plan, address ways of working, and maintain comms across and beyond the 

programme 
> Implement tech remediation plan - with consistent standards across environments, security and modern engineering approaches 
> Embed business change and support into programme - empower teams to identify, design and deliver the right interventions for stakeholders and BAU 
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Robust scope guiding principles are not in place leading to inconsistent scope translation from the vision 

B Post Office is playing the integrator' role internally despite limited complex IT deliverycapability 

Delivery methodology is not fit-for-purpose constraining ability to deliver the solution and manage business change with 
confidence 

D Governance has been ineffective given some unclear accountabilities and inconsistent adherence to RACI 

E Frequent amendments to timelines and cost forecasts have led to concerns around delivery confidence 

F Limited data-driven reporting on programme progress has prevented the ability to detect issues early 

G Culture has been a key blockerforoverallsuccess impacting team morale and impeding collaboration 

Tech solution has been built on a modern and stable architecture but requires some critical remediation and consistent 
rollout 

Change and deployment teams have been brought together but it is not yet clear how they will be embedded into delivery 
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WE .E $~ E ET " ' THE PROGRAMMET E THE KEY OBSERVATONS

KEY OBSERVATIONS KEY RECOMMENDATIONS 

Robust scope guiding principles are not in place leading to inconsistent • Clarify vision and revalidate current scope - through scope guiding principles clearly linked I scope translation from the vision back to the overall programme vision 

Post Office is playing the 'integrator' role internally despite limited 
complex IT delivery capability 

i'" Delivery methodology is not fit-for-purpose constraining ability to 
deliver the solution and manage business change with confidence 

Governance has been ineffective given some unclear accountabilities 
and inconsistent adherence to RACI 

Frequent amendments to timelines and cost forecasts have led to 
concerns around delivery confidence 

Limited data-driven reporting on programme progress has prevented 
i'> F the ability to detect issues early 

Culture has been a key blocker for overall success impacting team 
morale and impeding collaboration 

Engage an experienced IT and Change Transformation Delivery Support Partner - to provide 
the external expertise to close identified gaps whi lst bui lding POI ..'s internal capability 

Agree delivery method, organisation and governance - with clear business sponsorship and 
streamlined forums 

... . ... 
Re-plan and re-cost the programme to next logical stage - including a t-shirt sized estimate 
based on the chosen delivery model and method 

Embed data-driven management and decisioning - from GE, through SteerCo and delegated 
to lower levels to allow the programme to move at pace 

fl Re-energise your teams and stakeholders- cascade a consistent vision and plan, address 
ways of working, and maintain comms across and beyond the programme 

Tech solution has been built on a modern and stable architecture but Implement tech remediation plan - with consistent standards across environments, security 
requires some critical remediation and consistent rollout and modern engineering approaches 

Change and deployment teams have been brought together but it is not Embed business change and support into programme -empower teams to identify, design 
yet clear how they wil l be embedded into delivery and deliver the right interventions for stakeholders and BAU 
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Mobilise: 1 week Fieldwork: 4 weeks 

•Stakeholder Interviews (Phase 2) 
father Artefacts Artefact Review Tooling Access & Data Analysis 

• Confum Stakeholders &Plan  initial Intelvtews (Phase 1), - Findings & Recommendations 
;y F r.,. Consolidation 

ft

iii rrri 

Reporting: 2 weeks 

• Playback Findings & TODAY
Recommendations 

• Produce Final Output  
a 

. 

c.500 1 
Survey

Responses

*Across GE, SIP/RIP leadership, business change, 3rd parties, and technical delivery. **Includes artefacts provided by POL, additional interviewee material, and live content within programme tools, e.g., 1IRA, Corrluenceand ServiceNow. 
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Abigail McGeever • Emily Robinson 
• Ajay Patel • Emma Jones 
• Amit Dandekar • Fiona Burns 
• Andrew Kingham Gareth Clark 
• Andy McAllister • George Cross 
• Anne-Marie Hearne • Greg Lewis 
• Barry Johns • Hema Kanani 
• Ben Marsh • Ian Bilclough 
• Ben Owens • Jane Kidd 
• Brian Jones • Jeff Mak 
• Chris Darriet-Jones • Karen Cleary 
• Christo Caratossidis • Kate Kay 
• Claire Hurrell • Kathryn Sherratt 
• Clare Mapes • Kathryn Wearne 
• Colin Moore • Kelly Goodwin 
• Dan Perrin • Kelly Metcalfe 
• Daniel Wood • Lauren Brogden 
• David Gemmell • Lee Hosford 
• David Steed • Liam Carroll 
• Davyd Nash • Luke Bailey 
• Dipesh Chandegra • Mark Elmslie 
• Ed Harris • Mark Nash 
• Ed Spencer • Marnus Marx 

