
Consumer Duty
A guide to building your Implementation Plan



The Consumer Duty regime introduces
cross-cutting rules designed to the FCA’s
specific expectations under
the new regime. 

The Cross Cutting Rules are to:

• act in good faith;

• avoid causing foreseeable harm;

and

• enable and support retail
customers to achieve their    
financial objectives

The Four Outcomes relate to:

• products and services 

• price and value
• consumer understanding
• consumer support.

In July 2022, the FCA finalised its new Consumer Duty rules, which will apply to nearly all firms regulated by the FCA. The rules introduce a
new Principle for Business (the “Consumer Principle”) which requires firms to deliver good outcomes for retail customers. This 
requirement extends to customers with whom the firm has an indirect relationship. 

The FCA has devised four “outcome” areas they
wish to see under the Consumer Duty, which
represent some key elements of the firm-
consumer relationship identified as critical to 
delivering good outcomes for retail customers. 

Introduction and Background

The                              
Customer                         
Principle

The Cross Cutting Rules

The Four Outcomes



By this date, firms must be
able to demonstrate 
compliance with the 
consumer duty rules in full. 

There is a further deadline of 
31st July 2024, when closed 
books must also be in 
compliance with the 
Consumer Duty.

By 31st October 2022, relevant firms will need to agree an Implementation Plan which has been 
thoroughly scrutinized, challenged and approved by the Board (or equivalent body).  

The full rules come into force for all “open” and new products and services on 31st July 2023, All affected 
firms will need to create and execute an Implementation Plan prior to this date.

• The Board must 
have agreed an 
implementation 
plan

• The Board must 
be able to 
evidence that the 
plans have been 
thoroughly 
scrutinised and 
challenged

31st October 2022 30th April 2023 31st July 202431st July 2023

• Reviews of open 
products must be 
completed with 
relevant 
information 
shared with any 
distributors

• Firms must 
comply with the 
Duty in respect 
of all existing 
products and 
services

• Firms must 
comply with the 
Duty for all 
closed books

Implementation Milestones

Implementation Timeline



Conducting a Gap Analysis
Before creating the Implementation Plan, every firm should take steps to assess the full impact of the Duty and consider how all the 
requirements will be successfully implemented. This can be initially conducted through a Gap Analysis. Detailed below is a non-exhaustive list 
of areas which will need to be factored into your plan. 

• Identified which part of your business the new 
Consumer Duty rules apply to 

• Identify applicable customers

• Understand the territorial scope of your business

• Review your pricing policies

Mapping your 
Business

• Appoint a “Consumer Duty Champion” at Board 
level?

• Select key individuals responsible for the project

• Create a RACI matrix

• Design reporting mechanisms, including at Board 
level, to track progress and identify threats

Governance and 
Oversight

• How is awareness of Consumer Duty embedded 
into your organisation and with your suppliers? 

• Do your remuneration practices encourage and 
reward Customer Duty-based outcomes?

• Have you processes and resources in place to 
conduct remediation activities that may be 
identified by this Gap analysis (e.g., remediation 

team, third party suppliers, financial resources)

Embedding 
Consumer Duty

• Have you classified your business services into 
either “live” or “closed” products?

• Have you conducted a review of your design 
processes?

• Are your products and services tested and 
approved, prior to implementation?

• Do you have properly established governance and 
sign-off processes, to ensure you continue to meet 
your obligations?

Products and 
Services

• Have you reviewed your pricing policies to ensure 
that the value requirements are being met?

• Have you implemented a framework to ensure that 
your products and services are offering fair value 
(“fair value assessment”)?

• Can you provide evidence that the chosen 
framework does offer fair outcomes to customers? 
(Consideration of fees, charges, and cost factors)

Value and Price

• Have you assessed the impact on your suppliers?
• Have you reviewed your due diligence processes to 

ensure that they remain effective?
• Are you ensuring that the requirements of the 

Duty are reflected in third-party services?
• Have you reviewed legal agreements to ensure 

they fully support your obligations?
• Have you devised a process to monitor compliance 

by your suppliers?

Relationships with 
Suppliers



Conducting a Gap Analysis (ii)

• Map all relationships where your firm is materially 
influencing aspects of:
• Target market;
• Design;
• Performance, operation, price, and/or value of a 

retail product or service;
• Preparing or approving customer communications; or
• Customer support

Indirect 
relationships

• Are your T&Cs clear and presented in a manner that is 
easy to understand for your target audience? What 
evidence do you have to support your view? 

• Are key points actively highlighted to customers and 
appropriately prioritised in the T&Cs?

• Do the specific terms in your T&Cs avoid deliberate 
friction points and allow customers to make decisions 
which are in their best interests?

Terms and 
Conditions

• Do you take steps to understand the level of 
sophistication of your customer base? 

• Do you tailor your communications, ensuring they are 
understood by your target audience (e.g., 
communication method, language, etc)?

• What processes do you have in place to periodically 
test that customers continue to understand the 
services you are offering (e.g., feedback requests, 
complaints levels, etc)?

Consumer 
Understanding

• What process do you have in place to support 
customers throughout your product lifecycle 
(especially post-sale)? 

• What process do you have in place for monitoring 
complaints from a Consumer Duty perspective?

• How is negative customer feedback transformed into 
improving customer outcomes?

Consumer 
Support

• Have you devised metrics to monitor your compliance 
with the Consumer Duty on an ongoing basis?

