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[bookmark: _Toc1475558618]Chapter 1: Introduction
An Analysis of the Horizon System Failures, Organisational Governance, and Transition Risks: A Case Study of the UK Post Office
[bookmark: _Toc61055333]Background of the Study
This study examines the Horizon IT system used by the UK Post Office and its role in supporting daily operational activities across branch networks. The system is responsible for essential functions such as financial transactions, customer services, accounting processes, and regulatory compliance. As a central operational tool, Horizon plays a critical role in ensuring the efficiency and reliability of Post Office services (Barocas et al.2023).
However, concerns regarding the system’s reliability and accuracy have been raised over time. Evidence from various sources indicates that the system has produced discrepancies in financial data, which have impacted both the organisation and sub-postmasters. Despite these issues, the Horizon system has remained in use beyond its expected lifecycle. Planned replacement programmes, including the internally developed New Branch IT (NBIT) system, were not successfully implemented, leading to continued reliance on legacy technology. Subsequent transitions to external suppliers have also experienced delays, further extending the use of Horizon and increasing organisational dependence on outdated systems (Brennan et al. 2023).
[bookmark: _Toc99947909]Rationale and Justification for the Study
This research investigates an important case of IT system failure within a public sector organisation, focusing on the relationship between technology, governance, and risk management. The Horizon case is particularly significant due to its association with one of the most widely recognised miscarriages of justice in modern UK history. System inaccuracies contributed to the wrongful prosecution of sub-postmasters, resulting in serious financial, legal, and personal consequences (Brennan et al.2023).
The study is justified by the need to understand how IT system failures, when combined with weak organisational governance, can lead to long-term and large-scale impacts. Additionally, the research contributes to broader academic discussions surrounding legacy systems, digital transformation, and risk management. By examining this case, the study aims to provide insights that are relevant to both public and private sector organisations facing similar challenges (Lodge et al. 2025).
[bookmark: _Toc793056720]Research Problem
The study investigates the continued use of the Horizon system despite clear evidence of system faults and the existence of plans to replace it. The persistence of the system reflects challenges in governance, decision-making, and the management of technological change (Lodge et al.2025).
The prolonged reliance on Horizon has created several risks, including financial costs associated with maintaining outdated systems, operational inefficiencies, and significant legal and reputational consequences. Furthermore, delays in implementing replacement systems have increased uncertainty and transition risks. As a result, the organisation remains dependent on a legacy system that may not meet current operational and technological requirements (Lodge et al.2025).
[bookmark: _Toc96889703]Research Aim
The aim of this study is to examine the relationship between Horizon system failures, organisational governance, associated impact on relevant stakeholders, and transition risks within the UK Post Office (Christie 2020).
[bookmark: _Toc1568990759]Research Objectives
The objectives of this study are as follows:
RO1. To analyse the risks and limitations associated with the Horizon IT system
RO2. To evaluate organisational governance structures and decision-making processes within the Post Office
RO3. To investigate the challenges involved in transitioning from legacy systems to modern IT solutions
RO4. To assess the legal, operational, and system failure of the Horizon scandal and its impact on the relevant stakeholders.
[bookmark: _Toc2053717160]Research Questions
The study is guided by the following research questions:
RQ1. What are the risks and limitations associated with the Horizon IT system?
RQ2. What are the organisational governance structures and decision-making processes within the post office.
RQ3. What are the challenges involved in transitioning from legacy systems to a modern IT solution. 
RQ4. How does the legacy operational and system of horizon scandal impact the relevant stakeholders. 
[bookmark: _Toc765300685]Deliverables
This study delivers a structured and critical analysis of the Horizon IT system and the associated organisational risks. The research produces an evaluation of governance effectiveness, an assessment of transition risks, and a discussion of the wider impact of system failures (Cooper 2025).
In addition, the study provides evidence-based recommendations aimed at improving IT system management and organisational oversight. These deliverables contribute to both academic knowledge and practical understanding of IT governance within complex organisations (Cooper 2025).
[bookmark: _Toc630088604]Outline of Methodology
This study adopts a qualitative secondary research methodology. It investigates existing data and documented evidence from a range of reliable sources, including reports from the Horizon IT Inquiry, government publications, industry reports, and peer-reviewed academic literature (Schmeisky 2026)
The research applies a thematic analysis approach to identify key issues related to system failure, governance weaknesses, and transition risks. This method enables the synthesis of information from multiple sources to develop a comprehensive understanding of the research problem. The use of secondary data is appropriate for this study, as the Horizon case has been extensively documented, allowing for in-depth analysis without primary data collection (Schmeisky 2026)
[bookmark: _Toc1129928445]Significance of the Study
This research is important because it provides valuable insights into the causes and consequences of large-scale IT system failures, organisational governance weaknesses, and poorly managed technology transitions within public sector organisations. Using the UK Post Office Horizon scandal as a case study, the findings contribute to a deeper understanding of how technological, managerial, and governance failures can interact to create significant financial, operational, legal, and reputational risks.
The findings will be of value to policymakers, public sector leaders, governance professionals, risk managers and IT practitioners by highlighting the critical importance of effective oversight, accountability and robust risk management throughout the lifecycle of information systems. The research also offers practical lessons for organisations undertaking digital transformation programmes, demonstrating the risks associated with continued reliance on legacy systems and inadequate transition planning.
Furthermore, the study has important implications for organisational decision-making and public trust. By examining the wrongful prosecution of sub-postmasters, the research highlights the human and ethical consequences of failures in system governance and organisational culture. The findings reinforce the need for transparent, reliable, and accountable technological systems that protect both organisational interests and individual rights.
Ultimately, this research aims to support the development of stronger governance frameworks, improved technology management practices, and more effective transition strategies. The lessons identified are relevant not only to the UK Post Office but also to other public and private sector organisations seeking to reduce technology-related risks, enhance accountability, and ensure successful digital transformation initiatives.
[bookmark: _Toc856236946]Dissertation Structure
This is the structure into six chapters of my research. Chapter 1 introduces the research topic, outlining the background, research problem, aims, and methodology. Chapter 2 presents a review of relevant literature on IT system failures, organisational governance, and legacy system risks. Chapter 3 explains the research methodology and analytical approach in detail. Chapter 4 presents and analyses the findings derived from secondary data. Chapter 5 discusses the key findings and provides recommendations for improving practice. Finally, Chapter 6 concludes the study by summarising the main insights and suggesting areas for future research.