Martin Roberts 
Matt Walton 
Mayuresh Sane 
Mel Park 
Melissa Gribben 
Michelle Stainsby 
Mike Braithwaite 
Natalie Cross 
Natasha Gowardun 
Nick Ravenscroft 
Nicola Marriott 
Nik Gill 
Nikki Savekar 
Nirmal Radhakrishnan• 
Owen Wood ley 
Paul Minchell 
Pete Marsh 
Phil Newton • 
Praveen Bhujade 
Reuan Williams 
Rob Guest 
Rob Wilkins 
Ryan Allan 

Ryan Jones 
Richard James 
Rob Fry 
Sam Jeyakumar 
Samantha Swann 
Sarah Gray 
Shelley Genery 
Simon Pearson 
Sophie Drury 
Steve Hepburn 
Steve McFarlane 
Steve Young 
Stuart Banfield 
Sue Saikia 
Thomas Maddern 
Tim McInnes 
Vinay Swali 
Will Jenkins 
Yogesha Ramanna 
Zdravko Mladenov 

*Interviewees based on a list provided by POL, following a role-based ask from the diagnostic team. Also includes additional interviewees identified during the diagnostic review. Every effort has been made to engage the appropriate 
uubject-matter experts and gather insights from a representative group across all areas and levels but, due to timescales, it was not feasible to interview every stakeholder across SIP/RIP within SPM. 
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Using a Level 13 framework, detailed Each Level 3 has received a Where a capability requires intervention, 
observations have been captured fol lowing diagnostic RAG from which an recommendations, have been captured (see 
quantitative (artefact and data analysis) and overall Level 2 diagnostic RAG appendix) and form the basis for the summary 
qualitative review (interviews, surveys) has been derived recommendations outlined 

NOTE: See Appendix for further detail on the diagnostic methodology. 

LEVEL 2 CAPABILITY LEVEL 2 CAPABILITY 

3.1 Change Strategy 4.1 Operations Capability 

3.2 Change Execution 4.2 Solution Architecture 

3.3 Stakeholder 4.3 DevSecOps & 
Engagement & Comms Environments 

3.4 Culture & Behaviours 4.4 Non Functional 
Requirements 

3.5 Skills & Competencies 4.5 Data 

3.6 Learning &Training 4.6 Code 

I 
4.7 Infrastructure 

Iil 

LEVEL 2 CAPABILITY 
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LEVEL 2 CAPABILITY RAG RATING 

LEVEL 2 CAPABILITY 

1_;f lurgetOpe^atingModel 

LEVEL 2 CAPABILITY LEVEL 2 CAPABILITY 

3,1 H flC1 ;teYgy 

3.2 Change Execi.ation 

€ tip El 
(`f 

Ia l it l tf 

£ ' r 

LEVEL 2 CAPABILITY 

4.1 Opeiations Capability 

4.2 Solution Architecture 

LEVEL 2 CAPABILITY 

IIPIa1sH!il

5.f- Pot Go Live Siuppert 

3./ Service lntioductien 

NOTE: See App  icix for observations per Level 1 capability and the diagnostic methodology. 

