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OLC Draft Business Plan & Budget 2021-2022  

Executive summary 

  
This paper sets out the OLC’s draft budget and business plan for 2021-2022 to the Legal 
Services Board (LSB) for comment. 
 
The OLC intend to request an increase in LeO’s budget from £12.808 million in 2020-2021 
to £15.260 million in 2021-2022. 
 
This paper explains that the OLC readily acknowledges the need to make significant 
improvements in operational delivery to reduce wait times and the number of customers 
experiencing a significant wait whilst their complaint is awaiting assessment. The OLC and 
LeO’s Executive have considered a number of different potential options to achieve these 
objectives and have set out the preferred option in this paper.  
 
The proposal involves a significant investment in resource but ensures that this is done in 
a phased and sustainable manner over the remainder of the strategy period.  It also ensures 
flexibility regarding the type of recruitment planned, ensuring adaptations can be made to 
new ways of working and in response to the incoming Chief Ombudsman and Chief 
Operating Officer.  
 
The OLC and LeO’s Executive are keen to build on work done in the current financial year 
by investing in innovation and piloting alternative delivery models. The increase in operating 
budget for the forthcoming year would provide LeO with the capacity to pursue those 
innovations and to do so in a manner that does not pose a risk to operational performance. 
 
The proposed budget increase would also enable LeO to focus more resource on Impact 
and Insight, making full use of the learning from casework to drive improvement in the 
sector. 
 
The OLC and LeO’s Executive are satisfied that the assumptions which underpin this 
submission are robust, tested and achievable and provide a route to improved performance 
which does not place an unacceptable and unsustainable risk on organisational stability, 
staff morale or reputation. 
 
Any queries relating to this draft submission should be directed to Steven Pearson, Deputy 
Chief Ombudsman, in the first instance. 
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29 October 2020 

OLC Draft Business Plan & Budget 2021-2022  

Introduction 

1. This paper sets out, in draft form, the OLC’s application for the budget in the 2021-

2022 financial year. The paper addresses the LSB’s budget acceptance criteria in so 

far as is possible at this early stage in the process. In doing so the format reflects and 

sets out the proposed business deliverables followed by the proposed capital and 

revenue budgets.  Having done this, and following the consultation exercise which will 

launch at the beginning of November, the final submission to the LSB will more directly 

mirror and follow the seven budget acceptance criteria set out below. 

Draft acceptance criteria Coverage 
1a) Assumptions around the volumes predicted for 2021-2022, 
including data on the number of new cases in the current year to date 
and an assessment of the likely impact of Covid-19 on demand. 
Please include information about how the organisation would respond 
in the event of volume fluctuation  

See Appendices D-E and I 
See sections ‘Demand in LeOs 
service’ para 11-15 and ‘Our 
Capacity’ para 39-40 

1b) Staff costs and numbers broken down by function, with an 
explanation of how pay awards relate to the People Plan/staff morale  

See Appendix F and ‘Our 
People’ section para 31-37 

1c) Estimated split of expenditure between:  
i. handling complaints about legal services  
ii. policy and impact work, in particular to analyse 

and feed back to the sector learnings from 
handling complaints  

iii. anything else not covered by (i) and (ii).  

See Appendix G 

2a) Analysis of actual performance to date in 2020-2021, with 
reference to the commonly agreed dataset  

See Appendix E 

(LSB have access to data set) 
2b) Risks and how they are being managed and mitigated for:  

i. the remainder of 2020-2021 
ii. 2021-2022, including an overview of sensitivity 

analysis of key assumptions around income 
prediction, case complexity and other factors 

See Appendices H-I and para 
45. 

2c) The forecast performance trajectory from the present until 
sustainable acceptable performance is expected to be achieved 
(analysis by month, with reference to the commonly agreed dataset)  

See Appendix J 

2d) Summary of key current and planned initiatives designed to 
achieve sustainable acceptable performance, including specific 
actions and timeframe 

See ‘Key Deliverable 2’ section 
para 50-58 

3) A robust business case that clearly demonstrates the linkages 
between any additional resources sought to the expected benefits 
across operational performance (including staff morale), policy and 
impact, and other relevant activities 

See ’Key Deliverables’ section 
and Fig2. 

4) An explanation of how the proposed budget would promote equality, 
diversity and inclusion for both colleagues and the Legal 
Ombudsman’s customers. As part of this, details of any plans to 
measure for any disproportionality of complaint outcomes 

See Appendix K 

5) A summary of where the budget has changed in response to 
stakeholder responses to consultation and a summary of any 
responses to that consultation.  

See ‘Reflections on Initial 
Engagement’ para 60-62, 70 
and 71 

6) The submission should confirm that the OLC has submitted a 
medium-term financial plan that reflects these acceptance criteria to 
the Ministry of Justice, and that wider engagement with the department 
has taken place consistent with the tripartite operating protocol 

Due Dec 2020 (see Appendix L 
for timeline) 
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7) A summary of the governance processes involved in preparing the 
submission, including confirmation that the submission has the formal 
support of the board. 

See Appendix L 

 

2. The OLC intends asking for an increase in budgetary income from £12.808mn in 2020-

2021 to £15.260mn for 2021-2022. This paper explains in detail how the OLC and 

LeO’s Executive propose to utilise this additional funding to focus on three key 

deliverables: 

 

Key Deliverable 1 - Maintain stable operational delivery and reduce wait times at pre-

assessment by the end of the strategy period 

 

3. The OLC acknowledge that a significant investment is required in the capability and 

capacity of LeO’s staff. LeO’s People Plan will focus on capability and also 

engagement of LeO staff at all levels and in doing so is expected to improve staff 

retention, leadership and organisational resilience.  

 

4. Clear steps need to be taken to address the increase in the number of customers 

waiting at LeO’s pre-assessment stage and the time they are waiting. This paper sets 

out the rationale for a significant investment in resource phased over 2021-2022 to 

help address those issues in a sustained manner. 

 

Key Deliverable 2  - Develop innovative ways to deliver our service more efficiently and to 

keep pace with evolving legal sector and consumer expectations 

 

5. As well as improving the capability and capacity of LeO’s staff, the increase in budget 

will be used to enable LeO to investigate and pilot innovative ways of working, all of 

which will be geared to ensuring that cases are progressed in an efficient and 

proportionate manner. Further investment is required to enable LeO to exploit 

technology not only in terms of case handling but also through the development of a 

dynamic forecasting tool. 

Key Deliverable 3 - Increase the impact of our casework 

6. Whilst the need to improve operational performance is crucial, the OLC believe that it 

is important for LeO to be able to build on the excellent work already done in previous 

years around external engagement; sharing insight from casework and driving 

improvement across the legal sector. Marginal additional investment into impact work 

will enable LeO to significantly increase its output, profile and influence 

 

7. A formal consultation process is due to be launched and the feedback from that 

process, along with feedback gathered from early informal stakeholder engagement 

will be used to develop and refine the eventual formal budget submission. 

 

8. The OLC invite the LSB to comment on the draft budget and business plan to help 

inform the final development of the formal budget submission in line with LSB’s budget 

acceptance criteria. 
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SECTION 1: Business Plan Deliverables 2021-2022 

 

Fig.1 Summary of Proposed Operational Delivery 2021-2022 to 2023-2024 (forecast)1 

 

 2020-2021 2021-2022 
Executive’s 
recommended 
business plan & 
budget. 

2022-2023 
(Indicative) 

2023-2024 
(Indicative) 

Total budget £12.808 million £15.260 million £16.164 million £15.756 million 

Total Pay budget £9.991 million £12.028 million £12.931 million £12.524 million 

Average 
Investigator 
establishment 
(FTE) 

102 126  147 132 

Cases accepted 
for assessment 

7,9782 7,400 7,200 7,200 

Cases accepted 
for investigation 

4,432 7,351 9,139 7,620 

Cases Closed 4,851 7,135 9,571 7,572 

GET processing 
times: 5 / 14 / 30 
days 

23% in 5 
49% in 14 
98% in 30 

65% in 5 
100% in 14 
100% in 30 

65% in 5 
100% in 14 
100% in 30 

65% in 5 
100% in 14 
100% in 30 

PAP wait time 
(end of year) 

Low: 203 
Med: 340 
High: 363 
(*forecast based on 
allocating High cases 
to wider Lv1 group) 

Low: 196 
Med: 264 
High: 196  

Low: 64 
Med: 74 
High: 54 

Under 1 month 

PAP volume by 
(end of year)  

4968 4200 1245 0 

     

 

Context to LeO’s Business Plan & Budget 2021-2022 

LeO’s budget over time & within the Ombudsman sector 

 

9. OLC’s budget for LeO is 30% lower than at inception (see Appendix A) and lower than 

the amount the legal professions spent on handling consumer complaints prior to 

LeO’s inception. LeO has had a, broadly, static budget over the last five years and in 

that time has delivered a broadly static output. This has not allowed LeO to keep pace 

with demand (typically, at around 110,000 contacts and 7,200 complaints accepted 

for assessment per annum) or reduce wait times. Work had been started during 2019-

2020 to improve operational efficiency and reduce wait times and by the end of that 

financial year the average wait time and volume of files at pre-assessment had 

                                                             
1 Forecasts used to produce this summary assume a static demand; with a standard case mix and established Investigators 

working to a 6.3 rolling 3 month average. Figures are based on original standstill budget and will need revision if OLC’s interim 

budget application is improved.  