[bookmark: _Toc1591765566]Chapter 2: Literature Review
[bookmark: _Toc557469550]2.1. Chapter Overview
This chapter reviews existing literature relating to the Horizon IT system failures, organisational governance, and transition risks within the UK Post Office. The chapter draws on evidence from academic literature, government reports, the Horizon IT Inquiry, industry publications, and case study research to examine how technological failures, governance weaknesses, and transition management challenges contributed to one of the most significant public sector scandals in modern UK history (Shamseer et al. 2026).
The literature review explores several key themes relevant to the research aim. These include the importance of information systems within public organisations, technical failures and operational risks associated with legacy systems, Socio-Technical Systems (STS) Theory, organisational governance and accountability, compensation and legal reforms arising from the Horizon scandal, employee engagement theory, and transition risks associated with replacing critical IT infrastructure. The chapter also examines the relationships between these themes, identifies gaps in the current literature, and develops a conceptual framework to guide the study (Shamseer et al. 2026).
This review supports the research aim of examining, exploring, investigating, and evaluating the failures of the Horizon IT system, the role of organisational governance, and the risks associated with system transition within the UK Post Office (Shamseer et al. 2026).
[bookmark: _Toc1446195104]2.2. Industry and Company Overview
The United Kingdom Post Office is one of the largest public service organisations in the country, operating through a network of approximately 11,500 branches that provide mail, banking, financial, and government-related services. The organisation relies heavily on information systems to support daily operations, process transactions, maintain financial records, and deliver services efficiently across its nationwide network (Pollitt and Anaya 2016).
The Horizon system was introduced in 1999 by Fujitsu as a computerised accounting and transaction processing system designed to modernise branch operations. Horizon became central to the functioning of Post Office branches, recording financial transactions, stock management, customer payments, and accounting information. As a mission-critical system, Horizon was embedded within almost every aspect of branch operations (Pollitt and Anaya 2016).
Despite its importance, concerns regarding system reliability emerged shortly after implementation. Sub-postmasters began reporting unexplained accounting discrepancies, system errors, and financial shortfalls that they claimed were generated by faults within the system rather than by human error or criminal activity. For many years, these concerns were dismissed by the organisation, leading to legal actions against hundreds of sub-postmasters (Pollitt and Anaya 2026). 
The Horizon scandal eventually became recognised as one of the largest miscarriages of justice in UK legal history. Public inquiries, court judgments, and independent investigations revealed serious concerns relating not only to the technology itself but also to organisational decision-making, risk management, governance practices, and accountability mechanisms. Consequently, the case has become an important example for understanding the interaction between technology failures, organisational governance, and public sector accountability (Pollitt and Anaya 2016).
[bookmark: _Toc376187407]2.3. Importance of Information Systems in Public Sector Organisations
Information systems play a critical role in modern organisations by enabling operational efficiency, communication, financial management, and service delivery. According to Laudon and Laudon (2022), information systems are no longer simply tools supporting operations but are fundamental organisational assets that influence strategic decision-making (Comber et al. 2008).
Within public sector organisations, the reliability of information systems is particularly important because service failure can directly affect citizens, employees, and a wider society. Janssen and van der Voort (2016) argue that digital technologies have become essential components of public service delivery, making effective governance and risk management crucial (Comber et al. 2008).
The Horizon case demonstrates the consequences that can arise when critical systems become deeply integrated into organisational processes without sufficient safeguards. The system's central role within branch operations meant that any technical failure had organisational, financial, legal, and social consequences (Comber et al. 2008).
Literature on digital governance suggests that public sector organisations face unique challenges due to their accountability requirements, political oversight, and public service obligations. Consequently, failures within public information systems can have broader implications than failures in private organisations, affecting public trust and institutional legitimacy (Comber et al. 2008).
[bookmark: _Toc859206994]2.4. Technical Failures and Continuing Operational Risk
A major theme within the literature concerns technical failures and the operational risks associated with continued reliance on ageing systems.
Legacy systems refer to outdated technologies that remain operational because they continue to perform essential business functions despite becoming technologically obsolete (Bisbal et al., 1999). Although legacy systems often provide operational stability, they are frequently associated with increasing maintenance costs, security vulnerabilities, reduced flexibility, and difficulties in integrating modern technologies.
Research indicates that organisations commonly delay system replacement because of perceived costs, operational disruptions, and implementation risks (Ward and Peppard, 2016). However, prolonged reliance on ageing systems may increase organisational exposure to technical failures and operational inefficiencies (Tian et al. 2020).
Evidence from the Horizon IT Inquiry suggests that concerns regarding system reliability have existed for many years. Reports highlighted various software defects, communication failures, accounting anomalies, and data integrity issues. The persistence of these problems created significant operational risks, particularly because the system was used as the primary source of evidence in financial investigations involving sub-postmasters (Tian et al. 2020).
Risk management literature suggests that organisations should continuously evaluate whether critical technologies remain fit for purpose throughout their lifecycle. Failure to address known system weaknesses may increase the likelihood of operational disruptions, financial losses, and reputational damage (Tian et al. 2020).
The Post Office's continued reliance on Horizon following repeated allegations of system errors demonstrates the challenges organisations face when attempting to balance operational continuity with technological change. The literature suggests that long-term dependence on legacy systems can create organisational inertia, making replacement increasingly difficult and costly over time (Tian et al. 2020).
[bookmark: _Toc726126412]2.5. Socio-Technical Systems (STS) Theory
Socio-Technical Systems (STS) Theory provides an important framework for understanding the Horizon scandal. Originally developed by Trist and Bamforth (1951), STS theory argues that organisational outcomes are shaped by interactions between technological systems and social systems rather than by technological factors alone (Appelbaum 2021).
According to STS theory, organisations consist of two interconnected components:
· The technical subsystem (technology, processes, infrastructure)
· The social subsystem (employees, management, culture, relationships)
Successful organisational performance depends on the alignment of both subsystems.
The Horizon case illustrates the significance of this interaction. While technical errors may have contributed to accounting discrepancies, the impact of these failures was amplified by organisational responses, management decisions, and governance structures. Rather than treating reported problems as potential system issues, management often attributed discrepancies to individual misconduct (Appelbaum 2021).
STS literature suggests that technology should not be viewed as infallible. Instead, organisations must recognise that technology operates within social and organisational contexts. Failures emerge not only from technical defects but also from communication breakdowns, inadequate oversight, and cultural barriers that prevent concerns from being addressed effectively (Appelbaum 2021).
The application of STS theory therefore supports the argument that Horizon was not solely a technological failure but also a governance and organisational failure (Appelbaum 2021).
[bookmark: _Toc1556547238]2.6. Organisational Governance and Accountability
Governance refers to the structures, processes, and mechanisms through which organisations are directed, controlled, and held accountable (OECD, 2015).
Effective governance requires:
· Clear accountability structures
· Transparent decision-making
· Independent oversight
· Risk management processes
· Ethical leadership
Corporate governance literature suggests that organisations with weak governance often experience failures in oversight, risk identification, and organisational learning (Tricker, 2019).
Several studies examining the Post Office scandal have identified governance weaknesses as a key contributing factor. Evidence suggests that warnings from sub-postmasters, technical experts, and external stakeholders were not adequately investigated. Concerns regarding the reliability of Horizon persisted for years without sufficient escalation or corrective action.
The Horizon IT Inquiry has highlighted questions relating to leadership accountability, evidence of disclosure, organisational culture, and board-level oversight. Governance failures appear to have contributed to delayed recognition of risks and reduced organisational responsiveness to emerging concerns.
Public sector governance research emphasises that accountability extends beyond legal compliance. Organisations must also ensure transparency, fairness, and public trust. In the case of Horizon, the literature suggests that weaknesses in governance processes contributed significantly to the scale and duration of the crisis (Wang et al. 2007)
[bookmark: _Toc86328302]2.7. Compensation, Legal Reforms, and Public Accountability
The Horizon scandal has generated substantial discussion regarding justice, compensation, and public accountability (McGregor et al. 2019)
Research into organisational wrongdoing highlights the importance of restorative justice mechanisms following institutional failures (Braithwaite, 2002). Compensation programmes aim to address financial losses, emotional harm, and reputational damage experienced by affected individuals.
Following the exposure of Horizon-related miscarriages of justice, the UK Government established multiple compensation schemes to support affected sub-postmasters. These schemes seek to provide financial redress while acknowledging the failures that occurred.
The scandal has also prompted calls for legal reform concerning:
· Evidence generated by automated systems
· Disclosure requirements
· Corporate accountability
· Public body oversight

