
Outcomes Monitoring: A Good Practice 
Guide & ICA Award-Winning Case Study
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  Welcome & Housekeeping

Thank you for joining us 
today and for the significant 

number of questions we 
have already received

Please post any questions 
into the chat - there will 

be time for Q&A at the end 
of the session

The slides will be available 
and will be circulated 
following the webinar

The session will also be 
recorded and will be 

available upon request

Please do sign up for our 
insights if you would like 
to be included on future 

webinars
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   Meet The Speakers

Darren Fisher 
Advisory Director 
Square 4 Partners 

Nicola Crump 
Principal Consultant 
Square 4 Partners 
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   Agenda

Introductions (5 mins)

A Walkthrough Of Our Award-Winning Case Study (30 
mins)

The Square 4 Solution (15 mins) 

Questions and Answers (10 mins)

End of Session
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Case 
Study
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Principle 12, cross-
cutting rules and the 
four Consumer Duty 

outcomes

Chapter 11 of the 
FCA’s Consumer 

Duty Finalised 
Guidance – FG22/5

The requirements 
set out in PRIN – 

notably PRIN 
2A9.10R(3)

“Requirement to 
assess, test, 

understand and 
evidence the outcomes 

your customers are 
receiving – on an 

ongoing basis” 
– Nisha Arora, FCA

Regulatory Context & Focus
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   What is Outcomes Testing? 
• Ensuring that customers receive good outcomes, based on their individual circumstances, at every 

stage of the end-to-end customer journey.  

• To identify actual or potential for customer ‘harm’ – either financial or non-financial.

 What it’s not

• A measure of customer experience or satisfaction - a good experience or a satisfied customer does 
not guarantee a good customer outcome. 

• Traditional quality assurance which typically tests if operational processes have been followed and 
executed in the right way. 
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  Approach
Design Principles

• Primary driver to identify actual and 
potential customer harm

• Financial and non-financial 

• Promote delivery of good customer 
outcomes

• A business enabler leading to 
commercial benefits
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  Step 1
• Define the end-to-end customer journey 

and sub journeys

• From product design to post sale 
servicing and account closure

• Prioritise those where this is the greatest 
propensity for customer harm

• Map the journeys, identifying the key 
touchpoints and customer interactions
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  Step 2 
• Allocate ownership of each journey to an 

SMF/senior business stakeholder 

• Workshop with ‘journey owners’ and 
business area representatives

• Define what ‘good’ means at each stage 
of the end-to-end journey aligned to risk 
appetite

• Input from Compliance and Audit 
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  Step 3 
• Define risks and foreseeable harms 

associated with each good outcome 

• Identify the controls or gaps to mitigate 
those risks 

• Define the data and associated KRIs/MI 
to monitor the effectiveness of the 
controls in mitigating the risks

• Define an action plan to close any control 
gaps
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  Step 4
• Risk based sampling methodology and 

testing plan aligned to capacity plan

• Scoring conventions and testing outputs 
including feedback loops and RCA 

• Scorecards for each customer journey 
including outbound contact

• MI reporting and governance 
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  Step 5
• Test highest priority journey with an 

agreed sample size and timeline 

• Define parameters, objectives and 
measures of success for the pilot

• Collaboration between risk teams

• Test, learn and adapt
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  Step 6
• Senior management training – face to 

face

• Phased roll out of each journey with 
higher risk journeys prioritised

• Training and accreditation of Outcomes 
Testers in each journey 

• Regular case calibration and oversight
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  End Result
• All journeys successfully rolled out and 

embedded

• 73% increase in themes identified with a 
significant number previously unsighted

• 15% increase in good customer outcomes

• Evidence of meeting Principle 
12/regulatory requirements

• Longer term benefits
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The Square 4 
Solution
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   Square 4 OT Solution

ASPECT OUTSOURCED CO-SOURCED IN-SOURCED

RESPONSIBILITY Square 4
Shared between the firm and Square 4 Firm 

LEVEL OF CONTROL
Minimal (Square 4 controls) Moderate (shared control) Full (firm’s controls)

RESOURCE External expertise provided and 

managed by Square 4

Combination of the firm and Square 4 

resource

Resource supplied by Square 4 but 

managed by the firm

COST Lower overheads, but ongoing service 

fees
Moderate (dual resourcing costs) Higher (salaries, infrastructure)

FLEXIBILITY High (scalable to needs) Moderate (requires coordination) Low (resource constraints)

BEST FOR

Cost efficiency coupled with highly 

skilled external assurance and resource

Complex assurance where specific 

technical skills are required to 

complement the firm’s own inhouse 

team

Core, sensitive reviews or where 

additional resource capacity is needed

Off-the shelf

D
ES

IG
N

EX
EC

U
T

IO
N

Bespoke In-house
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 Sign up to our Insights
To hear more like this, sign up to our insights to view our exclusive white 
papers, blog posts and how we can assist you.  
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