RAG Definitions 
■ 

Significant interventions recommended Moderate interventions recommended Limited or no interventions recommended Copyright © 2023 Accenture. All rights reserved. 11 
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Clarify Horizon ( fl4) Common :catI I 1) Set up Reset 2) Develop Scope ii
) 

i iReplacement Final Build vs. Buy Team Guiding Principles Scope Decision 

5) Evaluate Frog. 
---__------~ 

(6) Select & ' 7) Refine Vendor 
Delivery & Support :Onboard Delivery ! Management 
Model* ',Support Partner** ;(Approach 

8) Operationalise 10) Review 11) Redefine 13) Rationalise 14) Improve 15) Re-establish .. Programme  Org 9) Define RACI Delivery llWorkforce 
1 2) Embed 

II Processes &Tools lilorums & IlTechnology & IlSolution Change 
Structure Methodologies J t, trategy j Ceremonies J I hange Planning J L itrois 

17) Re-baseline (18) Re-baseline 16) Revise E2E 
Programme Plan Programme ii Benefits & Future 

ii Delivery Costs TCO 

19) Embed Data- 20) Test & Iterate 21) Establish 
led Insights & IlAssurance flBenefits & Cost 
Reporting Approach J 1anagement 

32) Interim Prog. =Prograrnme 23) Programme 
Communication g 

Kick-off 

24) Estimate & 25) Deliver 26) Establish the 
Ii Prioritise Remediation Platform Ha Introduce 

Sprints Remediation Plant Itemst Engineering Team)Hardening 

28) Consolidate &1 29) Reset Comms 31) Integrate 
• • Refresh Change j& Engagement 30) Design TOM Deployment 

Strategy & Plan J iDehvery j LSLJpport Approach 

'Delivery Model decision impacts subsequent recommendations. **If applicable.+Some of these activities are currently progressing as part of 'Build Better' initiative. 

r---e 

Actions Key ; 
 

l Action TBC Copyright © 2023 Accenture. All rights reserved. 13 
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revalidat, 
scope 

Engage do 
partner 

teal 
stab 

1mK 
rem 
plat 

Eml 
cha 
sup 
pro 

1) 3.,, ip k,_:;ct T, Formation € .r' Cc cc l✓_ t ,i tint# '=n cc-.: Re- t 13',`•, I I ii<nn <ru la, •eir.;rs , ,I c: Identify anc. communicatc'hko Corrmani . .tt.+ I mal guild 'r t)': c+ton: 
of programme earn to own and € establish strategic direction (incl. success iur-li<e' vs. process improvement scope for horiro : replacement. Agree path forward for Build vs. Buy decision and 
embed theprocrammereset metrics) a no reset scope guiccogprinciples ei sunnpcleartraceabilityfrom vision to implementation (e.g.,HI ICU) establish auditable documentation as necessary 

5) E- ✓ I it ,= P:u 1 n I ii e ., w if, .,art :•,:r 1' Agre -,.titah lit' ann ) .z do li J n; r:, t ,t I r Complete rl R  /  P1 t ir;e r i - L -:r : p r:-estaoli.,.r.:::.. :
approach to ont✓oardinc_ a o a party delivery support provider to si_bstitute @ 3 s,electio i prcce._s art(] on.;oard relevant delivery support provider. clew vendor nanagernerd. process (e.c. I Iclude contract j
and/or ex denisting capabilities Ircludes designing TOM principles ._ [mute that t toy inforni overall delivery approach clauses toensure k tomledge transfer) 

__-... _. . .. . . .. ...._.._ _... . ..._..._.....__-. ....... _ _ ..,~ .... . ............~~„r  ......_. _......___._....... _ _._.. _. _...,. o,._ _. . . . ~,. .._... 

1 r i o -.ii g) Define RACE fccvies . .:Iiv4iry 11) Rcdcf tc 12) Emb c Fro",ss,:,s & 13, ( l 'cc r k e ms ors ms 1') €trip one 15) e-establish 
'1 Agree RACI and fvintticr;9ol_.~ies: )  

irdr f,_rc. :3tr tt ~.J)- 1001, Agree, adapt and c, C, . ,. a .: Refine ler,ri i' ' "!-:a I 'cc'it,eion i'I'i 1 
Sir- uture. ensure Agree orogramme Understand existing ernb ppec arc op Rfo•urns and RI  -ii-:_:: ev e is `, r a:utols: Re 
Completeon - accountabilitie wide d ery programme processceliv  . acid nip porting ererromes it) line 1 it tip rat r'techand establish 
going ar adhered nnthodology(e.g., capability, map to tools to no vane with agreed delivery ( change pia :ping programme change 
programmeorg to crosythe version of Agile) and prograrnme prograrmedeliveryand a:;proach,  ac' roach(incl.clear management 