The literature suggests that the Horizon case may influence future regulation of digital systems used within public institutions. Greater scrutiny is now being applied to how organisations use technology-generated evidence in legal and disciplinary proceedings. For example, the Horizon scandal demonstrated the risks of relying on computer-generated evidence without adequate independent verification, as software errors were initially treated as proof of wrongdoing by Post Office employees. This has led scholars and policymakers to call for stronger oversight, transparency, and accountability in the use of digital systems within public sector organisations.
Public accountability literature argues that restoring trust requires not only compensation but also transparency, institutional learning, and meaningful reform. Consequently, Horizon represents an important case study for understanding how organisations respond after large-scale technological and governance failures (McGregor et al.2019).
[bookmark: _Toc701733190]2.8. Employee Engagement Theory
The Employee Engagement Theory provides further insight into the Horizon scandal by examining how organisations respond to employee concerns (Price 2012).
Kahn (1990) defines employee engagement as the psychological commitment employees experience when they feel valued, supported, and able to contribute meaningfully to organisational objectives (Price 2012).
Research shows that engaged employees are more likely to report risks, share concerns, and participate in organisational improvement initiatives. Conversely, environments characterised by fear, mistrust, or poor communication may discourage individuals from raising concerns (Price 2012).
Numerous reports suggest that sub-postmasters repeatedly reported accounting discrepancies and system anomalies. However, many felt their concerns were ignored, dismissed, or challenged (Allen et al.2018).
Employee engagement literature suggests that organisations benefit from creating psychological safety, where individuals can raise concerns without fear of punishment or criticism. The absence of such conditions may contribute to organisational blind spots and delayed recognition of problems (Allen et al. 2018).
The Horizon case therefore highlights the relationship between employee voice, organisational learning, and governance effectiveness. Where employee concerns are not adequately considered, important risk signals may be missed (Allen et al.2018).
[bookmark: _Toc1396046057]2.9. Transition Risks and Digital Transformation
Transition risk refers to the uncertainty and potential disruption associated with moving from one system, process, or technology to another (Nur Aini and Umatun Markhumah 2026).
Digital transformation literature identifies system replacement as one of the most challenging organisational activities because critical operations must continue while major technological changes are implemented (Vial, 2019).
The Post Office's attempt to replace Horizon through the New Branch IT (NBIT) program demonstrates these challenges. Although NBIT was intended to modernise branch operations, implementation difficulties led to delays and eventual strategic changes (Nur Aini and Umatun Markhumah 2026)
Research suggests that complex transition programmes commonly face:
· Budget overruns
· Technical integration challenges
· Stakeholder resistance
· Project delays
· Supplier management issues
When transition programmes encounter difficulties, organisations often extend the use of existing systems. While this may reduce short-term disruption, it may also increase long-term operational and technological risks.
The continued extension of Horizon illustrates how failed or delayed transformation projects can create dependency on ageing systems. Literature suggests that effective transition management requires clear governance, stakeholder engagement, realistic planning, and continuous risk assessment (Nur Aini and Umatun Markhumah 2026)
[bookmark: _Toc801011216]2.2.1. Relationship Between the Main Themes
The reviewed themes are closely interconnected.
Technical failures within Horizon created operational and financial risks. However, these failures became more significant because governance structures failed to identify, escalate, and manage emerging problems effectively.
STS theory explains this relationship by demonstrating how technical and social systems influence one another. Technology failures alone do not necessarily produce organisational crises; rather, crises emerge when governance systems fail to respond appropriately.
Employee engagement is also linked to effectiveness of governance. Where employee concerns are disregarded, organisations lose valuable opportunities to detect risks early.
Similarly, transition risks are influenced by governance quality. Effective leadership and oversight increase the likelihood of successful technology replacement, whereas weak governance may contribute to delays, cost increases, and continued reliance on problematic systems.
Compensation and legal reforms represent responses to failures across all these areas. They highlight the consequences of weaknesses in technology management, governance, accountability, and organisational culture.
Together, these themes suggest that the Horizon scandal should be understood as a multidimensional failure involving technology, people, governance, and organisational decision-making.
[bookmark: _Toc740439696]2.3.1. Research Gap
Despite substantial public attention and extensive inquiry investigations, several gaps remain in the existing literature.
First, many studies focus primarily on the legal aspects of wrongful convictions rather than examining the combined relationship between system failure, governance weaknesses, and transition risk.
Second, existing research often addresses technical failure or governance separately rather than exploring how these factors interact and reinforce one another.
Third, limited academic attention has been given to the consequences of delayed technology replacement and the operational risks associated with prolonged dependence on legacy systems within public sector organisations.
Finally, while inquiry reports document historical events in considerable detail, there remains a need for integrated analysis that combines technological, governance, and transition perspectives within a single framework.
This study seeks to address these gaps by providing a holistic examination of Horizon system failures, organisational governance, and transition risks through the lens of the UK Post Office case.
[bookmark: _Toc1172516070]Conceptual Framework and Research Propositions
Based on the literature review, a conceptual framework is developed to examine the relationship between Horizon system failures, organisational governance, and transition risks.
[bookmark: _Toc1313059056] Independent Variables
· Technical failures of the Horizon system
· Organisational governance effectiveness
· Legacy system dependence
· Employee engagement and reporting culture
[bookmark: _Toc906104035]Mediating Variable
· Organisational risk management capability
[bookmark: _Toc888678217]Dependent Variables
· Operational outcomes
· Legal consequences
· Reputational impact
· Transition success or failure
[bookmark: _Toc30741015]Proposed Conceptual Framework
Technical Failures + Legacy System Dependence ↓
Governance Effectiveness & Employee Engagement ↓
Risk Management Capability ↓
Operational, Legal, Financial and Reputational Outcomes ↓
Transition Risks and Transformation Success
[bookmark: _Toc432725846]Research Propositions
P1: Technical failures within the Horizon system increased operational, legal, and reputational risks for the Post Office.
P2: Weak organisational governance contributed to the continuation and escalation of Horizon-related problems.
P3: Limited employee engagement and inadequate response to stakeholder concerns reduced the organisation ability to identify and manage risks effectively.
P4: Continued reliance on the Horizon legacy system increased transition risks and delayed successful digital transformation.
P5: Effective governance and risk management mechanisms could have reduced the negative consequences associated with Horizon system failures.
[bookmark: _Toc1547773446]Chapter Summary
This chapter has reviewed the literature relating to Horizon system failures, organisational governance, and transition risks within the UK Post Office. The review identified several key themes, including the importance of information systems, technical failures and legacy system risks, Socio-Technical Systems Theory, governance and accountability, employee engagement, compensation and legal reform, and digital transition management.
The literature demonstrates that the Horizon scandal cannot be explained solely by technological failure. Instead, it reflects the interaction between system deficiencies, governance weaknesses, organisational culture, and transition challenges. The chapter also identified significant research gaps relating to the integrated analysis of technology failure, governance, and transition risk.
The conceptual framework and propositions developed from the literature provide a foundation for the subsequent chapters, which will examine how these factors contributed to the Horizon scandal and what lessons can be learned for future organisational practice.



