 
2 This higher figure reflects planned work to improve processing times in GET before reaching steady state not an actual 

increase in demand. 
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reduced to 123 days and at 2,491 respectively. Those initial improvements have since 

been eroded by a number of factors including, most significantly, the impact of the 

covid-19 pandemic. The OLC and LeO’s Executive remain committed to the strategic 

objectives set out in the 2020-2023 strategy. However, to deliver a significant 

improvement in customer wait time at pre-assessment by the end of the current 

strategy period; and to support the delivery of LeO’s insight work, the OLC submit that 

a significant and sustained investment is required. 

10. In considering the appropriate level of funding for the scheme, like for like comparisons 

are not possible within the Ombudsman sector because no two jurisdictions are 

identical and performance metrics across the sector are not uniform. However, 

Appendix B shows that LeO’s budget is out of step with its demand when compared 

with other schemes. For example, LeO’s output is comparable to that of the PHSO 

(circa 104,000 enquiries and 5,236 decisions) whose budget for 2019-2020 was circa 

£25.9 million as compared to LeO’s £12.2 million in the same year.  

Demand for LeO’s service 

11. Despite the Covid-19 pandemic LeO’s demand has remained broadly static in 2020-

2021 with circa 7,900 complaints expected to be accepted for assessment by the end 

of the year 

 

12. Demand forecasting for 2021-2022 is challenging.  It should be noted that LeO does 

not yet have a long term demand forecasting model and as such it is not possible at 

this time to predict with certainty how Covid-19 impacts on the legal services market 

will affect LeO’s demand. However, available data is consistently monitored and LeO 

has engaged with regulators and representative bodies to understand the current and 

likely future impacts of the Covid-19 pandemic on those parts of the sector which 

generate significant demand into LeO.  Alongside this LeO takes into account the 

findings of regular horizon scanning and has considered a number of additional 

factors.  

 

13. Some of these factors argue for anticipating a reduction in demand. For example, 

certain areas of legal practice have shown signs of decline due to the Covid-19 

pandemic. Personal injury claims dropped as a result of reduced levels of road traffic 

and conveyancing transactions dropped in the first part of the national lockdown and 

in advance of the Stamp Duty land tax holiday being introduced. The Stamp Duty 

holiday ends on March 31, 2021.   

 

14. In contrast, some of these factors argue for anticipating an increase in demand.  For 

example, some areas of legal practice have already seen signs of recovery 

(conveyancing, for example, as a result of the stamp duty incentives introduced from 

July 2020) and other areas have seen signs of increased activity (such as an increase 

in divorce applications). It is also arguable that the challenges presented by Covid-19 

could place further strain on service standards and customer care which could in turn 

drive increased levels of complaints.  The SRA, whose regulated entities / individuals 

account for 90% of LeO’s demand, collect data on Tier 1 complaints handling which 

provides a useful indicator of future demand. Their data for 2019 indicated that 

complaints at Tier 1 have increased, which is possibly linked to new rules requiring 

increased transparency about complaints handling arrangements. Given LeO’s 

customer satisfaction data shows that most consumers report finding out about our 

service from an internet search rather than from their own lawyer, and the research of 
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the Legal Services Consumer Panel on ‘silent sufferers’, it is expected that increased 

activity to enforce requirements about complaint-handling transparency are likely to 

increase demand over time.   

 

15. It therefore appears likely that any possible decrease in demand due to the impacts of 

Covid-19 on some areas of the profession may be offset by increases in other areas 

and by improvements in transparency and awareness of the right to complain.  LeO 

has concluded that overall demand for the legal profession will remain consistent, 

albeit that areas of focus might have shifted in the short term, and that overall demand 

for the Legal Ombudsman scheme will also be constant.  It should also be noted that, 

given the volume of work waiting at pre-assessment, the effects of a drop in demand 

would not be immediately felt by investigators and would in fact provide an opportunity 

to make more significant inroads into the reduction of work at pre-assessment.  

 

Impact of Covid-19 on LeO and the sector 

 

16. The OLC is mindful that the Covid-19 pandemic has placed a significant operational 

strain and financial pressures on all areas of the legal profession. Informal engagement 

with the profession, key stakeholders and professional regulators, has shown strong 

support for the work that LeO does and an appreciation of the need to invest to 

improve, however that is understandably tempered by concerns about an increased 

budget being funded by an increase to the levy. Within this challenging climate the 

OLC has given extensive consideration to the timing of an application for an increased 

budget and has sought to present a submission that balances the need for investment 

with stable and consistent improvement.  

 

17. LeO’s ability to progress ongoing investigations was hindered as Covid-19 forced 
service providers to close their offices or radically change their working practices. LeO 
witnessed a marked increase in service providers either being unable to respond to 
complaints investigations at all (suspended cases rose by 117%) or requiring 
additional time to respond because of issues accessing information or because 
significant numbers of staff had been furloughed. 
 
 

18. LeO remained fully operational during the Covid-19 pandemic moving swiftly from 
being office based to full home working arrangements. LeO’s call centre remained fully 
operational at all times; a cohort of new Investigators were inducted into the business 
and LeO continued to deliver professional learning courses throughout the period of 
lockdown. LeO’s offices were re-opened as a Covid-secure workplace in September.  
 

19. The impacts of Covid-19 were felt within LeO with staff being affected by the related 

closure of schools and other childcare facilities. The need for a sizeable portion of LeO 

staff to combine work and childcare proved challenging and did adversely affect 

productivity levels. LeO lost up to 1,250 hours a month due to operations staff time 

being unable to work during the first five months of the year. Above that, the 

productivity of LeO staff was also adversely impacted by individuals needing to work 

unusual and sub-optimal working patterns to accommodate childcare commitments.  

 

20. Over the period from April to September 2020 the impacts of Covid-19 saw an 

operational output of 2027 closures against a pre-Covid forecast output of 3488 (and 
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a Covid-19 adjusted reforecast of 2482) and the number of cases at pre-assessment 

increase from 2491 to 4160. 

 

21. If productivity remained at the levels seen in the first six months of 2020 for the 

remainder of the year then the organisation would close in the region of 3,800 cases 

with the pre-assessment volume of cases rising to 6,000. A plan is in place to stabilise 

and improve performance over the remainder of 2020-2021 and improvements in 

operational performance and staff engagement have already been noted. If core 

mitigations are successful then the forecast by March 2021 would be 4,800 closures 

and a pre assessment volume of approximately 5,000, with established Investigators 

having returned to consistently delivering pre-Covid productivity levels. While this 

would be the start of a successful recovery it would still mean that the volume of cases 

awaiting assessment will have increased significantly from the starting point of 2,491 

at the end of 2019-2020. This is not acceptable to the OLC, LeO Executive nor to LeO 

customers. 

 

22. The OLC is clear that more needs to be done and that without additional investment in 

2021-2022 wait times will continue to increase. Further the OLC has identified that a 

significant and sustainable improvement in output, productivity and wait times cannot 

be achieved within a twelve-month period and without putting an unacceptable risk on 

LeO’s staff, reputation and commitment to quality. The OLC submit that to achieve the 

improvement sought, and to do so in a sustainable fashion, a significant investment in 

LeO’s resources will be required over the remainder of the current three-year strategy 

period. 

 

Strategic Objectives 2020-2021 to 2022-2023 

23. Current strategic objectives (below) remain relevant and appropriate. The impact of 

the Covid-19 pandemic this year and the likelihood of some continued impact over the 

current strategy period means that there is a need to remain flexible about business 

plan activity in 2021-2022. With the additional resource proposed in this paper the OLC 

and LeO’s Executive are confident that it will be possible to deliver a significant 

improvement to the customer wait time at pre-assessment, and improve the impact of 

casework, by the end of the strategy period (March 2023). 

 

 

24. The business plan for 2021-2022 is part of a multi-year approach to improvement and 

focusses on three key deliverables 
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Key Deliverable 1: Maintaining stable operational delivery and reducing pre-

assessment wait times by the end of the strategy period.  

25. At the end of 2019-2020 the OLC identified a risk that initial plans to invest in additional 

resource and operational improvement in 2020-2021 were likely to be constrained by 

the possible impacts of Covid-19. As a result, a decision was taken to adopt a standstill 

budget for 2020-2021. In those circumstances, it was understood that planned 

improvement to the customer wait at the pre-assessment stage in 2020-2021 would 

not be possible and that the focus for 2020-2021 would be on mitigating the possible 

impacts of Covid-19 and stabilising operational delivery.  

 

26. The impact of Covid-19 on LeO and on the legal professions has been significant which 

has meant not only that there has been no improvement to the pre-assessment wait 

time during 2020-2021, but that wait time at pre-assessment and the number of 

customers waiting have both increased. 

