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To Bruce McNiven Copy John Main 
Andy Radka 
Mike Granville-
Peter Restarick 
Clare Dryhurst 
Trevor Rollason 

Dave McLaughlin 

From Kathryn Cook 9 April 1999 

HORIZON TRAINING: G: COMPETENCY 

1. When we spoke last week I promised to let you have a progress report 
on the Horizon competency work which you commissioned in January. 
As you know I've had a small group working to understand three 
things: 
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3. The attached report is structured to address three main areas:. 

+ the background issues; why competency is important etc.; 
• what the various pieces of research that have been carried out are 

telling us about front line competency now and in an automated 
environment; 

• What we think we need to do prior to the commencement of live 
trial; what needs to be measured as part of the trial and, finally, 
issues that we'll need to track/measure/address further 
downstream. 
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4. Let me know if you've any queries and if you're content that we 
proceed as recommended (section three of the report): there are of 
course budgetary considerations which we'll need to clear and it'd.be 
helpful to bottom these with you ASAP. 

KF Cook 
HO Network Resourcing Team 

GRO 
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HORIZON COMPETENCY REPOR• T 

Section One: Background issues 
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• 2. The business has never had a detailed definition - other than the 
recently introduced one for new entrant counter clerks which is 
applied at the end of their trial - of what we mean by ̀ competency' for 
all of those who are customer facing in post offices (employees, agents 
and assistants). Nor do we have any specific mechanisms to 'audit' or 
assess competency levels of those serving our customers either 
individually or collectively (this is particularly true of agents and their 
assistants). Our first task as a group has therefore been to try to define 
what we mean by competency. Attached as annex A is the competency 
statement we, and those who have seen it (including HoRNS, several 
members of the HO Network Team and the People Programme Board) 
feel is a credible first draft of what we require now and how it will 
change when Horizon is in operation: it deliberately highlights areas of 
competence, not absolute competency levels although, when we 
understand this issue better in an automated environment, this may
something that the business wants us to address at a later stage. 

Why do we need to bother about competency? 

3. We know already that there are varying degrees of individual 
competency in the network and RNMs know only too well which are 
their 'problem' offices. The benefits though from us developing a • 
better understanding and managing competency exist on a number of 
levels and will include: 
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Section two - Research findings: 
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7. A summary of the findings from the detailed competency research is 
at Annex B. The key issues to note are: 

Pre course competency: 
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• scores for attendees from sub post offices were lower than those 
from branch offices (77% compared to 84%); 

Pre course attitudeslexperience: 

= : ." ;, ' i ' :.:r1•-1.r 
• • 

# ■e

• older people are less likely to 'problem solve' using a computer ie 
they will ask for help from a helpline (as opposed to colleagues) 
earlier on and will request help 2-3 times more often than younger 
staff; 

• older people take twice as long to learn but reach equal 
performance;

• previous computing experience is not strongly related to learning 
performance. 

7. As mentioned earlier a number of existing studies of Horizon and 
conformance have commented on competency issues: the key ones are 
summarised at Annex C - the main issues that need to be noted from 
these studies are: 

• Horizon training isn't comprehensive i.e. it's designed to teach 
people how to use the system, not to fill in any competency gaps or 
to deliver conformance per se; 

• post training support has been defined as a period of time rather 
than with specific learning goals; [however a training evaluation 
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cost to the business of not supporting offices will become clear from 
this research, 
In conclusion it clear that there is an urgent need to better understand 
the operational effect of the introduction of Horizon on our front line 
capability, particularly on our ability to meet business KPIs. We also 
need to understand the effects for the individual (and consequential 

• knock on effects back on the business e.g. demand for helplines. The 
proposals outlined above are designed to both collect the data we need 
to understand these impacts and to develop short term enablers to 
address those.issues which can already be identified as areas-for 
improvement. 
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Annex A 
Competency statement 

Now Post Horizon? 