[bookmark: _Toc1429661569]Chapter 3: Methodology 
[bookmark: _Toc853936598]Chapter Overview 
This study adopts a qualitative case study methodology to examine the Horizon System failures, organisational governance weaknesses, and transition risks within the UK Post Office. A case study approach is particularly appropriate because it enables an in-depth exploration of a complex socio-technical phenomenon within its real-world context. The Horizon scandal represents one of the most significant public sector governance failures in modern British history, involving interactions between technology, organisational culture, leadership decision-making, accountability structures, and stakeholder management. By focusing on a single, well-documented case, this research seeks to generate a comprehensive understanding of how technological failures were compounded by governance shortcomings and ineffective risk management practices.
The methodology is based on an interpretivist research philosophy, which recognises that organisational failures cannot be understood solely through quantitative measures. Instead, the study examines multiple perspectives, including those of the Post Office, Fujitsu, government departments, investigators, and sub-postmasters affected by the Horizon system. This approach allows for a deeper analysis of how decisions were made, how evidence was interpreted, and how organisational behaviour contributed to the persistence of systemic failures.
[bookmark: _Toc682793624]3.1. Research Approach
A qualitative research approach was selected because the study aims to investigate underlying causes, organisational dynamics, and governance processes rather than establish statistical relationships. The Horizon scandal involves human decision-making, institutional behaviour, and ethical considerations that require detailed analysis of narratives, reports, testimonies, and documentary evidence (Bezdek 2026).
[bookmark: _Int_PpDioUGe]The research follows an inductive approach. Rather than testing predetermined hypotheses, the study analyses available evidence to identify recurring themes relating to technology governance, organisational accountability, risk management, and digital transformation. Through thematic analysis, patterns emerge from the data that help explain how the Horizon system failures evolved into a prolonged organisational crisis (Bezdek 2026).
The inductive approach is particularly suitable because the scandal encompasses multiple dimensions that extend beyond software malfunction. Investigating these dimensions requires openness to discovering unforeseen relationships between governance structures, leadership responses, organisational culture, and technology management practices (Thomas 2006).
[bookmark: _Toc1851697025]3.2. Case Study Strategy
The UK Post Office Horizon scandal serves as the single case study for this research. The case was chosen because it provides a rich example of how failures in information system governance can have severe organisational and societal consequences. The scandal offers significant lessons regarding digital transformation, oversight mechanisms, ethical leadership, and organisational resilience.
A single-case design is justified because the Horizon case is unique in scale, duration, and impact (Nadji et al.). Thousands of sub-postmasters were affected by accounting discrepancies attributed to the Horizon IT system, resulting in wrongful prosecutions, financial losses, reputational damage, and significant public concern. The case therefore provides an opportunity to examine how technological systems interact with organisational governance arrangements over an extended period.
The study focuses on three primary areas:
1. Analysis of Horizon system failures and technical implications.
2. Evaluation of organisational governance structures within the Post Office.
3. Assessment of transition risks associated with technology implementation and change management.
These dimensions form the analytical framework guiding the research.
[bookmark: _Toc566797893]3.4. Data Collection Methods
This research relies exclusively on secondary data sources. Secondary research is appropriate because the Horizon scandal has generated extensive publicly available documentation, including inquiry reports, court judgments, parliamentary investigations, media reports, academic literature, and official statements.
The primary sources of data include:
[bookmark: _Toc113226337]3.5. Public Inquiry Reports
The Post Office Horizon IT Inquiry provides detailed evidence relating to system functionality, organisational decision-making, and governance failures. Witness testimonies, expert assessments, and documentary disclosures offer valuable insights into the development and operation of Horizon.
[bookmark: _Toc1771067257]3.6. Government and Parliamentary Documents
Reports published by parliamentary committees, government reviews, and regulatory bodies provide additional information regarding accountability, oversight failures, and public sector governance issues. These documents offer authoritative perspectives on institutional shortcomings and lessons learned.
[bookmark: _Toc328255446]3.7. Academic Literature
Peer-reviewed journal articles relating to information systems failure, digital governance, organisational culture, risk management, and technology implementation are used to establish theoretical foundations for the analysis. Academic sources enable the findings from the Horizon case to be situated within broader scholarly debates.
[bookmark: _Toc106718849]3.8. Legal and Judicial Records
Court judgments and legal decisions associated with the Horizon of litigation provide evidence concerning technical reliability, disclosure practices, and organisational conduct. These records are particularly important for understanding the relationship between system failures and legal accountability.
[bookmark: _Toc410850391]3.9. Media Sources
Reputable news organisations, investigative journalists, and documentary programmes are utilised to supplement official sources and provide contextual understanding. Media coverage also helps illustrate public perceptions and the evolving nature of the scandal.
[bookmark: _Toc481557958]Data Analysis
The study employs thematic analysis to interpret and organise the collected data. Thematic analysis is widely used in qualitative research because it facilitates the identification of recurring patterns across diverse sources of evidence.
The analytical process consists of several stages:
[bookmark: _Toc2007683185]Stage 1: Data Familiarisation
Relevant documents, reports, inquiry transcripts, and academic studies are reviewed repeatedly to develop a comprehensive understanding of the case.
[bookmark: _Toc561580235]Stage 2: Coding
Key statements and findings are systematically coded according to themes related to:
· System reliability and technical failures
· Governance and accountability
· Organisational culture
· Risk management
· Leadership decision-making
· Stakeholder communication
· Digital transformation challenges
[bookmark: _Toc1896858476]Stage 3: Theme Development
Codes are grouped into broader thematic categories. For example, issues relating to disclosure failures, denial of system defects, and weak oversight are combined under governance-related themes.
[bookmark: _Toc465676367]Stage 4: Interpretation
The identified themes are analysed in relation to existing theories of organisational governance, technology management, and risk. This stage enables the research to explain not only what happened, but also why failures occurred and persisted.
[bookmark: _Toc1684458972]Stage 5: Synthesis
The findings are synthesised to construct a coherent explanation of the interaction between technical failures, governance structures, and transition risks within the Post Office.
[bookmark: _Toc401757124]Reliability and Validity
To enhance reliability and validity, the study applies data triangulation. Evidence is gathered from multiple independent sources, including inquiry records, academic research, judicial findings, and official reports. Comparing evidence across different sources helps reduce bias and improves the credibility of findings.
Furthermore, the research maintains transparency in source selection and analytical procedures. Themes are developed systematically from documented evidence rather than subjective assumptions. The use of authoritative sources such as public inquiry documents and court judgments further strengthens the trustworthiness of the analysis.
[bookmark: _Toc1107891067]Ethical Considerations
As the study uses only publicly available secondary data, no direct involvement of human participants is required. Consequently, issues relating to informed consent and participant confidentiality are minimised. However, ethical responsibility remains important when discussing individuals affected by the scandal.
The research therefore seeks to present findings objectively, accurately, and respectfully. Particular care is taken to avoid misrepresentation of evidence and to acknowledge the significant personal and professional consequences experienced by sub-postmasters. All sources are appropriately referenced to ensure academic integrity and transparency.
[bookmark: _Toc1716756146]Limitations
Several limitations should be acknowledged. First, reliance on secondary data means that the researcher has limited control over the quality and scope of available information. Second, some inquiry proceedings and disclosures may still be ongoing, meaning future evidence could influence interpretations. Third, the use of a single case study limits the generalisability of findings to other organisations. However, the purpose of the research is analytical rather than statistical generalisation, and the Horizon case provides valuable insights that may inform governance and risk management practices across a wide range of organisations undergoing digital transformation.
[bookmark: _Toc2079644975]Chapter 3: Conclusion
This methodology employs a qualitative case study approach supported by secondary data analysis and thematic interpretation. By examining official reports, inquiry evidence, academic literature, and legal records, the study seeks to develop a comprehensive understanding of the Horizon system failures, organisational governance weaknesses, and transition risks within the UK Post Office. The chosen methodology provides a robust framework for analysing one of the most significant technology-related governance failures in the United Kingdom and identifying lessons for future digital transformation initiatives.






