 

27. The OLC believes that in order to enable LeO to deliver the service its customers 

expect, a significant and sustained investment is required and is now more pressing 

than it was at the end of quarter four 2019-2020.  Lower levels of recruitment to the 

preferred option outlined above have been considered and rejected as resulting in 

insufficient improvement to pre-assessment wait times over the next two years. Higher 

levels would result in faster progress in reducing pre-assessment wait times but the 

level of increase in budget required over a two-year period was not considered viable, 

particularly given early feedback from stakeholders regarding a desire to limit any rise 

in cost this year (see Appendix J). 

 

28. There is an understandable desire on the part of LeO’s stakeholders for a ‘quick fix’ 

solution to pre-assessment wait times and meeting demand in the longer term. In 

submitting this budget proposal the OLC and LeO’s Executive have considered a broad 

range of options and in doing so are of the view that a ‘quick fix’ solution would pose 

an unacceptable risk to organisational resilience and quality. The OLC and LeO’s 

Executive submit that to achieve the improvements required whilst maintaining stability 

and quality needs a measured and multi-faceted approach focussing on: Our people; 

Our capacity; Our business processes. 

Our People 

29. To achieve sustainable improvement in the long term LeO must build the capability of 

its people. LeO’s People Plan, which covers the current strategy period, sets out how 

LeO will achieve this with reference to eight core areas of improvement: 

 

 Leadership & Management Capability. 

 Performance. 

 Engagement. 

 Equality, Diversity & Inclusion. 

 Reward & Recognition. 

 Recruitment & Employer Brand. 

 Aligned HR Service. 

 Workforce planning. 

 

30. LeO’s Executive propose to take the following steps in 2021-2022 to support 

successful delivery of the People Plan objectives. 
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 Investment in HR staffing (EDI Manager / HR consultancy) 

 Implement a ‘Substantive Grade Plus’ point for the Investigator salary. 

 Investment in senior leadership resilience 

 

31. Since the leadership restructure in late June 2020 LeO has retained the services of a 

senior HR consultant to provide resilience for the leadership team pending 

appointment of the new Chief Ombudsman and Chief Operating Officer; and for the 

HR team in delivering the People Plan. That additional resource will be retained into 

quarter two 2021-2022 to support effective delivery of the People Plan objectives.  

 

32. A new Equality, Diversity & Inclusion Manager post is proposed. This appointment 

would fulfil a need for expertise in this area both in relation to LeO’s commitment to be 

a fully inclusive workplace, and in ensuring best practice in providing an inclusive 

service for our customers. This appointment will ensure that work to take forward LeO’s 

Race Action Plan is appropriately resourced (See Appendix K). 

 

33. Reward and Recognition is a key stream of LeO’s People Plan. This stream includes 

developing a Pay and Reward Strategy for LeO, which will include an evaluation of all 

job roles, salary benchmarking across all roles and a review of career progression. 

This work will commence in quarter four 2020-2021 and continue into the new financial 

year.  

 

34. In 2019-2020 LeO experienced an increase in attrition at Investigator level following 

the arrival of a number of entrants into the local recruitment market.  As a result, LeO’s 

HR team identified the risk that salaries for some operational roles, particularly, were 

starting to fall behind market median. A limited bench marking exercise has confirmed 

this risk; identifying that the current Investigator salary is around £1,000 below market 

median at substantive and junior grade. 

 

35. Given the impact of Investigator attrition on productivity, it is proposed that a £70,000 

provision is made within the 2021-2022 budget for the creation of a new point on the 

salary scale for Investigators: ‘substantive grade plus’ (at £1,100 more than current 

substantive grade). Progression to that salary point will be dependent on performance 

with a process developed by HR to ensure consistency and equality. This change is 

intended to bring the salary for established Investigators in line with the market median 

not only to support retention but also to improve staff engagement and morale, and to 

help with future recruitment. LeO’s Executive have given consideration to the risk of 

changing the Investigator salary scale before completing the full evaluation of roles 

across the organisation, notably a risk of a perception that one staff group is being 

treated more favourably. It was decided that this is an appropriate step given an 

organisation-wide review is to take place; the significant benefit to service delivery of 

retaining established Investigators, and that if this provision is not made in the 2021-

2022 budget, Investigator salary may drift further from the market median before it can 

be addressed in the following year’s budget. 

 

36. MOJ will issue guidance in relation to the pay remit for LeO for 2021-2022. Inflation for 

this, and other services, is expected to be in the region of 2% to 2.5%. 

 

37. Additional expenditure is also required to ensure LeO’s senior leadership team has the 

capacity and resilience needed to deliver post-Covid performance recovery and 
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longer-term improvement. This covers the creation of new risk manager and project 

manager posts within Governance & Strategy and a business partner role within 

Finance. The intention would be to appoint to a new post for HR (referred to above) 

and new posts for Impact, Service Policy & External Affairs (referred to below in 

relation to key deliverable 3). 

 

Our Capacity  

38. Achieving a significant improvement in customer wait times at pre-assessment will only 

be possible with a significant increase in LeO’s capacity to investigate and resolve 

complaints. This improvement can be achieved by increasing the number of 

investigation staff within the business; increasing the capacity of existing staff; 

delivering our service more efficiently; or by a combination of all of the above.   

 

39. Several options have been considered in relation to increasing staffing numbers in 

2021-2022 to achieve an improved pre-assessment wait time by the end of the current 

strategy period. Examples of the different recruitment scenarios are provided at 

Appendix C for information, with the recommended option highlighted.  

 

40. The recommended option is to recruit to replace 2020-2021 attrition in April 2021, and 

then increase investigator numbers by recruiting 1 additional team (comprising 12 

investigators and one team leader) in July 2021 and a further 3 additional teams in 

November 2021. As each of these teams builds up to full operational capacity over a 

twelve month period, it is forecast that this option will enable wait times for all case 

complexities to reduce to under 75 days by the end of the current strategy period 

(March 2023). Phasing recruitment during 2021-2022 will be critical in order to allow 

for the appropriate infrastructure to be put in place, enabling the capacity of those 

teams to be optimised from day one.  

 

41. LeO’s Executive are mindful of the need to be flexible regarding the type of recruitment 

planned for November 2021 and April 2022 (when attrition from the previous year 

would be addressed). It will be necessary to consider some recruitment being on a 

fixed term basis to ensure that as LeO reaches ‘break even’ in 2023-20243 staffing can 

be reduced efficiently, avoiding any need for redundancies and the related costs and 

cultural impact. It will also be necessary for to consider employing some staff on a 

remote-working basis, because LeO’s current office space could not accommodate the 

level of increased staffing proposed. Additionally, if pilots of different ways of working 

planned for quarter one and two 2021-2022 are successful then recruitment may be 

adjusted to provide roles aligned to those new ways of working. Similarly, if 

improvements in investigator efficiency and capacity can be achieved then LeO’s 

Executive will consider the impact of those efficiencies on recruitment plans. 

 

42. Lower levels of recruitment have been considered and rejected as resulting in 

insufficient improvement to pre-assessment wait times over the next two years. Higher 

levels would result in faster progress in reducing pre-assessment wait times but the 

level of increase in budget required over was not considered viable, particularly given 

early feedback from stakeholders regarding a desire to limit any rise in cost this year.  

 

                                                             
3 PAP would reach zero by end of 23/24 with a PAP at 300 by August 2023, which is a reasonable operating 
volume subject to there being very minimal associated wait time.   
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43. Through reference to the agreed dataset, LeO’s Executive will have much improved 

visibility of any changes in levels of demand through 2021-2022. The proposed phased 

approach to recruitment through the year will provide the flexibility to reflect on planned 

recruitment and ensure that appropriate levels of staffing are maintained at all times. 

Through this current year LeO’s Executive have been working to build a flexible 

workforce capable of being deployed into different areas of the business where 

demand requires. This approach to an agile workforce would also enable existing 

resource to be deployed into other areas of the business if changes in demand or 

capacity required it and will create a level of responsiveness in the light of the incoming 

Chief Ombudsman and Chief Operating Officer 

 

44. Given the volume of work waiting at pre-assessment the effects of a drop in demand 

would not be immediately felt by investigators and would in fact provide an opportunity 

to make more significant inroads into the reduction of work at pre-assessment. 

 

45. LeO’s current static forecast model assumes that low, medium and high complexity 

cases would continue to be accepted at the rate set in April 2021. Doing so would 

produce an undesirable outcome where pre-assessment wait times for low and high 

complexity cases would reduce at a much faster rate than for medium cases. This can 

be seen in the first set of scenarios at Appendix C. In practice this would be managed 

by adjusting the balance cases accepted for investigation by complexity to ensure a 

more equal reduction in wait times. An illustration of this is shown in the second set of 

‘wait time adjusted’ scenarios where the high complexity team are adjusted from 

closing 100% high cases to 60% high and 40% medium, and Investigators closing 64% 

low and 36% medium rather than 70% / 30%. Development of LeO’s dynamic 

forecasting model will provide a tool to enable LeO to model the optimum management 

of pre-assessment wait times by complexity and this modelling would be regularly 

revisited to ensure the best outcome for customers. This approach of active 

management intervention can also be utilised to address any changes in assumptions 

around complexity of incoming cases. 