Complete transactions accurately 
• Customer is ̀ happy` • Yes 
• no errors • Yes: transactions will need to be 

completed in a specified way or 
there could be systems difficulties; 

• transaction completed as fast as • transaction may be longer at first 
possible and some transactions will require 

authorisation; 
• keep client ̀ happy' errors will be more transparent 

and to reduce these we will need to 
standardise how we do 
transactions 

• sell appropriately • Yes 
• in your own preferred style • transactions will need to be - 

completed in a more standard 
way 

• complete documentation as • Yes 
necessary 

Additional Horizon requirements: 
• use Human Computer Interface 

effectively with customer 
• reengineered transactions will 

need to be completed : some will 
require transactional procedures 
which are very different to now 

Use reference materials 
• have all relevant (up to date Yes 

materials in the office) and know 
where it is 

• Know how to use the • reference materials will be 
documentation different and user will need to be 

able to use the new versions 
• actually use the relevant • Yes 

documentation (i.e. don't guess) 
• know how to get help if stuck and • 

Yes, 

but help facilities will be 
do so - different and user will need to 

know which form of help to use
when 
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Office Balance 
.. amalgamate all stock balances, 

• 

When it all goes wrong 
• Manual procedures (if ECCO) if 

equipment fails 

Using equipment 
• H&.S/Cleaning/Security/Consum 

ables 

• • 
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• Yes, Hit a key correctly! Send to 
Chesterfield, know what/how to 
retain 

• Yes, but the new versions 
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Annex B 
Research findings: summary 

Research parameters: 

• target population: 100 attendees at baselined ICL training courses in March 
1999 

• pre course competency measures 
• self assessment of previous exposure to computer systems; 
• attitude/expectations measured; 
• learning styles questionnaire; 
• post ICL training competency test results; 
• post ICL training comments/views, 
• qualitative and quantitative data from other competency studies for major 

automation programmes. 

Research results (headline): 

• Pre course competency measures: 

• overall competency score: 79% 
• range from 33% to 100% for individuals 
• range of 24% to 100% for specific questions 
• BO score. 84%; subs 77°/® 
• no gender, ethnic or language differences apparent (group 

too small to differentiate) 
• no significant correlation between previous computer use and 

competency (which would be expected) 

• Previous exposure to automation: 

• 83% were familiar with using a-computer key board; 
65% currently used a computer system at work; 

• 61% had previous experience of using a computer at work; 
• 87% said that they felt comfortable using a computer. 

• Attitudes/ expectations: 

• 98% were looking forward to learning how to use Horizon 
• 13% were worried that they would find it difficult to learn to 

use the Horizon system 
• 49% expected that it would be easy to change from current 

methods to using Horizon 
• 95% felt that Horizon was essential for their office to succeed 

in the future 
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80% felt confident that Horizon would be easy to use 
• 5% felt that there wouldn't be much for them to learn to use 

Horizon. (65% disagreed or tended to disagree with this 
statement) 

• Learning styles: 

• Post ICL training competency test results: 

• 3 delegates would have failed the course i.e. 2.37% of the total 
(well within the contractual target) 

• Post ICL training comments/views: 

• 97.6% of those trained rated the course as 'satisfactory' or 
better 

• several comments about the need for more time/too much 
compressed into the course 

• more time needed on balancing 
• much better than on site training 
• would have been useful to have had more practice time 

older people less likely to problem solve with computers (i.e. 
will seek help earlier e.g. by calling helplines);' 

• older people take twice as long to learn but reach equal 
performance; 

• older people request help 2-3 times more often than younger 
staff; 

• computer aptitude and prior level of achievement are most 
important in computer based learning; 

• computer anxiety is related to slower completion of simple 
computer tasks; 

• previous computing experience is not strongly related to 
learning performance; 

• computing experience in males is a greater predictor of 
performance than for females; 
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Business case for Horizon transaction time is slightly longer than the 
conformance Strand 3 manual process but benchmark timings are 

achievable 
Steady state training arrangements for assistants 
need to be addressed 
c50! of offices didn't follow standard 
methodology and the number of non conformance 
incidents has increased since December (people. 
finding ways around the system?) 
Helpline staffing has assumed that there will be 5 
calls per office per week in the first month and one 
call per month subsequently. An additional call per 
office after the first month adds £3.9 m in cost 

End to End testing 'Unanimous view from the End to End team is that 
Evaluation Report for the training event will not be sufficient to equip 
Nile 2.0 'real' end users in readiness for their offices _ 

receiving the Horizon system. The course was 
thought to be too short, with too little time to 
reflect.' More time was felt to be needed on 
balancing and accounting. 

Model Office testing 'A day anda half is not long enough to cover the 
Evaluation report for Horizon system (particularly for Pb staff not used 
Nile Release 2.0 to an automated working system'. 