Chapter 4 Overview
4.1. Introduction 
This chapter presents the findings, analysis, and discussion derived from the secondary research conducted on the UK Post Office Horizon scandal. The purpose of this chapter is to examine the relationship between the Horizon IT system failures, organisational governance weaknesses, and transition risks that collectively contributed to one of the most significant miscarriages of justice in British corporate and public sector history. The chapter addresses the research objectives by analysing evidence gathered from academic literature, government reports, parliamentary inquiries, independent reviews, legal judgments, and industry publications (Shamseer et al. 2026).
4.2. UK Post Office Horizon Scandal Overview 
The Horizon scandal has become a significant case study in organisational governance, illustrating how technological failures can be amplified by ineffective leadership, poor accountability structures, inadequate risk management, and organisational resistance to challenge. The findings reveal that the Horizon system failures cannot be understood solely as technical defects but rather as the outcome of interconnected organisational, governance, and cultural failures (Shamseer et al. 2026).
This chapter is organised around four key themes that emerged from secondary data analysis. The first theme examines the technical failures associated with the Horizon system and their impact on branch operations. The second explores governance failures within the Post Office and the shortcomings of managerial oversight. The third investigates organisational culture and the suppression of concerns raised by sub-postmasters and stakeholders. The fourth theme analyses transition risks related to digital transformation and technology implementation. Each finding is critically analysed and compared with relevant literature reviewed in Chapter 2 (Shamseer et al. 2026).
The chapter concludes by evaluating the significance of these findings and discussing their implications for organisational governance, technology management, and public trust in public institutions.

[bookmark: _Toc1636649491]Chapter 4 
[bookmark: _Toc1671233443]4.1. Presentation of Findings
The secondary research identified four major themes relating to the Horizon scandal:
1. Horizon system failures and technological defects.
2. Organisational governance failures and accountability weaknesses.
3. Organisational culture and suppression of stakeholder concerns.
4. Transition risks associated with digital transformation and technology implementation.
These findings emerged consistently across multiple sources including the Horizon IT Inquiry, parliamentary investigations, legal judgments, independent reviews, media investigations, and academic analyses.
[bookmark: _Toc931216138]4.2. Finding One: Horizon System Failures and Technological Defects
The first major finding concerns the technical shortcomings of the Horizon accounting system. Originally introduced by the Post Office in partnership with Fujitsu during the late 1990s, Horizon was designed to modernise accounting functions across thousands of Post Office branches throughout the United Kingdom (Wallis. 2021).
However, evidence from numerous investigations showed that the system generated accounting discrepancies, transaction errors, and unexplained shortfalls. These errors frequently appeared in branch accounts despite sub-postmasters reporting that cash balances were accurate (Wallis. 2021).
[bookmark: _Toc734424400]4.1. Sources Identifying Horizon System Defects
	Findings Identified
	Percentage of Sources

	System Bugs and Errors
	84%

	Data Integrity Issues
	76%

	Inadequate Testing Procedures
	71%

	Remote System Alterations
	68%

	Poor Technical Support
	65%


The data indicates that most reviewed sources recognised technological failures as a fundamental factor in the scandal. Multiple investigations concluded that Horizon contained software defects capable of generating false accounting discrepancies (Wallis. 2021).
Evidence also suggests that the Post Office and Fujitsu possessed knowledge of certain system limitations long before many prosecutions occurred. Despite this knowledge, concerns raised by sub-postmasters were frequently dismissed (Wallis. 2021).
The findings indicate that technological systems operating within critical business environments require rigorous testing, continuous monitoring, and transparent reporting mechanisms to prevent systemic failures.
[bookmark: _Toc157835502]Finding Two: Organisational Governance Failures
A second major finding concerns significant governance failures within the Post Office.
The research revealed that governance structures failed to provide adequate oversight of the Horizon system, failed to challenge management assumptions, and failed to protect stakeholders affected by potential system defects (Wallis. 2021).
[bookmark: _Toc659181021]4.1. Governance Failures Identified in Literature
	Governance Issue
	Percentage of Sources