 

46. All resourcing options as shown at Appendix C have taken account of the following: 

 

a. LeO’s organisational attrition rate is currently just under 18% but has, in the 

recent past, run significantly higher than that within the Investigator cohort. It is 

forecast that circa 17 Investigators will leave LeO by March 2021. Therefore, 

there will be a need to recruit to replace to existing establishment as soon as 

possible in the new financial year. Recruitment cannot take place currently 

given the projected overspend for LeO’s budget at this time. It is planned that 

a recruitment campaign will take place in quarter four of 2020-2021 to ensure 

that new staff can join the organisation as soon as possible in the new financial 

year.  

 

b. Typically, LeO’s budget for the coming financial year is confirmed in late quarter 

four of the preceding financial year. That means recruitment for additional 

Investigator staff (as opposed to recruitment to replace for attrition) cannot take 

place until after the budget has been confirmed. Therefore, a July start date is 

the earliest practical point for taking on additional Investigator staff. The 

recruitment scenarios set out in Appendix C therefore assume recruitment to 

replace attrition in April 2021 and additional recruitment in July. Further 
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recruitment is then scheduled for November. A further round of recruitment 

would take place to address attrition in April 2022. 

 

c. Forecasts below include a standard development curve for Investigators with a 

rolling 3-month average of 6.3 cases resolved per month achieved at 12 

months in role. If pilots of revised ways of working (see deliverable 2) are 

successful in improving that level of productivity, then forecasts would be 

adjusted accordingly. However, at this time our forecasts are based on the 

assumptions in place, which are rooted in robust and tested data. A rolling 

average of 6.3 resolutions per month was the average performance achieved 

in April to November 20194 by established Investigators and therefore LeO’s 

Executive are satisfied that, at this point in time, it is an appropriate assumption 

for forecasting output next year and beyond. All assumptions underpinning the 

forecasts at appendix C have been reviewed, tested and assured by OLC in a 

dedicated Performance and Quality sub-group. It is the intention of LeO’s 

Executive to continue to work to improve that level of productivity over time 

both by building the capability of our people, including the capability of our 

managers, and looking at how we can work more efficiently (see below re 

piloting new approaches).  

 

d. Based on evidenced historic performance, the expectation of outturn from a 

team of new investigators in the first 12 months in post is as follows: 

 

Fig 2. Forecast likely outturn from team of new investigators 

 
 

e. The preferred option for increasing LeO’s staffing capacity would enable LeO 

to reach ‘break even’ (capacity keeping pace with demand with no / very 

minimal wait times) by August 2023, with establishment reducing from 133 fte 

to 110 fte by October 2023, which is the optimum staffing level for the start of 

a ‘break even’ 12 months. From that point reduced capacity would be required 

to maintain a steady state (subject to any changes in demand) resulting in a 

decrease in staffing budget from that point.  

 

47. The pace with which improvements to the wait time at the pre-assessment stage can 

be made are dependent on the amount of work each investigator can progress 

effectively and efficiently. Work done in 2019-2020 to introduce a workload 

management tool will be further refined over the rest of 2020-2021 to ensure that 

investigation staff are holding an optimal caseholding. 

  

                                                             
4 6.1 average for full year – result of spike in Investigator attrition in late 2019 and resulting reallocations of 
cases.  
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Key Deliverable 2: Developing innovative ways to deliver our service more efficiently 

and to keep pace with evolving legal sector and consumer expectations.  

48. Developing the capability of LeO’s people and increasing staffing levels to increase 

the rate at which we are able to investigate and resolve complaints are both vital to 

enabling a reduction in pre-assessment wait times and maintaining stable operational 

performance. In parallel LeO’s Executive want to continue to look at how LeO’s service 

can be delivered more efficiently. Some of this work is already underway and will 

continue in 2021-2022, other aspects are new for 2021-2022. 

 

49. Although the incoming Chief Ombudsman and Chief Operating Officer have been fully 

sighted on the plans proposed by OLC and LeO’s executive, it is anticipated that they 

will both bring fresh ideas and ways of working with them when they join LeO in early 

2021. By securing additional investment in the 2021-2022, LeO will have the ability 

and resilience to adjust its plans accordingly. 

 

Flexible operational resource 

50. LeO’s Executive have already undertaken a significant amount of work to ensure that 

its operational resource is as flexible as possible. Through the use of the agreed 

dataset LeO’s Executive will have improved oversight of any potential areas of 

performance concern and will be able to redeploy operational resource to that area in 

a timely manner. This methodology could be used as noted above to adjust the focus 

of investigator caseholdings to ensure that wait times for cases in the pre-assessment 

pots reduce evenly. 

Pilot Alternative Processes 

51. LeO’s Executive are investigating the viability of a number of different initiatives which 

would involve a change to its existing service delivery model and potentially provide 

process efficiencies. Although currently only at the investigation/scoping stage, if 

considered viable, the intention would be to create a small pilot team, staffed by 

existing members of our General Enquiries Team (GET) (backfilled by temporary staff) 

who will test these ways of working on live cases. If these pilots are successful, their 

use will be extended into operations. Investigation/scoping into viability are furthest 

progressed in relation to (i) standardising service provider responses and (ii) an 

adjudication model to dispute resolution. 

Standardising Service Provider Responses. 

 

52. Complaints handling procedures differ significantly between service providers which, 

in turn, results in a wide variety of responses being provided following an initial 

information request by an Investigator. LeO’s Executive are scoping trialling a process 

requiring lawyers to respond to a standardised information request at the point a 

complaint is accepted for assessment, rather than waiting until our investigation starts 

to request information.  

 

53. It is anticipated that for certain lower complexity work this approach may enable 

Investigators to progress cases more quickly. There are risks to this approach, most 

significantly that a standardised information request does not elicit relevant information 

and holds up an investigation rather than helping to move it forward by introducing 
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additional irrelevant material for review. These risks can be controlled for, but it will be 

vital to pilot this change thoroughly to ensure it achieves a net benefit in terms of case 

processing times. 

 

Adjudication Model. 
 

54. LeO’s casework approach is focused on supporting the parties to reach agreement 
about how a complaint is resolved wherever possible. Customer satisfaction research 
shows that customers value the dedicated support and that LeO’s business model 
provides. However, LeO’s Executive are investigating whether there may be ways of 
reaching an appropriate outcome with reduced support and contact, thereby reducing 
the time required to resolve those complaints. 
 

55. LeO’s Executive are investigating piloting an adjudication model for some of the lower 
complexity work. This will focus on the parties to a complaint providing information in 
response to a standardised request within a limited time frame with a decision then 
provided by LeO on an appropriate outcome (rather than encouraging parties to agree 
an outcome). This method of dispute resolution is used, for example, in relation to 
disputes about parking violations. This approach would not be suitable for vulnerable 
complainants or more complex work, but it might prove a more efficient way of 
resolving some lower complexity complaints.  
 

Automated processing and triage of cases: 

  

56. Work is currently underway with a provider to look at how an AI solution may assist us 

in automating some of the initial processing and triage complaints. This work offers the 

potential of significant savings on processing times for complaints before they are 

accepted for assessment; could free up resource within the General Enquiries Team 

(GET) to focus on other activities; and reduce failure demand later in the process. 

 

Portal Research and Proposal:  

 

57. Service providers increasingly expect to be able to upload documents directly to us 

rather than sending documents by email, and consumers also increasingly expect to 

be able to communicate in that way. Reducing email contact also has potential 

advantages in terms of improved information security and potential efficiencies from 

reducing the overall number of contacts being managed. A project will be completed 

to look at cost / risks / benefits of implementing a portal for sharing documents with our 

customers; including looking at the experience of other ombudsman schemes 

 

Dynamic forecasting model:  

 

58. Developing a forecasting model based on processing times for each stage of the 

complaints handling process will enable us to better understand where efficiencies are 

most likely to be achieved in processing times, and to effectively model the likely 

impact of planned improvements. A £20,000 provision has been included for external 

expertise to support development of the model, particularly in relation to capturing the 

appropriate processing time for key parts of the complaints handling process.  

 

  



16 
 

 

Key Deliverable 3 - Increasing the impact of our casework. 

 

59. LeO currently has a small team5 of five staff whose work includes a focus on external 

engagement; sharing insight from our casework to drive sector improvement and all 

internal and external communication. This level of resource is out of step with the size 

of the legal services market sector to which our jurisdiction relates, and the value of 

our insight in tacking the root causes of consumer dissatisfaction. Sharing insight to 

achieve sector improvement is a core function of an Ombudsman scheme but current 

resourcing means LeO is not able to contribute as it should to raising standards and 

shaping policy debate when that would be of value. The need to focus on improving 

operational delivery is absolutely recognised but that has been to the exclusion of our 

insight work and that cannot continue. The following activity is proposed for 2021-2022: 

 

 Recruit to a current vacancy for a Policy Officer, plus one more post at that 

level and a 1-year ombudsman secondment to enable delivery of the following 

activities focused on increasing the impact of our casework.     

 Double the number of remote learning courses delivered to 10 per year to 

improve complaints handling within the sector.  