[prere prograrnme hOW IT will be adaptec reguir n its and solution e✓elopeent programme i c,tirnarinri,  pro e<,ses( -'- .,TDA, 
"Ii ions and (c, g., structures f ,r prograrnme need. deft i r--_s:,circx consist_ illy and effectively pr.,resses, org ( fnn•cee.t ng and ncluding refinement 
set up roles of escafition) to POL (e g waterf311) management plan across lelivery lif.;.ycle strue ci o cnd RAI,I i i dependency rnacpi cg) oi l 1w-leeel , g is) 

lb .i f c, , , l ac Programme Plc- ,- Revise, estimate and i 17) Re baseli i Pc ,, a i t :;lix r' i, _ c, Re baseline t Re: .,a..uline Benefits I I r. I II' Calculate holistic_ bet efit . Ii' g , „lift • .cloy 
ntel ate t'ch and change plans across scope, timeline, programme cost . based on scope, E2E programme plan and  lams CSAT etc.), link at high level to delivery stage gates and re e ti Hate future
delivery rage gates etc, agreed delivery met odology total cost of ownership 

ig) Ei. a,c ' I i l cl ii Agree ai ;1 ernbe.c. t t L.rttt, a u,.• rp, ro:ic e. Keview,aud uf.date KPIs & 

f"FbP

1f , t,z . Ii e r, u.fi .S t ,,, f :;av J ,r :;r : Ki_ c.,rabbi 
proposes p'o ,ramme Assu aroe approach (e.g., As.. ranee prr,desses t a con isieralp ac 'and report delivery progress in Ii e with rograrnrne cg t monitoring and exterd m on/e bed gonc. 
Umv r .e) Iter,icc anc efi ae as needed r ,rramnce;nsion enefits management 

Ci,2) li terini I=rogi ,ti r.e Cc, rmunication: Communicate an 2 , r1e nu°, oh .1. I i 'guar . ,. ,ys 1 TL,oreing: Identify and a(1ree de fired top ' e 23) Programme Kick off: Kick-off proprarnn e le.q
date to all internal stakeholders on the programme direction programme aehaviours and ways of worclog to lie embedded anc erilr iced wit'tin thruway day) with relf va tt stakenol eis to 
lowing the diagnostic teams e q t: encourage transparencycollaboration and empowerment c energise and motivar for pr  ai)rne re tart 

24) f ti cote L f nor ' i- hr c 11[1(, 1 lad 7-_} , l ids r Ic,'re lot to i' iii t, del iver' ce Build hptler ol: t^e Piatl in i t rgtin.:r it, a r '-c 1 111 ' In.'c.l ' I I . r r r ng ✓ at : 
Develop didric ritiser: plan to address fide mil led re cc tdiation c' on s encat eviions, plus n ly icel ntitied [earn that c maes t , stendardisesnt, m oia ' al it  the Incl_:de, ong ng effort (& but get)'o 

?' l5 Es uv stimannc regi firer' re oi ~ cPs costs re ninienrl-~tions in ,sc,or sistcnt rranos ci ways ro' s all underlyin 1 platform and to .ling tI at support tabili e rh 'cc has at rP ular 
and lxi c franic s delivery squad c gi icnriny int rvals 

28) , , It,:,:t r, f.c ra: '. 1 t Valicat_ t_ I I  -.t"oti u- -n, _I , c c ru€ .lidery: J f i i ccl, Complete . I) d r _ _~I  t > r:r'a It I' _i _I 
=l: and upaate change strategy lot oe E2E programme are ! Redefine prograrnm coo :cc a ccid development of holistic and integrated : Integrate eurrentbcsiness acid tech elated 
?' execute activities in line with revised tech delivery 

inc 
engagement strategy for all impacted BAU target operating model, including ` deployment support plans and teams e.g., ROC - i : a 

timelines l. change impact, comma, learning stakeholders (in and outside the programme) 3 Horizon transition state planning Retail Operations Centre - previously defined in RIP 

`Delivery Model decision impacts subsequent recommendations. **If applicable. tSome of these activities are currently progressing as part of 'Build Better' initiative. 
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