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13th July 2021 
 
 
Dear Helen 
 
The OLC Board met on the 1st July and at the end of the first quarter of 21/22.  This 
was a Board meeting characterised by probing questions being asked and 
comprehensive answers being received.   
 
When reviewing the risk assurance policy, the external auditors said: “This is the right 
conversation to be having and a real improvement from where you’ve been”.  This 
feels reflective of the Board discussion and LeO’s position more broadly at the end of 
quarter one:  Closure levels are higher than they were before the pandemic and 
customer journey times across low, medium and high complexity cases have all 
improved; General Enquiry Team delays have reduced; Investigator productivity levels 
for May and June 2021 are a significant improvement on 2020; and it’s clear that LeO’s 
Executive is driving up performance per investigator and driving down variation. 
 
As set out in the Business Plan, LeO must bring more people into the organisation to 
deliver better services to its customers and this has been a priority in quarter one.   
This has had a short-term impact on operational capacity and case closure 
assumptions for May and June were not met.  
 
Significant progress is being made in delivering the Business Plan in its entirety and 
the Board cannot see performance solely as case closures but nor can it lose sight of 
the essential importance of these for LeO’s customers.  If it does this now then LeO 
won't be able to deliver improvements for customers in quarter two onwards.   
 
In keeping with previous formats, this letter focuses on: 
 

1. Performance improvement including responding to COVID-19 
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2. People and Leadership 
3. Risk management and financial governance 
4. Enhanced public reporting 

 
For each section it sets out the assurance received to date by the OLC Board along 
with the additional assurance being sought through further actions, many of which are 
already in hand. 

 
 
Performance improvement including responding to COVID-19 
 
The overview: Stabilisation and improvement are now happening side by side.  
Closures are better than pre-pandemic levels and the organisation is working 
differently and achieving more than it has in the past.  Customer journey times have 
improved across all case complexities but case closures in May and June did not meet 
assumptions, for the first time in four months. Closure rates were affected by the lower 
number of actual FTE staff than set out in the forecast assumptions (which were based 
on investigators starting in April). 11 General Enquiries Team Advisers have been 
recruited to keep the focus on the front end, improve email response times (in June 
this reduced to 29 days) and in readiness for imminently establishing the new Junior 
Investigator roles.  The size of the PAP is now at 5,068 but is below the Business Plan 
forecast. Plans for a gradual and phased re-opening of the office have been postponed 
as a result of Government Guidelines with the Executive reviewing this in July. 
 
Assurances received: 
 

1. Recruitment started, following budget approval, in April and has continued at 
pace over much of this first quarter.  Essential for future proofing the scheme 37 
roles have been recruited, absorbing 800 hours of operational capacity.  The 
November recruitment campaign has been brought forward to September to 
increase capacity towards the end of the business year and make up ground 
lost earlier (see People and Leadership).   

2. LeO must do more with the people it has. Investigator productivity dipped in 
May to 4.78 (this compares with a high of 5.75 in March 2021 and with 4.02 in 
April 2020).  Addressing performance variations, the Executive Team is 
questioning the assumptions that have been built into the Business Plan and 3 



 

3 
 

Legal Ombudsman 

underperformers have been released from the organisation (around 20% of the 
Investigator cohort are under achieving and closing 4 cases a month or less). 

3. A supplementary plan on use of the £189,000 spending variance on staff 
salaries will include consideration of external support to improve performance. 

4. Every Board meeting will have a standing agenda item on reducing the backlog.  
The Operations Managers are focusing on those proposals that will deliver 
maximum impact, which do not require Scheme Rules changes and can be 
implemented straight away. These include reasonable offer and negotiated 
settlement of low complexity cases in the backlog (51% of total cases in 
backlog; 10% of which will be able to addressed more quickly); and the target 
on medium complexity cases (47% of cases in the backlog; 17% of which can 
be moved straight into a workstream to be closed). 

5. Part 2 of the internal auditor’s casework advisory audit (June 2021) states: 
“There has been a significant commitment fostered by LeO in resolving the case 
backlog to identify process improvements and ways in which the organisation 
interpret scheme rules…In total, the compilation of ideas to reduce the backlog 
appears comprehensive...we consider the decision to progress the selected and 
currently in flight activities to be appropriate”. 