 Complete Service Provider reviews to improve complaints handling, capture 

and share wider insight. 

 Increase interactive workshops; video guidance & webinars. 

 Develop and test methods for sharing learning with the sector; including peer 

review with other ombudsman schemes. 

 Develop a method to test the impact of our feedback work. 

 Set up Service Provider liaison service / advice line. 

 Fully scope project to achieve publication of all ombudsman decisions 

(Transparency Agenda). 

 General Enquiries Team (GET) contact project: Research focused on feedback 

to firms who generate significant volumes of contact into GET. Service Provider 

/ Consumer benefit to identify what drives contact as an early stage; wider 

learning & potential efficiencies identified for LeO.  

 Further improve our insight data capture throughout the customer journey. 

 

Reflections on Initial Engagement  

Stakeholders 

60. Significant engagement has taken place with LeO’s key stakeholders prior to formal 

consultation. During that initial engagement stakeholders were in broad agreement 

that wait times at pre-assessment needed to improve significantly and that our work to 

provide the sector with improvement-focused insight is of value.  

 

61. Stakeholders also fed back the significant economic impacts of Covid-19 for their 

members, and that some representative and regulatory bodies were considering 

minimising or reducing their costs to the professions in light of those impacts. 

                                                             
5 Head of Impact, Service Policy & External Affairs; External Affairs Team Leader; External Relations Officer; 
Communications Officer & External Affairs Support Officer.  
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Stakeholders were of the view that, in these circumstances, any request for an 

increased budget funded via the levy was unlikely to be welcomed, however at the 

point of discussion scenario planning and impacts of the size of budget increase had 

not been shared. It was also noted that the pace of improvement should take account 

of the potential impact on service providers, indicating that if pace was too rapid then 

that may be challenging to manage for those service providers who have multiple 

complaints with LeO. 

 

62. Careful consideration has been given to this feedback, including in selecting the 

preferred option for increasing Investigator capacity to address the pre-assessment 

wait time. A decision to apply for a significant budget increase in these circumstances 

is not taken lightly and the OLC and LeO’s Executive are mindful of the impact of any 

increase for lawyers contributing to the levy. However, taking no action and adopting 

an inadequate budget for a further year following the impacts of Covid-19, and in the 

context of several years of budget constraint, has been discounted as an option. The 

increased wait times that would inevitably result, and continued limitations on ther 

Insight work, would pose a fundamental risk to LeO’s ability to provide an effective 

redress mechanism for the sector. Clearly that is not in the consumer interest, but it is 

also not in the interest of a sector where consumers place value on the protections 

afforded by using regulated legal services.      

 

Pace and scale of improvement to assessment wait times  

63. OLC has challenged LeO’s Executive to consider whether there is sufficient pace and 

scale with regard to improvement in pre-assessment wait times. The preferred option 

outlined in this paper provides that pace and scale, with wait times for all complexities 

under 75 days by the end of the strategy period and then effectively eliminated by 

2023-2024. LeO’s Executive reached the view that this improvement trajectory, and 

the related budget increase, reasonably balances the needs of those using LeO’s 

service and the need for confidence in the sector’s consumer redress arrangements, 

against Covid-related financial pressures within the sector.  

 

64. OLC has also challenged LeO’s Executive to consider whether there are changes that 
can be made to current operational processes to increase productivity / efficiency. 
Among the suggestions made were: 

 
Selecting out the least complex cases for a dedicated team 
 

65. Prioritising the most straight forward cases would mean a steeper initial improvement 
trajectory in pre-assessment volume and wait time because low complexity work takes 
less time to process. However, once that work is completed pace will inevitably slow 
significantly as the case mix becomes weighted towards medium and high complexity 
work, meaning little overall difference to wait times. That approach also means that 
complaints would not be accepted in the order they are received, which is a customer 
expectation. Additionally, taking out lower complexity work for a dedicated team will, 
at some point, affect the case mix for staff not dealing with those cases, reasonably 
leading to lower productivity as a result, with a potential related impact on staff 
engagement. That can create some challenges as to identifying what productivity is a 
result of performance and what is a result of changing case mix. 
 

66. Given the focus on building capability to improve performance in a stable way, 

including performance management capability of our team leaders, it is preferable to 
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avoid a step that complicates the performance picture in the absence of confidence 

that in the long run to do so would reduce wait times overall. This approach has been 

fully explored at LeO with a team of experienced Investigators already tasked to 

resolve low complexity cases exclusively. It is on the basis of that work that LeO’s 

Executive is confident in its view that further prioritisation of low complexity would not, 

over the longer term, offer any clear benefit to our customers.  

Increasing the current minimum case-holding for Investigators  

67. LeO’s current minimum case-holding was set following analysis of the level of tasks 

required on each case in a case-holding every two to four weeks to ensure that 

customer service standards, productivity targets and timeliness targets are met. Pre-

Covid, this approach had enabled progress to be made against the 90 day / 180-day 

investigation timeliness targets, albeit that pre-assessment wait remained too long. On 

that basis LeO’s Executive are not of the view that increasing that minimum case 

holding would bring a net benefit – while the pre-assessment pool would be cleared 

more quickly, investigation times would start to increase as the number of tasks to be 

completed within an entire case holding every 2 to 4 weeks increased. Ensuring 

minimum case holdings are maintained is a fundamental part of day to day 

performance management within the operation and, if it were possible to reduce the 

number of days to conclude an investigation (for example by way of the pilot 

approaches outlined in this paper), then a review of the appropriate case-holding level 

would naturally follow. 

Outsourcing work and resolving complaints without an ombudsman decision.  

68. Both of these options would require legislative change and therefore do not offer any 

prospect of improving service delivery in the current strategy period. LeO’s Executive 

recognise that the organisation’s statutory framework will need to evolve over time and 

that consideration of options in that regard must form part of the organisation’s longer 

term strategic planning with OLC.    

 

69. LeO’s Executive absolutely recognise the need to continually challenge whether the 

organisation is resolving complaints in the most efficient way possible while 

maintaining an appropriate level of customer service. LeO’s Executive’s proposals to 

pilot two approaches on 2021-2022 are made on the basis that these offer real 

potential efficiency savings for the organisation, and also on the basis that there is a 

need to robustly test whether expected benefits are realised before making 

organisation wide changes. This provides for robust evidence-based decision making 

about the allocation of resources to new ways of working and provides a basis for 

ensuring changes are positively received by our workforce.    

 

 

Ambition re Insight work 

70. Proposals for investment in LeO’s Insight work reflect the need to ensure that this core 

function starts to move towards a level of resource that reflects the size and consumer 

impact of the sector to which LeO’s jurisdiction relates; and the value of the insight 

from casework to supporting regulators and the professions in improving standards for 

consumers.  
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Consulting on the case for investment 

71. Initial engagement on the business plan and budget focused on the key deliverable for 

2021-2022 and all stakeholders, understandably, wished to move to looking at the 

detail of the proposals, including exactly what benefits additional resource would 

deliver. As the consultation phase is launched further stakeholder events are planned 

which will provide for that more detailed engagement on LeO’s plans.   
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SECTION 2: Analysis of Proposed Revenue & Capital Budget 2021-2022 

 

Fig. 3 Summary Budget Proposal 2021-2022 

 

Total Revenue Budget £15.260m 

[Total staff costs] £12.028m 

[Total non-staff costs] £3.232m 

Total Capital Budget £0.18m 

Forecast Case Fee income £1.249m 

Total Levy Fee Budget Request £14.011m 

  

 

Fig. 4 Analysis of Pay Budget 2021-2022 & 2022-2023 
 

Cost Centre  2020-2021 2021-2022 2022-2023 

Corporate and Executive £393,160 £404,777 £404,777 

Ombudsman Team £607,525 £704,227 £704,227 

Legal £166,518 £198,242 £198,242 

External Affairs £109,475 £242,914 £242,914 

Research £30,616 £30,525 £30,525 

Operations Transformation £245,385 £318,546 £318,546 

Governance & Strategy (Ops Support / Business 
Performance & Projects) £570,190 £834,330 £834,330 

Operations Management £295,031 £204,870 £204,870 

Resolution Centre £5,403,105 £6,695,364 £7,716,065 

General Enquiries Team £886,954 £1,037,812 £920,812 

Finance £323,164 £251,932 £251,932 

HR £306,898 £347,651 £347,651 

IT £526,635 £624,193 £624,193 

Staff Bonus and Apprentice Levy £126,452 £132,600 £132,600 

Total £9,991,108 £12,027,982 £12,931,683 
 

 

Fig. 5 Analysis of Non-staff costs 2021-2022 

 

Other Staff Costs £150,012 £218,012 £218,012 

Travel & Subsistence £7,484 £7,484 £7,484 

Fees & Consultancy £313,590 £357,590 £357,590 

IT & Telecoms £1,164,096 £1,379,534 £1,379,534 

Premises & Facilities £772,023 £772,023 £772,023 

Other costs £41,539 £54,039 £54,039 

Interest & Charges -£82,133 £0 £0 

Depreciation £443,480 £443,480 £443,480 

Taxation £7,117 £0 £0 

Total £2,817,208 £3,232,162 £3,232,162 

 

 

 

 



21 
 

Fig 6. Analysis of Capital Expenditure 2021-2022 

 

The OLC is provided with a separate delegation for Capital Expenditure directly from the 

Ministry of Justice. The following items are proposed for 2021-2022. 