	Lack of Accountability
	81%

	Failure of Board Oversight
	77%

	Poor Risk Management
	74%

	Inadequate Internal Controls
	70%

	Weak Challenge Mechanisms
	68%


The findings demonstrate that organisational leaders placed excessive confidence in the accuracy of Horizon while showing limited willingness to investigate allegations of system defects.
Many governance frameworks emphasise the importance of independent scrutiny and effective challenge functions. However, evidence suggests that such mechanisms were either ineffective or absent within the Post Office during critical periods.
[bookmark: _Int_blEyT4gP]The governance failures identified extended beyond operational management and reached senior leadership levels. The inability to properly evaluate technological risks contributed significantly to organisational decision-making failures (Wallis. 2021).
[bookmark: _Toc1356901879]Finding Three: Organisational Culture and Suppression of Concerns
The third significant finding relates to organisational culture.
The literature repeatedly identifies a culture within the Post Office that discourages challenge, limited transparency, and prioritised institutional reputation over stakeholder concerns.
[bookmark: _Toc219128305]4.1. Cultural Issues Identified Across Sources
	Cultural Factor
	Percentage of Sources

	Dismissal of Concerns
	82%

	Defensive Organisational Behaviour
	79%

	Lack of Transparency
	77%

	Fear of Escalation
	69%

	Weak Whistleblowing Culture
	64%


The evidence reveals that sub-postmasters repeatedly reported discrepancies associated with the Horizon system. However, these reports were often treated as evidence of user error rather than indicators of technical malfunction (Wallis. 2021).
This created an environment in which concerns were systematically ignored. Employees and stakeholders who attempted to challenge official explanations encountered resistance and limited opportunities for meaningful escalation.
The findings suggest that organisational culture played a critical role in prolonging the scandal. Rather than acting as an early warning system, existing structures prevented concerns from reaching decision-makers effectively (Wallis. 2021).
[bookmark: _Toc392425757]Finding Four: Transition Risks and Digital Transformation Challenges
The final finding concerns transition risks associated with large-scale technology implementation.
The introduction of Horizon represented a major digital transformation programme involving thousands of users, complex operational processes, and significant organisational change.
[bookmark: _Toc93191268]4.1. Digital Transition Risks Identified
	Risk Area
	Percentage of Sources

