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Case Study: How a Principal Firm ‘\.L-»
Used Process Documentation to t»
Demonstrate Control of
Appointed Representatives

What The Client
Said:

“We have been able
to improve
understanding of
business procedures
across the board,
thus decreasing
inefficiency. With the
documented
governance and
oversight process
mapping, we are
able to on-board and
manage our
Appointed
Representatives
effectively by
ensuring that all
related work follows
the agreed process
maps. This helps
improve efficiency
and is also a useful
tool that we can
share with our
Appointed
Representatives to
better explain the
requirements
Additionally, we have
been able to upskill
existing staff with
knowledge of other
processes in the
business and reduce
instances of single-
user dependency.
The process was fully
supported and
facilitated by [Map
Your Process] who
made everything
simple from start to
finish”

Head of Compliance

Vil

Background

* Our client, a principal firm within the insurance sector, engaged Map
Your Process (MYP) to document and review their processes relating
to the management of Appointed Representatives.

* This was driven by a thematic review by the Financial Conduct
Authority (FCA) which highlighted areas of concern across the
industry, particularly around oversight and control.

* The client felt that their ways of working fell short of what was
required by the regulator and sought external help to identify and
correct any issues.

Requirement
* The client wanted MYP to assess the existing controls, identify where

risk points existed and bring consistency to how they managed their
Appointed Representatives (AR) network.

/ “Having process maps of the systems and \
controls in place to manage our Appointed
Representative network governance and
oversight, reduces the risk to our regulatory
obligations”

\ Head of Compliance /

Approach - Documentation

« Our start point was to identify all processes that supported AR
management by first creating a process hierarchy (e.g. onboarding,
monitoring, action) and then the underlying processes.

+ The detailed process maps were created by interviewing the
members of the compliance team responsible for performing the
various activities.

* Each process was enriched to show information around risk points
and the associated controls (where present).

* Processes were reviewed with other members of the compliance
teams to identify any instances of variation.
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About Map Your
Process

Map Your Process
provides a range of
process management
services to small and
medium-sized
businesses across
various sectors. This
can range from
focused process
mapping, to process
re-engineering, to an
outsourced process
management solution.

Our solutions can help
to drive cost savings,
achieve greater
efficiencies, improve
regulatory compliance
and the eliminate key
person dependency.

Strong process
documentation can
also provide a
foundation for
automation, improved
project success and
ISO accreditation.

Our team brings
significant experience
from both a project
and process
improvement
background from
companies such as
JPMorgan, Ernst and
Young, Siemens and
Royal Bank of Canada.
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Approach - Analysis and Improvement

+ Once the processes were captured, we focused on three key areas:
insufficient or missing controls, ineffective escalation processes, and
process simplification.

» Created a basic risk register to understand where the key risks existed
and provide evidenced guidance on where controls needed to be
improved.

* Built escalation paths for each process by initially understanding the
ultimate sanction available, and then working back to ensure all other
actions carried an escalation to that point.

» Different ways of working were reviewed with the Head of
Compliance to develop a ‘best of breed’ way of working.

* Overlaid the updated maps with clear guidance as to what
constituted a breach at all relevant points of the process.

/ “We have since used this process library to \
demonstrate all the systems and controls in
place at our firm when tendering for new
business and responding to due diligence
requests.”

K Head of Compliance /

What We Delivered

+ A documented, agreed view of all processes related to the
governance of the Appointed Representatives network..

» Elimination of all instances of process variation.
» Clearly identified and defined controls to mitigate all instances of risk.

» Specific escalation processes attached to each control point,
providing clarity around the triggers and escalation points.

+ Aclear process for raising, assessing and implementing any change
requests to the as-is way of working.

+ The means for the client to provide a clear, specific response to
regulator requests, resulting in a first time approval.

+ Additional versions of the process maps to provide to Appointed
Representatives to show what they needed to do to ensure
compliance.