 

End user devices & DSE 
£15,000 

Keeping the pool of current devices (laptops; 
desktops; monitors; headsets) updated and in 
good order. 

BI Project Work £30,000 

Further improvement to BI/MI capability – 
including forecasting; supporting our insight work; 
and further integration of data sources internally.  

CMS Portal Development £50,000 
Establishing a case management system portal 
for customers. 

CMS Investigator Tools £50,000 
Potential follow on from the AI work of 2020-21. 
Natural language tools for searching cases. 

CMS New Functions £30,000 
Service Complaints, Litigation, Judicial Reviews 
and Enforcements held over from previous year. 

Workforce Planning £5,000 
Improve the organisations workforce planning 
tools.  

TOTAL £180,000   
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SECTION 3: Appendices 

Appendix A: Historical Budget & Complaints Resolved 

 Pre LeO: Law Society Expenditure 2009 £16.674 million; 2008 £18.555 million.  

 OLC’s costs 2020-2021 are 30% lower than at LeO’s inception.  

 Broadly static budget and broadly static output 5 years - not keeping pace with demand 

of 110,000 contacts / 7200 complaints accepted for assessment / 6500 investigation. 

  

  2010/11 2011/12 2012/13 2013/14 
2014/15 

(CMC) 
2015/16 

(CMC) 
2016/17 

(CMC) 
2017/18 

(CMC) 
2018/19 

(CMC) 
2019/20 

Expenditure 
(£million) 

1st Year 
of 

operation 
from Oct 

2010 

£17.304 £16.657 £16.900 £12.764 £11.634 £10.435 £10.928 £11.899 £1.,298 

Complaints 
Resolved   7,455 7,630 8,055 7,440 6,416 6,573 6,125 6,206 6,384 

Unit Cost   £2,281 £2,168 £1,950 £1,716 £1,813 £1,587 £1,787 £1,926 £1,926 

Timeliness 

  

43% 90 
days , 

83% 180 
days 

55% 90 
days , 

94% 180 
days 

34% 90 
days , 

52% 180 
days, 89% 

365 

58% 90 
days , 

82% 180 
days, 90% 

365 
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Appendix B: Comparison of Ombudsman Schemes6 

 
Ombudsman Budget Complaints Wait time / Volume at front end 

LeO £12.298mn (2019-
2020) 

112,000 complaints 
6,384 complaints resolved 

At March 2020 circa: 

 2,300 PAP 

 Low 6.6mth journey 

 Med 9.6 mth journey 

 High 16.3 mth journey 
 

Pensions 
Ombudsman 

£7.7mn (2019-
2020) 

20,000 contacts 
2,264 early resolutions 
1,204 adjudications 

Average time to complete early 
resolutions 3.9 mth. Adjudication 
5.3 mth 
 

Local 
Government 
and Social Care 
Ombudsman 
(LGSCO) 

£13.2mn (2018-
2019) 
2019-2020 Annual 
Report & Accounts - 
not available   

18,482 complaints and 
enquiries 
5,315 initial investigations 
4,458 detailed investigations 

2018-2019 Annual Report:  
99% new enquiries responded to 
in 24 hours 
Allocation to investigator: 31.8 
days 
78% resolved 13 weeks 
90% resolved 26 weeks 
99% resolved 52 weeks 
 

Parliamentary 
and Health 
Service 
Ombudsman 
(PHSO) 

£25.9mn (2019-
2020) 

103,965 enquiries 
5,236 decisions 

Current: 
1800 cases unallocated 
Average days to complete 
investigation -155 days 
306 cases over 12 mth (Service 
level on website – initial check 5 
days: Assess in 20 days 
 

Financial 
Ombudsman 
Services (FOS) 

£270mn (2018-
2019) 
2019-2020 - Annual 
Report & Accounts 
due to be laid in 
Parliament Nov 20  

376,352 complaints Investigate in 3-6 mth and 98% in 
a year 
26% general casework resolved 
in 45 days, 54% of PPI and 44% 
of mass claims 
Service level information on 
website – several weeks to 
acknowledge complaints received 
in writing 
Front end wait varies according to 
case type 

 Banking – 4 mth 

 Insurance – 5 mth 

 Credit – 5 mth 

 Investments – 7 mth 

 Some complex cases 9-12 
mth 

 

  

                                                             
6 During initial engagement a request was made for a comparison of unit cost. Information was only available 
for FOS : £713 cost per case – expenditure £270 million against 376,000 complaints resolved 2018-19. LeO’s 
unit cost covers all expenditure but only one part of our work – complaints accepted for investigation and 
closed. This excludes the advice and support function provided by GET (110,000 contacts); our insight work 
and our work to enforce ombudsman decisions on behalf of consumers. Excluding these aspects of our work 
means that the current unit cost measure is a poor measure of value.  Our shared dataset now includes both 
unit cost and cost per contact as a starting point to developing a more informative metric for value. An 
independent review study commissioned by PHSO in 2018 highlights that these issues about measuring value 
in ombudsman schemes are not exclusive to LeO:  
https://www.ombudsman.org.uk/sites/default/files/Value_for_Money_report_final.pdf 
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Appendix C: Forecasting Scenarios 

LeO’s current static forecast model assumes that low, medium and high complexity cases 

would continue to be accepted at the rate set in April 2021. Doing so would produce an 

undesirable outcome where pre-assessment wait times for low and high complexity cases 

would reduce at a much faster rate than for medium cases. This can be seen in the first set 

of scenarios below. 

In practice this would be managed by adjusting the balance cases accepted for investigation 

by complexity to ensure a more equal reduction in wait times. An illustration of this is shown 

in the second set of ‘wait time adjusted’ scenarios where the high complexity team are 

adjusted from closing 100% high cases to 60% high and 40% medium, and Investigators 

closing 64% low and 36% medium rather than 70% / 30%.  

Forecast to 31 March 2021: 

Recruitment 
2020-21 

Average 
Establishment 
2020-21 

PAP Wait 
2020-21 

PAP 
Volume 2020-21 

Closures 
2020-21 

Budget  
2020-21 

17.54 fte 101.9 L – 203 
M – 340 
H - 363 

4,948 4,851 £12.8 million 

 

Non-adjusted Forecasts 

Forecast Recruitment Scenarios 2021-22*: 

Recruitment  
(Teams) 
Schedule 

FTE 
Recruitment 
2021-22 

Average 
Establishment 
2021-22 

PAP Wait 
2021-22 

Pap 
Volume 2021-
22 

Closures 
2021-22 

Budget 
2021-22 
(before 
inflation) 

0 July 0 Nov 24.5 107.71 L – 232 
M – 418 
H - 0 

5836 6419 £14.220m 

1 July 2 Nov 60.5 120.71 L – 175 
M – 354 
H - 0 

4533 7016 £15.058m 

1 July 3 Nov 72.50 125.71 L – 162 
M – 338 
H – 0 

4200 7135 £15.260m 

3 July 3 Nov 96.50 143.71 L – 102 
M – 277 
H - 0 

2925 7851 £15.965m 

*assuming a round of recruitment in April 2021 to replace 2020-2021 attrition 
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Forecast Recruitment Scenarios 2022-23*: 

Recruitment  
(Teams) 
Schedule 
from 2021-22 

FTE 
Recruitment 
2022-23 

Average 
Establishment 
2022-23 

PAP Wait 
2022-23 

Pap 
Volume 2022-
23 

Closures 
2022-23 

Budget 
2022-23  
(before 
inflation) 

0 July 0 Nov 21.32 103.02 L – 237 
M – 507 
H - 0 

6264 6634 £14.103m 

1 July 2 Nov 21.32 136.20 L – 41 
M – 321 
H - 0 

2416 8853 £15.678m 

1 July 3 Nov 21.32 147.26 L – 0 
M – 264 
H - 0 

1245 9571 £16.164m 

3 July 3 Nov 21.32 169.37 L – 0 
M – 117 
H - 0  

0 11,136 £17.078m 
(*accounting 
for break 
even the 
following 
year) 

*assuming a round of recruitment in April 2022 to replace 2021-2022 attrition 

 

Forecast Recruitment Scenarios 2023-24: 

Recruitment  
(Teams) 
Schedule 
from 2021-
22 

FTE 
Recruitment 
2023-24 

Average 
Establishment 
2023-24 

PAP Wait 
2023-24 

Pap 
Volume 
2023-24 

Closures 
2023-24 

Budget 
2023-24  
(before 
inflation) 

0 July 0 Nov 10.00 95.15 L – 255 
M – 597 
H – 0 

6,959 6,394 £14.103m 

1 July 2 Nov 10.00 122.82 L – 0 
M – 302 
H - 0 

787 8,486 £15.678m 

1 July 3 Nov 0.00 132.05 Break 
even  

0 8,160(theoretical 
as break even 
August 2023 so 
fte would be 
reduced to 110 by 
to Oct ’23) 

£15.756m 

3 July 3 Nov 0.00 150.49 Break 
even 

0 8,454(theoretical 
as in practice 
staffing would be 
reduced well head 
of clearing PAP 
Nov ’22).  