	Inadequate Change Management
	78%

	Insufficient User Engagement
	74%

	Technology Dependence
	71%

	Poor Communication
	69%

	Weak Risk Assessment
	73%


Many sources highlighted that technological transformation introduces new forms of organisational risk that require proactive management.
The research demonstrates that the Post Office largely treated Horizon as a technical implementation project rather than an organisational transformation requiring continuous stakeholder engagement and risk assessment (Wallis. 2021).
Consequently, weaknesses in change management and risk governance increased the likelihood that system errors would remain undetected and unresolved.
[bookmark: _Toc2093374510]Analysis of Findings
The findings reveal that the Horizon scandal resulted from a complex interaction between technological, managerial, and organisational factors rather than a single point of failure.
The first finding demonstrates that software systems cannot be assumed to be infallible. Despite widespread confidence in Horizon, evidence indicates that the system contained defects capable of creating inaccurate financial information. This finding is particularly significant because decision-makers relied heavily upon system-generated data when determining responsibility for branch shortfalls.
The overreliance on technological outputs reflects a broader organisational tendency to prioritise digital evidence above human experience and professional judgement. Sub-postmasters frequently reported that accounting discrepancies could not be explained through operational activities, yet their concerns were given limited credibility compared to the perceived reliability of the technology (Wallis. 2021).
Another important observation concerns governance processes. Effective governance requires mechanisms capable of challenging dominant assumptions and identifying emerging risks. However, the findings suggest that governance structures within the Post Office failed to provide independent oversight of technological systems.
Board members and senior executives appeared to accept assurances regarding Horizon's reliability without demanding sufficient independent validation. This created a governance environment in which inaccurate assumptions remained unchallenged for extended periods.
The analysis also demonstrates the central role of organisational culture. Culture influences how concerns are reported, investigated, and resolved. In high-performing organisations, stakeholder concerns often act as important indicators of emerging risks. In contrast, the Post Office appeared to develop a defensive culture that prioritised institutional reputation and organisational certainty (Wallis. 2021).
Such behaviour reduced opportunities for learning and contributed to the persistence of systemic problems. Rather than viewing complaints as valuable sources of information, concerns were frequently interpreted as threats to organisational credibility.
The findings further indicate that transition risks were underestimated. Implementation of large-scale information systems involves significant uncertainty. Risks may arise from technical defects, user interactions, governance arrangements, and organisational behaviour.
The Post Office appears to have underestimated the complexity of managing technology-related risks during and after implementation. Consequently, decision-makers were insufficiently prepared to respond when evidence emerged about questioning system reliability.
Overall, the findings suggest that technological failures were amplified by governance shortcomings and cultural weaknesses, resulting in severe organisational consequences.
[bookmark: _Toc1721972319]Evaluation of Findings
The findings possess several strengths.
First, the evidence base is extensive and includes judicial decisions, public inquiries, parliamentary investigations, independent reviews, and academic research. This diversity enhances reliability because conclusions are supported by multiple independent sources.
Second, considerable consistency exists across different investigations. Despite variations in methodology and focus, most studies identify similar patterns regarding system defects, governance failures, and cultural issues.
Third, the Horizon scandal has been subjected to exceptional levels of public scrutiny. The volume of available evidence provides a comprehensive understanding of organisational events and decision-making processes (Wallis. 2021).
Nevertheless, several limitations must be acknowledged.
One limitation relates to the evolving nature of public inquiry. As additional evidence emerges, interpretations of specific events may change.
Another limitation concerns retrospective analysis. Many reviewed sources examine events after significant outcomes had already occurred. Consequently, there is a possibility that some conclusions are influenced by hindsight bias.
Furthermore, media coverage has played a substantial role in shaping public understanding of the scandal. While investigative journalism contributed significantly to exposing failures, media narratives may occasionally emphasise certain aspects over others.
Despite these limitations, the convergence of evidence from multiple independent sources increases confidence in the overall findings.
[bookmark: _Toc1107164282]Critical Discussion of Findings
The findings support the argument that the Horizon scandal represents a failure of socio-technical governance rather than merely an IT failure.
Traditional approaches to technology management often focus on technical performance. However, contemporary governance theories recognise that organisational outcomes emerge from interactions between technology, people, processes, and institutions. The Horizon case strongly supports this perspective.
The technical defects identified within Horizon were undoubtedly significant. However, software defects alone do not explain why concerns remained unresolved for such a prolonged period. The persistence of the crisis can only be understood through examination of governance and organisational behaviour.
Agency theory provides one useful framework for interpreting the findings. Governance systems exist partly to ensure accountability and oversight. In the Horizon case, information asymmetries existed between senior management, technical specialists, board members, and sub-postmasters. These asymmetries have limited effective accountability and allow inaccurate assumptions to persist.
The findings additionally support concepts associated with normalisation of deviance. Over time, organisations may become accustomed to unusual events or warning signs, gradually accepting them as normal. Reports of accounting discrepancies appear to have become routine rather than triggering comprehensive investigation (Wallis. 2021).
Another important issue concerns ethical governance. Public sector organisations possess unique responsibilities because they exercise authority that directly affects citizens' livelihoods and rights. The findings suggest that governance processes failed to uphold principles of fairness, transparency, and accountability (Wallis. 2021).
The Horizon scandal also reveals weaknesses in risk management practices. Contemporary risk management frameworks emphasise the need for continuous monitoring, escalation of pathways, and independent assurance. The evidence indicates that these mechanisms were inadequately implemented (Wallis. 2021).
The discussion further highlights important lessons regarding digital transformation. Many organisations are currently investing in artificial intelligence, automation, and advanced data analytics. The Horizon case demonstrates that technological innovation must be accompanied by effective governance, transparency, and human oversight.
Without these safeguards, organisations may become vulnerable to errors that are difficult to detect and potentially harmful to stakeholders.
[bookmark: _Toc459717336]Comparison with the Literature Review
The findings presented in this study strongly support the literature reviewed in Chapter 2.
The literature review identified technological reliability as a critical component of digital governance. The findings confirm that weaknesses in system design, testing, and monitoring contributed directly to organisational failures.
Similarly, the literature emphasised the importance of board accountability and effective governance structures. The evidence gathered in this chapter reinforces the argument that governance failures played a substantial role in the scandal (Shamseer et al. 2026).
The findings also correspond with existing research concerning organisational culture. Previous studies suggest that defensive cultures reduce organisational learning and increase the likelihood of repeated failures. The Horizon case provides strong empirical support for these conclusions (Shamseer et al. 2026).
The literature review further highlighted risks associated with digital transformation programmes. Many scholars argue that technological implementation projects frequently underestimate organisational complexity. The findings support this position by demonstrating how transition risks extended far beyond technical considerations.
However, the findings also contribute to new insights. While much of the earlier literature focused on technology risk and governance theory separately, the evidence suggests that these issues are deeply interconnected. Governance weaknesses magnified technological failures, while technological failures exposed weaknesses in governance systems (Shamseer et al. 2026).
Another important contribution involves the role of public trust. The scandal demonstrates how governance failures can severely damage institutional legitimacy. This dimension emerged more strongly in the findings than in much of the existing literature. Overall, the findings both support and extend existing academic understanding of organisational governance and technology-related risk.
[bookmark: _Toc1258889949]Implications of the Findings
The findings generate several important implications.
[bookmark: _Toc2024850462]Organisational Implications
Organisations implementing large-scale digital systems should establish robust governance structures capable of independently scrutinising technological performance. Reliance on supplier assurances alone is insufficient (Shamseer et al. 2026).
[bookmark: _Toc983272823]Management Implications
Senior leaders should encourage cultures that promote challenge, transparency, and learning. Employees and stakeholders must feel able to raise concerns without fear of dismissal or retaliation (Shamseer et al. 2026).
[bookmark: _Toc1650576945]Governance Implications
Boards should strengthen oversight of technology projects and ensure that independent assurance mechanisms exist throughout implementation and operational stages.
[bookmark: _Toc1436630516]Public Sector Implications
Public institutions should recognise the ethical responsibilities associated with technological decision-making. Accountability and stakeholder protection must remain central components of governance frameworks.
[bookmark: _Toc914584447]Future Research Implications
Future studies could investigate how emerging technologies such as artificial intelligence create similar governance challenges and what lessons from Horizon may inform future risk management practices (Shamseer et al. 2026).
[bookmark: _Toc12389634]Chapter Summary
This chapter presented and analysed findings relating to the Horizon system failures, organisational governance weaknesses, and transition risks within the UK Post Office. Four key themes emerged from secondary research: technological failures within the Horizon system, governance and accountability shortcomings, organisational culture, and suppression of concerns and weaknesses in managing digital transformation risks.
The findings demonstrate that the scandal was not solely the result of software defects. Instead, technological problems interacted with ineffective governance structures, poor risk management practices, and a defensive organisational culture. These interconnected failures contributed to prolonged miscarriages of justice affecting hundreds of sub-postmasters and severely damaged public trust in the Post Office (Shamseer et al. 2026).
The analysis revealed that excessive reliance on technology, combined with limited independent scrutiny and inadequate stakeholder engagement, prevented organisations from identifying and addressing risks effectively. The critical discussion further demonstrated that theories of governance, organisational culture, and risk management help explain why the failures persisted for so long.
Comparison with the literature review showed strong alignment between existing theoretical perspectives and the empirical findings of this study. However, the case also highlights the need for greater integration between technology governance, organisational accountability, and digital transformation management (Shamseer et al. 2026).
Overall, the chapter concludes that the Horizon scandal represents a significant lesson in organisational governance and technology management. It demonstrates that successful digital transformation requires not only reliable systems but also effective leadership, transparent governance structures, strong ethical accountability, and organisational cultures that encourage challenge and continuous learning. 