 
Additional assurances being sought: 
 

1. The mid-year review or stocktake is of critical importance and the Board will 
discuss this in September.  The review will set out progress in the first six 
months of the year; what can be expected in the next six months; and crucially 
what this will specifically mean for case closures and the backlog over the next 
6-18 months.   A revised performance improvement trajectory will be shared 
setting out assumptions (eg. in relation to any Scheme Rule changes). 

2. The Board will receive Scheme-wide and operational performance updates 
throughout the summer and in advance of the next September Board seminar 
on the mid-year review.   

 
 
People and Leadership 
 
The overview: 37 roles have been recruited in the last two months.  Implementation of 
the People Plan has continued, aided by improved programme management, and 
attrition for all cohorts dropped in May 2021. The focus remains on staff well-being and 
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reducing sickness absence.  Staff engagement continues to be a strength, highlighted 
by the internal audit of casework and addressing the backlog: “This has been 
transformational in that the approach taken has involved and encouraged contribution 
at all levels of the organisation from the ‘ground up.’ Staff appear to have found this 
collaboration motivating”. 
 
Assurances received: 
 

1. Over 800 operational hours were invested in delivering LeO’s first substantial 
operational recruitment for over 12 months.  A revised approach to induction 
has been adopted so that new investigators will be productive earlier; the new 
Junior Investigator role will also be trialled from mid-July and will speed up how 
quickly conclusions can be reached. 

2. The number of productive staff hours lost through sickness is currently 
calculated at 11.2 days per staff member each month (against a KPI target of 10 
days), costing the business c£25,000 per month.  The Chief Operating Officer is 
proactively managing attendance and absence following a period of reduced 
attrition for all staff cohorts in May. 

3. The new Head of People Strategy and Services joined the Executive Team in 
June; a new Finance Manager will add further capacity and capability to the 
Finance Team from mid-July; and the new Business Intelligence Manager will 
start in early August.  

4. The Chief Ombudsman presented their learning review of the Employment 
Tribunal finding of indirect sex discrimination against LeO in February 2021 
(relating to a decision taken in July 2019 to withdraw working from home 
entitlement).  Detailed consideration has been given to Executive decision-
making, communication and consultation within the organisation and how the 
OLC Board was updated.   

5. LeO’s new EDI Manager’s has assessed the improvements that have been 
made in the last six months alongside looking at areas where there has not 
been sufficient progress, including on the Equality Priority Objectives and 
ineffective use of data.  The Board considered what data it should review about 
LeO’s customers (eg. diversity profiling at different stages in the process) and 
LeO’s staff (eg. staff demographics by protected characteristics). 

 
Additional assurances being sought: 
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1. The current recruitment rounds have taken considerable operational effort; the 
next recruitment round has already been started.  

 
 
 

  
2. The Board will receive a further EDI update before the end of the calendar year, 

including agreeing the core datasets it will have sight of along with their 
frequency.  Board members will be invited to Diversity and Inclusion training in 
September.  
 

 
Risk management and financial governance  
 
The overview: The review of the Audit Completion Report afforded the Board the 
opportunity to reflect on the difference from this time last year.  The external auditors 
referenced the “quantum leap” that has been made along with the “huge improvement 
on the prior year”.  Further improvements are needed and there is support for the 
appointment of a Finance Manager (who starts in July).  The Internal Auditors Annual 
Plan for this year is much improved, more effectively supporting the assurance 
requirement of the OLC Board in key delivery areas such as Performance Reporting 
and Change and Transformation.  This will enable the OLC to provide the LSB and the 
MoJ with more targeted independent assurance, further strengthening the tripartite 
assurance model. 
 
Assurances received: 
 

1. ARAC received the Audit Completion Report and recommended the approval of 
the Annual Accounts and Report, recognising LeO’s financial management is in 
a much stronger position than last year and receiving assurance that unqualified 
accounts will be submitted on time. 

2. ARAC welcomed the internal audit report on casework, recognising that whilst 
this is an advisory report that does not offer an opinion, the positive and 
reassuring feedback will inform the overall audit opinion at year end. 

3. ARAC approved the new risk assurance policy, noting the external auditor’s 
acknowledgement that this is a “real improvement from where you’ve been” and 
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approved the follow up work to May’s Board risk workshop and the overall risk 
appetite position. 