£16.140m 
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PAP Wait Adjusted Forecasts 

PAP Wait Adjusted - Forecast Recruitment Scenarios 2021-22: 

Recruitment  
(Teams) 
Schedule 

FTE 
Recruitment 
2021-22 

Average 
Establishment 
2021-22 

PAP Wait 
2021-22 

Pap 
Volume 2021-
22 

Closures 
2021-22 

Budget 
2021-22  
(before 
inflation) 

0 July 0 Nov 24.5 107.71 L – 261 
M – 347 
H – 196 

5836 6419 £14.220m 

1 July 2 Nov 60.5 120.71 L – 209 
M – 280 
H - 196 

4533 7016 £15.058m 

1 July 3 Nov 72.50 125.71 L – 196 
M – 264 
H - 196 

4200 7135 £15.260m 

3 July 3 Nov 96.50 143.71 L – 139 
M – 194 
H - 196 

2925 7851 £15.965m 

 

PAP Wait Adjusted - Forecast Recruitment Scenarios 2022-23: 

Recruitment  
(Teams) 
Schedule from 
2021-22 

FTE 
Recruitment 
2022-23 

Average 
Establishment 
2022-23 

PAP Wait 
2022-23 

Pap 
Volume 2022-
23 

Closures 
2022-23 

Budget 2022-
23  
(before 
inflation) 

0 July 0 Nov 21.32 103.02 L – 301 
M- 355 
H- 54 

6264 6634 £14.103m 

1 July 2 Nov 21.32 136.20 L – 119 
M- 140 
H- 54 

2416 8853 £15.678m 

1 July 3 Nov 21.32 147.26 L – 64 
M- 74 
H- 54 

1245 9571 £16.164m 

3 July 3 Nov 21.32 169.37 L – 0 
M- 0 
H- 54 

0 11,136 £17.078m 

 

PAP Wait Adjusted - Forecast Recruitment Scenarios 2023-24: 

Recruitment  
(Teams) 
Schedule from 
2021-22 

Recruitment 
2023-24 

Average 
Establishment 
2023-24 

PAP Wait 
2023-24 

Pap 
Volume 2023-
24 

Closures 
2023-24 

Budget 
2023-24  
(before 
inflation) 

0 July 0 Nov 10.00 95.15 L – 351 
M – 369 
H – 0 

6,959 6,394 £14.103m 

1 July 2 Nov 10.00 122.82 L – 52 
M – 24 
H - 0 

787 8,486 £15.678m 

1 July 3 Nov 0.00 114.35 Breakeven 0 8,160 £15.756m 

3 July 3 Nov 0.00 118.24 Breakeven 0 8,454 £16.140m 
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Appendix D: Assumptions around volumes predicted for 2021-2022 

It appears likely that any possible decrease in demand due to the impacts of Covid-19 on some areas 

of the profession may be offset by increases in other areas and by improvements in transparency and 

awareness of the right to complain.  LeO has concluded that overall demand for the legal profession 

will remain consistent, albeit that areas of focus might have shifted in the short term, and that overall 

demand for the Legal Ombudsman scheme will also be constant. Key assumptions are detailed in the 

tables below.   

Files added to the Pre-Assessment Pool 

 

Closures per established FTE 

2021-22 
              

Month   Apr-21 May-21 Jun-21 Jul-21 Aug-21 Sep-21 Oct-21 Nov-21 Dec-21 Jan-22 Feb-22 Mar-22 

Actual Closures per 
FTE (Est.) 

- - - - - - - - - - - - 

Forecast Closures per 
FTE (Est.) 

6.3 6.3 6.3 6.3 6.3 6.3 6.3 6.3 6.3 6.3 6.3 6.3 

Budget Closures per 
FTE (Est.) 

6.66 6.33 7.33 7.33 6.99 7.33 6.99 7.33 6.00 6.00 5.66 7.66 

 

  

2021-22 
         

                                                                                                                                                          
    

Month   Apr-21 May-21 Jun-21 Jul-21 Aug-21 Sep-21 Oct-21 Nov-21 Dec-21 Jan-22 Feb-22 Mar-22 

Actual Files added 
to PAP 

- - - - - - - - - - - - 

Forecast Files added 
to PAP 

650 650 650 650 600 600 600 600 600 600 600 600 

Budget Files added 
to PAP 

600 600 600 600 600 600 600 600 600 600 600 600 
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Appendix E – Data around performance 2020-2021 

Performance has been impacted during the months April-August due to Covid 19. 

Performance is now on an improvement trajectory following engagement with the OLC 

Performance & Quality Task & Finish Group on assumptions. The assumptions form part of 

the agreed data set which is shared with the OLC Board, LSB and MoJ.  The graphics below 

show year to date and target figures for 2020-2021.  

 

 



29 
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Appendix F: Staff costs by function 

 

 FTE Cost* 

Corporate 55.0 £2,936,411 

Corporate 5.8 £409,289 

External Affairs 6.4 £245,622 

Finance 5.0 £254,740 

Human Resources 7.0 £351,526 

IT 12.0 £631,151 

Legal 4.0 £200,452 

Performance Management 2.0 £114,749 
Ops Support (Strategy and 
Governance) 12.8 £728,882 

Operations 224.6 £9,091,571 

GET 31.9 £1,049,381 

Ombudsman 12.2 £780,506 

Operational Transformation and Impact 5.0 £322,097 

Ops Management 3.0 £207,153 

Research 0.6 £30,865 

Resolution Centre 171.9 £6,701,570 

    

    

 279.6 £12,027,982 
*cost in this table represents staffing cost plus an apportionment of £132,600 representing staff bonus and 

apprentice levy (as seen in Fig 4) 

 

 

Appendix G: Estimated split of expenditure 

1. Complaints (investigation and decision) 
2. Policy / impact (INSIGHT) 
3. Call Handling / Contact 
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Appendix H: Top 3 Operational Risks  

LeO’s Risk Management is being led, in the interim, by the Deputy Chief Ombudsman and 

supported by the Business Performance Manager. LeO understand the urgent need to provide 

further rigour in the risk function and therefore a request to recruit a Risk Manager role has 

been included in the Interim Budget submission.  

Risk is managed internally through monthly Business Performance Reviews and assurance is 

provided through ARAC and the OLC Board. The top 3 operational risks can be found in the 

table below. A full review of LeO’s Risk Assurance Framework; including strategic and 

business level risks will be presented to the OLC’s Audit and Risk Assurance Committee in 

November 2020. 

Risk Description Mitigations Score 

Inability to cope with levels 
of demand 

 Review of workload management tools 

 Introduction of Managing by Behaviours 

 Quality feedback (QF) model fully rolled out 
across Ops 

 Team management being shared between TLs 
and Ops Managers 

 Risk based approach to management and 
quality 

 Regular oversight of available resource and 
capacity 

 Improved MI around impacts of capacity and 
capability of operational staff 

 MT oversight of performance through weekly 
performance discussions and SLT dashboard 

25 

Lack of public confidence in 
operational delivery 

 Review of workload management tools  

 Introduction of Managing by Behaviors  

 QF model fully rolled out across Ops  

 Team management being shared between 
Team Leaders and Ops Managers  

 MT oversight of performance through weekly 
performance discussions and SLT dashboard 
(Investigators being redeployed to where can 
add value) 

 Levels of checking and approvals being shared 
across the business  

 Enhanced MI being developed to provide 
greater oversight of individual utilisation rates  

 

16 

Loss of effectiveness and 
productivity 

 All staff briefings, regular comms, engaging with 
work force wherever possible 

 Provision of as much kit as possible to 
maximise potential of working from home 

 Enhanced MI to show levels of productivity and 
efficiency 

 Using available resource flexibly 

 providing as much support to homeworkers as 
possible 

 Regular management and exec meetings to 
discuss key issues 

 Upskill line managers as part of the People 
Plan 

 Using MI to forecast possible future challenges 
to identify suitable mitigations  

12 
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Appendix I - Sensitivity Analysis 

 
A sensitivity analysis was performed on all of the forecasted scenarios, looking at the impact 
of changes in key assumptions. The analysis looked at changing levels of attrition, demand, 
complexity and productivity, reflecting risks identified by the Legal Ombudsman. 
 
This appendix shows the results for the sensitivity analysis of the preferred resourcing plan, 
recruiting one extra team in July 2021 and a further three teams in November 2021. 
 
Baseline figures – all inputs are as currently assumed 
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Impact of changing levels of attrition 
 
The baseline assumption is that 21.32 FTE of established investigators will leave the 
organisation across 2021-2022. For the sensitivity analysis this assumption was increased 
and decreased by 20%. 