• Have you devised an appropriate monitoring 
framework?

• What processes do you have in place to determine 
changes to your product offering continue to meet your 
Consumer Duty obligations?

Indirect 
relationships

• Devise an appropriate process for both internal and 
external communication

• The communication process should include timely, 
informative, and appropriate messages, tailored for 
each recipient, highlighting progress with or risks to 
the Implementation Plan

Communications



Sample Implementation Plan
Firms will be required to undertake a wide-ranging review of their current activities and will therefore need to create a robust plan, to 
manage every stage of the implementation process. Implementation Plans must be tailored to each firms needs and obligations. With 
this in mind, we have set out below some of the key steps we believe a firm will need to take in order to complete a thorough review of 
its Consumer Duty obligations, and any subsequent remediation activities.
Step Stage Activity Action(s) Owner Start Finish Deadline
1 Establishing the 

Project
Project Leadership Agree the individual(s) responsible for the 

Implementation Plan

2 Establishing the 
Project

Project Planning Agree an Implementation Plan setting out key 
deliverables, deadlines and success factors to 
ensure compliance with the new regulations 
ahead of the regulatory deadline

31st October 
2022

3 Establishing the 
Project

Project Responsibilities Create a RACI, identifying the individuals 
responsible for tasks within the Implementation 
Plan and the lines of reporting. This must include 
processes for the testing and approval of all 
remediation activities

4 Governance and 
Oversight

Project Reporting Design reporting mechanisms, including at Board 
level and with the FCA, to track progress with, or 
risks to, the Implementation Plan.  In the case of 
the Board this should include a regular 
opportunity to update the Board on the state of 
activities relating to the Implementation Plan

5 Governance and 
Oversight

Risk Management Conduct a review of current risks and ensure that 
any new risks arising from the Duty are 
incorporated into your risk register



Step Stage Activity Action(s) Owner Start Finish Deadline
6 Implementation 

Tasks
Mapping of Services Establish a comprehensive list of "retail market 

business", including any "ancillary activities"

7 Implementation 
Tasks

Mapping of Services Prioritise existing services over closed books 
(where possible)

8 Implementation 
Tasks

Customer Review Identify customers to which the Consumer Duty 
applies and conduct an assessment of the 
customer’s needs in relation to the services that 
are being provided

9 Implementation 
Tasks

Customer Journey Conduct an exercise to understand the customer 
journey for each aspect of the services that have 
been mapped

10 Implementation 
Tasks

Policies and Procedures Conduct an exercise to assemble all relevant 
policies and procedures

11 Implementation 
Tasks

Relationships with 
Suppliers

Create an inventory of all relevant suppliers and 
services they provide.

12 Implementation 
Tasks

Relationships with 
Suppliers

Conduct a risk assessment of relevant suppliers to 
determine ability to  comply with the Duty (both 
now and in the future)

13 Implementation 
Tasks

Relationships with 
Suppliers

Conduct a review all supporting legal 
documentation, identifying areas requiring 
amendment

Sample Implementation Plan



Step Stage Activity Action(s) Owner Start Finish Deadline
14 Implementation 

Tasks
Indirect Relationships Map the relationships where the firm may be 

providing applicable services on an indirect basis
15 Implementation 

Tasks
Gap Analysis Design a GAP analysis tool capable of objectively 

assessing the information that has been gathered
16 Implementation 

Tasks
Gap Analysis Conduct a Gap analysis in relation to the 

information that has been gathered, with all 
conclusions supported by clear evidence and 
objective data points

17 Implementation 
Tasks

Gap Analysis Complete Gap analysis and share information 
with relevant distributors 30th April 2023

18 Remediation Tasks Remediation Action 
Plan

Along with the key stakeholders identified in the 
RACI, agree an action plan intended to bring all 
current products, services and systems into line 
with the Consumer Duty rules

19 Remediation Tasks Remediation Activities Execute the agreed plan to complete all necessary 
remediation tasks. Actions may include:
• Changes to the development and approval 

process for new products
• Changes to existing products to bring them 

into compliance, such as changed 
disclosures, or the removal or addition of 
product features

• Re-pricing of services
• Replacement of key service providers

20 Remediation Task Remediation Testing Conduct robust testing for each area of 
remediation, incorporating a defined sign-off 
process

Sample Implementation Plan



Step Stage Activity Action(s) Owner Start Finish Deadline
21 Remediation Tasks Termination of non-

compliant services
In certain situations, the termination or 
suspension of products, services or jurisdictional 
activities may be required. This could result in a 
variation of current regulatory permissions

22 Remediation Tasks Training and Awareness Devise and deploy comprehensive training for all 
relevant employees and associates

23 Remediation Tasks Project Closure
(Existing products and 
Services)

Conduct a formal exercise to determine that all 
tasks have been completed to a satisfactory level 
and in accordance with the success factors agreed 
in Step 2 of this plan

31st July 2023

24 Remediation Tasks Project Closure
(Closed products and 
services)

Conduct a formal exercise to determine that all 
tasks have been completed to a satisfactory level 
and in accordance with the success factors agreed 
in Step 2 of this plan

31st July 2024

25 Monitoring and 
Review

Ensuring continued 
compliance with the 
Duty

Establish a process for the regular review of 
Consumer Duty-related behaviours, incorporating 
a process for formal reporting the findings to the 
Board

Sample Implementation Plan
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