 
Additional assurances being sought: 
 

1. The building blocks are in place.  The improvements in LeO’s approach to 
managing risk will now need to be fully embedded within the organisation’s 
culture.  Risk training workshops for the Executive and the OLC Board are 
planned for July. 

2. Having approved the revised Strategic Risks and overarching risk statement 
and appetite, the Board will discuss and consider what this means for LeO’s 
KPIs and the allowable tolerances.  A session on this is planned for following 
the mid-year review meeting. 

 
 
Enhanced public reporting 
 
The overview: The commonly agreed dataset will be shared more widely, including 
with the Challenge and Advisory Group which has met for the second time in quarter 
one.  The OLC mid-year review is clearly a critical opportunity to openly and visibly 
assess performance and to set out the new performance improvement trajectory for 
the next 6 to 18 months. This also affords the OLC the opportunity to compare 
performance against alternative models and schemes, gather evidence and seek 
agreement on what is an effective level of service for LeO’s future customers. 
 
Assurances received: 
 

1. The commonly agree dataset now features prominently in the performance 
report and plans are being developed to share this more actively with a wider 
group of stakeholders.  Feedback will then be used to develop and improve the 
dataset further.  Enhanced data and performance information will be published 
on LeO’s website over the summer months. 

2. The Challenge and Advisory Group has now met twice in this first quarter, 
walking through the approach to enhanced public reporting, LeO's approach to 
scheme rules, and progress with the pre-assessment pool reduction project.  
The Board was particularly assured by feedback on reducing the backlog - ‘I’ve 
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been thinking about what else could be included but you have thought of 
everything that I can think of’.   

3. A key output of the mid-year stocktake at the end of the quarter two will be the 
development of an 18-month improvement trajectory. It is essential that the 
Board maintains an oversight over a longer timeframe, supported by the ability 
to track backwards and forwards.   

 
Additional assurances being sought: 
 

1. The Board will receive a report providing an overview of implementation of the 
Business Plan for quarter one.  Further consideration will be given to how this 
report can be shared more widely with external stakeholders and in advance of 
the mid-year stocktake. This will be alongside plans to pro-actively 
communicate the Annual Report and the Annual Complaints Data report in 
quarter two. 

2. Consideration is being given to how future Board meetings can capture the OLC 
and LeO’s relationship with external stakeholders. 

 
This was a comprehensive and important Board meeting. Significant progress is being 
made in delivering the Business Plan in its entirety but this progress is not and will not 
always be linear.  This should not be about short-term gains but must be about 
sustainable improvement which will then be openly tested in the mid-year stock take, 
holding LeO to account as to whether this is the appropriate and right level of service 
for customers in the future. 
 
Best wishes 

 
 
Elisabeth Davies 
Chair, Office for Legal Complaints 
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Appendix A – Performance Data 
 
Summary of key data from last six months 
 
 

 
 

Measure Sep-20 Oct-20 Nov-20 Dec-20 Jan-21 Feb-21 Mar-21 Apr-21 May-21 Jun-21 Trend

Customer Journey Time
(Avg. Low Complexity)

222 220 232 248 270 279 285 301 295 300

Customer Journey Time
(Avg. Medium Complexity)

312 346 323 325 362 377 372 397 387 419

Customer Journey Time
(Avg. High Complexity)

676 612 545 458 681 623 616 684 563 665

Rolling Annual Turnover Rate 17.1% 14.6% 14.6% 10.6% 9.1% 9.5% 9.9% 9.1% 9.6% 11.2%

Rolling Annual Turnover Rate - 
Investigators

20.4% 17.8% 16.9% 11.8% 10.9% 12.6% 12.6% 12.8% 12.0% 14.8%

Sickness - lost days per head 11.1 10.96 11.3 11.38 11.45 11.04 10.91 11.24 11.26 11.21

Volume of cases awaiting assessment 
(PAP) - at end of month

4,160 4,330 4,356 4,500 4,513 4,637 4,829 4,840 4,924 5,068

Productivity per (established) 
investigators

4.29 4.18 4.59 3.63 4.30 4.43 5.75 5.01 4.78 5.62

% established / developing 
investigators

65% 67% 73% 73% 83% 82% 82% 100% 100% 100%

Cases accepted for investigation 407 442 504 347 454 438 469 468 397 382

Cases resolved after investigation 385 396 437 363 468 466 552 488 458 491