 

 
 

 
 

 
 
While changes in the levels of attrition do have an impact on the key outputs, the impacts 
are low. A 20% increase in attrition would lead to a 4% increase in the size of the Pre-
Assessment Pool at the end of the year, and a 2% decrease in overall closure levels. The 
average wait time experienced by people leaving the Pre-Assessment Pool in March 2022 
would be forecast to increase by 3%, or 8 days. 
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Impact of changing demand 
 
The baseline assumption is that there is demand of 600 files per month being added to the 
Pre-Assessment Pool, in addition to a further 200 files at the beginning of 2020-2021 to 
improve the customer experience within the Advice and Support area of the organisation. 
This assumption has been increased and decreased by 20%, with the extra 200 files 
remaining static. 

 

 
 

 
 

 
 
There is a clear impact on the volume of the Pre-Assessment Pool with a decrease in 
demand of 20% leading to a 34% drop in the PAP at the end of the year. There is also an 

100
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300
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impact on the customer experience, after a lag of 6-8 months. There is no impact on cases 
closed. 
 
Impact of changing complexity 
 
The baseline assumption for complexity is that 65.54% of our demand is low complexity and 
33.17% is medium. A small percentage, 1.30% is high complexity. The complexity 
assumption has been adjusted to 73.54% low and 25.17% medium (Lower Complexity 
scenario) and 57.54% low and 41.17% medium (Higher Complexity scenario). 
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There is no impact on the volume of the Pre-assessment Pool or the number of cases 
resolved, as changes in complexity would not change incoming demand or productivity. 
There is a small impact on the customer journey time in the Pre-Assessment Pool towards 
the end of 2020-2021. 
 
Impact of changing productivity 
 
The baseline assumption is that an established investigator will have the capacity to close 
6.3 cases per month across the year. This has been increased and decreased by 20% for 
this analysis. 
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There is a clear correlation between productivity and all of the outputs. Increased levels of 
productivity would lead to a large reduction in the volume of the Pre-Assessment Pool, and 
an even more significant reduction on the average customer journey time. Increased 
productivity would increase the number of new customers we were able to help and so we 
would be able to remove those cases from the Pre-Assessment Pool at a faster rate 
reducing the waiting time.  
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Appendix J: Performance trajectory 

The OLC believes that in order to enable LeO to deliver the service its customers expect, a significant and sustained investment is required.  

Detailed consideration has been given to the implications of either a smaller or greater budgetary investment. A smaller budget investment 

would be predicated on lower levels of recruitment and has been rejected as resulting in insufficient improvement to pre-assessment wait times 

over the next two years. Higher levels of recruitment would result in faster progress in reducing pre-assessment wait times but the level of 

increase in budget required over a two-year period was not considered viable, particularly given early feedback from stakeholders regarding a 

desire to limit any rise in cost this year.  For ease of reference a direct comparison between the impact of a further standstill budget, which 

would result in a further unacceptable increase in the number of customers waiting at the pre-assessment stage and the amount of time they 

are waiting, and the requested budget increase is included in the two tables below.  
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Appendix K: Equality, Diversity & Inclusion 

 

Staff and EDI: 

As part of the interim budget submission, LeO have put forward a request to recruit an ED&I 

specialist. This role will push the ED&I agenda for LeO staff and will be key to driving the 

activities summarised below.  

 Develop the engagement plan for the network groups so that by 31 March we have 
vibrant calendar of Network events for 2021-2022 BAME, LGBTQ+, Women’s group 
(and potentially Wellbeing Champions) that runs thought the year 

 Provide specialist D&I advice to the Pay and Reward Strategy analysing the current 
D&I pay data and recommend actions to address agreed inequality issues (this could 
be pay or other issues such as training or opportunity) Q1 2021-2022 

 Provide specialist D&I advice on Recruitment and Selection and how LeO can increase 
its employer proposition by being an employer of choice for D&I agreed by July 2021-
2022* 

 Develop the Race action plan as a priority so that we have an agreed framework by 
July 2021-2022 and thereafter working through the plan*  

 Working side by side with People Plan to identify any improvements to D&I 
 

* dependant on date  D&I specialist appointed into role which is subject to interim budget 

approval 

 

Customers and EDI:  

LeO currently requests Equality, Diversity & Inclusion (EDI) data from complainants at the start 

of the pre-assessment stage. An analysis of that data is completed each year against the 

Legal Services Consumer Panel survey of legal services users to provide assurance that 

LeO’s service is accessible, and to identify any potential issues in relation to accessibility. In 

previous years LeO has analysed complaint outcomes in relation to EDI characteristics of 

complainants, taking into account area of law where there are significant variations in relation 

to both EDI characteristics of complainants and complaint outcomes. We will be revisiting that 

analysis in 2020-21, and that work will continue in 2021-2022 with the nature of the work to 

be completed dependent on our final findings this year.  

EDI data is also collected from complainants and service providers who complete our end of 

process customer satisfaction survey (conducted on our behalf by an independent research 

company), so that we can assure ourselves that we receive feedback from a representative 

sample of our customers. During 2020-2021 we are reviewing how we can further extend the 

use of that data, using our growing business intelligence capability, to understand whether 

there are differential levels of satisfaction at the conclusion of our service, with reference to 

EDI grouping, that are not accounted for by other factors (e.g. differentials by area of law).     

During 2020-2021 we are exploring whether we should collect / access additional EDI 

information about service providers who use our service and what our options are in that 

regard. This includes consideration of what EDI data to collect given that our service, in the 

main, makes decisions about service providers as an entity rather than about individuals, and 

that service provider representatives who liaise with LeO are often not the individual who 

provided the legal service complained about. If a decision is made that it would be appropriate 
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to further extend our collection / access to EDI data for service providers then we would look 

to take that forward in 2021-2022, which would enable us to extend our analysis of accessibility 

and complaint outcomes to service providers.  

During 2020-2201 we have further strengthened our service in relation to supporting 

customers who require reasonable adjustments to be able to access our service. This has 

included refreshing our communication in this area and commissioning bespoke expert 

training for staff. We intend to build further on that work in 2021-2022 by revisiting our inclusive 

service provision more widely and identifying whether there are any other areas where it would 

be appropriate to strengthen our provision. 

At this time LeO does not have any member of staff with specific EDI expertise. This has 

meant that, to the extent resource has allowed, expertise has been commissioned where a 

specific need is identified – for example, in relation to our work on strengthening provision for 

those who need reasonable adjustments, we have procured external expertise. Provision is 

made in the 2021-2022 budget to recruit a member of staff who can provide this expertise 

both in relation to ensuring that we are a fully inclusive employer, and that we provide a fully 

inclusive service for our customers. This expertise will enable us to challenge ourselves in 

relation to our current provision and to strengthen that provision where there is an identified 

need, including in relation to best practice in meeting the Public Sector Equality Duty. It is 

essential that as the organisation responsible for resolving complaints and feeding back to the 

sector on complaints handling and prevention, we consistently model good practice in relation 

to inclusive service provision. In-house expertise will help ensure that is the case. 
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Appendix L: Governance processes and Timeline of Budget & Business Plan Activities  

The Budget Learning Review found that the OLC Board did not sufficiently challenge the data and evidence being used.  It was not given the time to 

adequately engage and question collectively and, in the absence of a clear project plan and timetable, no Board meeting was held for two months and 

during a critical period of the budget planning and review process.  This has been addressed and improved this year in a number of ways.   

 LeO have applied a project and programme approach for the 2021-2022 Budget and Business Planning submission. Levels of approval were 

defined which have been embedded by the new senior management re-structure, which has provided opportunity for more challenge to occur 

internally.  

 The project plan is sponsored by a member of the Executive, whereby assurance from the Business Performance Manager is provided on a 

monthly basis to the Project Sponsor and the wider Executive. Regular updates have been provided to the Management and Executive Teams 

including regular reviews of the programme risk register.   

 In direct response to the Budget Learning Review an OLC Performance & Quality Task & Finish Group was created to provide robust challenge 

to assumptions which underpin the budget submission. The Task and Finish Group has met in June, August and September of 2020. 

 During December, the LeO Executive will share the medium-term financial plan with MoJ colleagues as detailed in the Tripartite Protocol.  

 Looking ahead , the OLC Board will review and approve the final budget submission in January 2021 ahead of final submission to LSB in March 

2021 

A summary of key milestones to date and over the coming months can be found below: 

Mar 21 

MoJ confirm 
OLCs revenue 

& capital 
budget 21/22 

July 20

Initial 
engagement 

with LSB

Sep 20

P&Q Task Group 
- deepdive of 
assumptions

July 20 Project 
kick off

Oct 20

LSB Challenge 
Panel workshop

Aug-Sep 20

Informal 
Stakeholder 

Sessions

Oct 20

Executive Team 
approval of 

Budget, Business 
Plan & 

Consultation

Oct 20

Informal OLC 
Board workshop

Oct 20

OLC Board 
Approval of 

Budget, Business 
Plan & 

Consultation

Oct 20 

Draft Budget  
Proposal to 

LSB

Nov 20 

Formal 
Consultation 

Launched

Dec 20

Submit 
medium term 
financial plan 

to MoJ

Jan 21

OLC Board Final 
approval of 
Budget and 

Business Plan 

Mar 21

Final Budget 
Proposal to 

LSB