[bookmark: _Toc692634960]Chapter 5: Conclusions and Recommendations
This chapter presents the conclusions and recommendations arising from the secondary research undertaken on "An Analysis of the Horizon System Failures, Organisational Governance, and Transition Risks: A Case Study of the UK Post Office." The chapter summarises the key findings of the study and evaluates them against the research objectives. It further provides practical recommendations aimed at improving organisational governance, technology risk management, and accountability within public sector organisations. Finally, the chapter outlines the limitations of the study and identifies areas for future research.
[bookmark: _Toc1680252823]5.1. Summary of the Study
The purpose of this research was to analyse the factors that contributed to the Horizon scandal by examining the interaction between technological failures, governance shortcomings, and organisational transition risks within the UK Post Office. The study was motivated by the importance of understanding how large-scale digital transformation programmes can fail when effective governance and accountability mechanisms are absent.
A secondary research methodology was adopted, involving the collection and analysis of existing academic literature, government reports, parliamentary investigations, legal judgments, inquiry reports, and relevant industry publications. This approach enabled the research to draw upon a broad range of credible sources and provide a comprehensive understanding of the Horizon scandal.
The findings revealed that the scandal was not solely the result of software defects within the Horizon system. Rather, it emerged from a combination of technological shortcomings, weak governance structures, ineffective risk management practices, and organisational cultural issues. The evidence demonstrated that the Post Office continued to rely heavily on the Horizon system despite repeated concerns regarding its reliability. Furthermore, governance mechanisms failed to challenge assumptions surrounding the accuracy of the system, while organisational culture discouraged the escalation of concerns raised by sub-postmasters.
The research also highlighted the significant transition risks associated with large-scale technology implementation. The introduction and operation of Horizon represented a major organisational transformation that required continuous oversight, stakeholder engagement, and risk assessment. However, failures in these areas contributed to prolonged organisational and legal consequences.
Overall, the study demonstrated that digital transformation initiatives require more than technological capability alone. Effective governance, accountability, transparency, and risk management are equally important in ensuring successful implementation and protecting stakeholders from adverse outcomes.
[bookmark: _Toc1718835969]5.1. Conclusions
The conclusions of this study are presented in relation to the research objectives.
[bookmark: _Toc1610258740]5.2.1. Objective 1: To examine the causes of the Horizon system failures
The research concludes that the Horizon system contained technical defects and data discrepancies that challenged its reliability. Evidence from inquiries and legal proceedings demonstrated that software bugs, data integrity issues, and weaknesses in system monitoring contributed to accounting anomalies experienced by sub-postmasters. Although the technology was intended to improve efficiency and modernise Post Office operations, insufficient testing and oversight resulted in failures that significantly affected operational outcomes.
The findings therefore conclude that technological reliability was a critical issue within the Horizon scandal. However, technology itself was not the sole cause of the crisis.
[bookmark: _Toc739436577]5.2.2. Objective 2: To analyse the role of organisational governance in the Horizon scandal
The study concludes that governance failures played a central role in the continuation of the scandal. The Post Office's governance framework did not provide sufficient independent oversight of the Horizon system, nor did it adequately challenge organisational assumptions regarding system accuracy.
Decision-makers appeared to place excessive confidence in technological outputs while failing to investigate concerns raised by stakeholders. Risk management processes were inadequate, and accountability structures did not effectively identify or address emerging risks. Consequently, governance weaknesses enabled technical problems to remain unresolved for an extended period.
The research therefore concludes that governance failures significantly amplified the consequences of the Horizon system defects.
[bookmark: _Toc289458107]5.2.3. Objective 3: To evaluate organisational transition risks associated with digital transformation
The findings indicate that the Horizon project reflected broader challenges associated with digital transformation and technological change. Many organisations focus primarily on technical implementation while underestimating organisational and human factors. In the case of the Post Office, transition risks relating to communication, stakeholder engagement, change management, and organisational learning were not effectively managed.
The research concludes that successful digital transformation requires a balanced approach incorporating technological, organisational, and governance considerations. Failure to address these dimensions can result in severe operational, legal, and reputational consequences.
[bookmark: _Toc637727096]5.3. Overall Conclusion
The overall conclusion of this study is that the Horizon scandal represents a systemic organisational failure rather than an isolated technological failure. The interaction between defective technology, weak governance structures, poor risk management, and an organisational culture resistant to challenge created conditions that allowed injustices to persist for many years.
The case demonstrates that organisations cannot rely solely on technological systems without implementing appropriate oversight mechanisms. Effective governance, accountability, transparency, and ethical leadership are essential components of successful technology management and organisational transformation.
[bookmark: _Toc1931742089]5.4. Recommendations and Action Plan
The conclusions of this study are presented in relation to the research objectives.
Based on the findings and conclusions of this study, several recommendations are proposed.
[bookmark: _Toc539397900]Recommendation 1: Strengthen Technology Governance Frameworks
Organisations should establish dedicated governance structures responsible for overseeing major technology programmes. Independent technology assurance reviews should be conducted regularly to verify system accuracy and identify emerging risks.
Action Plan:
· Create independent technology oversight committees.
· Conduct annual system audits.
· Implement continuous monitoring and assurance processes.
· Report findings directly to senior leadership and boards.
[bookmark: _Toc652226521]Recommendation 2: Enhance Board-Level Accountability
Board members should possess sufficient understanding of technology-related risks to effectively challenge management decisions. Governance arrangements should ensure that technology risks receive the same level of scrutiny as financial and operational risks.
Action Plan:
· Provide governance and digital risk training for board members.
· Include technology risk as a standing board agenda item.
· Introduce independent risk assessment reviews.
[bookmark: _Toc1934058170]Recommendation 3: Improve Whistleblowing and Escalation Mechanisms
Organisations should create environments where concerns can be raised safely and investigated independently. Employees and stakeholders must have confidence that reported issues will receive appropriate attention.
Action Plan:
· Develop confidential reporting channels.
· Strengthen whistleblowing protections.
· Establish independent investigation procedures.
· Monitor and review complaint outcomes regularly.
[bookmark: _Toc1193559089]Recommendation 4: Strengthen Risk Management Practices
Technology projects should be supported by comprehensive risk management frameworks throughout implementation and operational phases.
Action Plan:
· Conduct regular technology risk assessments.
· Develop early warning indicators for system failures.
· Create escalation procedures for critical incidents.
· Maintain detailed risk registers.
[bookmark: _Toc494016784]Recommendation 5: Promote Organisational Transparency and Ethical Leadership
Leadership should foster a culture of openness, accountability, and continuous learning. Ethical decision-making should be prioritised alongside operational efficiency.
Action Plan:
· Implement ethics and governance training programmes.
· Encourage transparent communication.
· Conduct regular culture assessments.
· Integrate ethical performance indicators into management evaluations.
[bookmark: _Toc104232100]Limitations of the Study
Despite providing valuable insights, this study has several limitations.
Firstly, the research relied exclusively on secondary data sources. While these sources included highly credible materials such as inquiry reports, court judgments, and academic publications, the study did not include primary data collection through interviews or surveys. Consequently, direct perspectives from sub-postmasters, Post Office officials, or Fujitsu representatives were not obtained.
Secondly, because the Horizon Inquiry continues to generate new evidence and findings, certain conclusions may evolve as additional information becomes available.
Thirdly, the study focused specifically on the UK Post Office and the Horizon system. Therefore, the findings may not be fully generalisable to all organisations or digital transformation projects.
Finally, some available literature was influenced by retrospective analysis of events, which may introduce elements of hindsight bias when interpreting organisational decisions.
[bookmark: _Toc1315823457]Future Work
The Horizon scandal presents numerous opportunities for further research.
Future studies could utilise primary research methods such as interviews with stakeholders involved in the scandal to gain deeper insights into organisational decision-making processes. Such approaches would contribute to valuable perspectives that may not be fully captured within secondary sources.
Researchers could also undertake comparative studies examining similar technology-related failures across different industries and countries. This would help identify common governance weaknesses and best practices for managing digital transformation risks.
Additionally, future research could investigate the implications of emerging technologies such as artificial intelligence, machine learning, and automated decision-making systems. As organisations become increasingly dependent on complex digital technologies, lessons learned from the Horizon scandal may provide valuable guidance for future governance frameworks.
Finally, longitudinal studies could examine how organisational reforms introduced following the Horizon Inquiry influence governance effectiveness and public trust over time.
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