
 

 

CASE STUDY 

Awaken, Connect and Act 

Overview  
As the UK’s “biggest and best” protection broker, LifeSearch was built on an ethos of getting 
to know their customers, giving advice and guiding them to the best decision on life cover 
which suits them personally. 

This is the account of their journey to progressively recapture their original values, reform 
their culture and radically improve engagement across their business over a three-year 
period. 

Challenge 
LifeSearch faced a clear challenge. The annual attrition rate in their team of 100 Sales 
Advisers, for key customers, had risen to 39%. This was detrimentally affecting morale and 
adversely impacting sales and profitability. Because of the seriousness of the challenge, it 
was tempting to look for a “quick fix.” But they knew that a short-term focus would not 
address the root cause of the issue, and any initial improvement in results would likely be 
superficial and unsustainable. So, the Board wisely committed instead to a long-term 
transformation plan to reform the culture.  

Defining the LifeSearch culture and values would have been easiest if owned by the Board 
and cascaded through the organisation. The alternative, of engaging employees in the 
process, would be significantly more time consuming and expensive. But the Board 
recognised the value of involving everybody in the process. So, they made the more costly 
choice to involve all employees from an early stage.  

Approaching this undertaking, they knew that traditional ‘corporate’ communication 
strategies were not particularly engaging. Finding alternatives would be more challenging, 
but necessary to gain support from all employees (LifeSearchers). So, they challenged 
themselves to consider options that would be more natural to their teams, emulating social 
relationship communication, on social media etc., to find something that would more 
effectively enable all LifeSearchers (across three sites and those working from home) to 
engage and interact with each other.  

And looking ahead, once the LifeSearch culture and values were defined, they would need 
to find a self-sustaining way to bring these to life, to have them reflected in the behaviour of 
their LifeSearchers. For this, they wanted a simple, easy to understand and follow solution 
that could be embedded into the way their employees worked; a tried and tested solution to 
really connect employees with the LifeSearch values in a practical, meaningful way. And for 
this, they elected to apply Business Psychology. 

Approach 
LifeSearch sought to achieve genuine employee engagement by creating an environment 
where all employees believed that their work was good in a social context. They wanted all 
employees to work together to see how good they could get. They wanted employees 
motivated to work not just for money, but for a more rewarding, challenging, happier working 
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environment, where they would do more good work for more customers. Their message was 
simple: it was down to all employees to make LifeSearch their business.  

They believed, by collectively focusing on what they wanted to be as a business, the 
principles by which they wanted to deliver, and the behaviours associated with success, the 
organisation’s soul could be unleashed. “Your organisation becomes all it can become 
because everyone is heading in the same direction and living with the same vision and 
values,” according to Richard Barrett, Chairman and Founder of the Barrett Values Centre 
and Author of “The Values-driven Organization: Unleashing Human Potential for 
Performance and Profit” (2013). 

A Staged Approach 
LifeSearch took a long-term perspective and set out on a long-term Change Programme. 
Over the next three years they progressed through three-stages of change. 

The first stage, they called ‘Awaken,’ involved everyone across the LifeSearch business to 
define and awaken their culture, and restate their long-standing values. 

The second stage, they called ‘Connect,’ focused on creating a simple practical way for all 
LifeSearchers to engage with the values and each other, They were supported to share 
knowledge, support, recognition and rewards with each other ‘Facebook style.’ 

The final stage, they called ‘Action,’ required a simple way for people to apply the 
LifeSearch values to their behaviour at work every day, delivering true engagement with 
each other, the brand, and their customers. 

Awaken, Connect, Action was the approach, that describes what was done. But they 
believed that what was more important was how it was done. 

Awaken 
Leadership from the top was crucial for success and their senior leadership team played a 
critical role: LifeSearch’s Leadership team: 

• provided a clear and concise articulation of their purpose and values, the foundation 
for this work  

• led 11 workshop groups, including all employees, to find out how it felt to work for 
LifeSearch, how they wanted it to feel, what they had got right and what needed to 
improve  

• presented back the new Culture Statement and Values, in words the employees 
recognised 

• personally ‘lived’ the values and daily practices (see below), communicating these at 
a practical level 

LifeSearch’s culture was described as follows: 

• Our culture holds people at its heart and the most important people of all are our 
customers. To do right by our customers we have a culture that’s target driven, 
rewarding and fun. This culture drives the need for organisation-wide teamwork in a 
competitive yet respectful atmosphere. Our culture encourages us to try out new 
ideas and give change a chance 

LifeSearch’s values were described as follows: 

• Openness: I am transparent with my customers, my colleagues, my Manager and 
Coach and gladly share what’s right and wrong. I speak my mind. I am 
communicated with in a very open way and understand I am told as much as I can be 
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• Honesty: I am truthful with my customers and everyone around me. I accept others’ 
truths 

• Excellence: I work hard, as does my team, to deliver the very best of our customers, 
our business and our colleagues 

• Tolerance: I celebrate that every one of us is different and I respect those differences 
and don’t judge. I realise not all of us will get it right every time. I accept my own 
mistakes and those of others 

• Care: I care about my job, my colleagues, the success of my business and doing the 
right thing for my customers. I am passionate and energetic 

Connect 
With LifeSearchers empowered and engaged to a greater extent, they moved to the next 
stage: Connect. 

In this stage they recognised the power of social media and introduced an internal 
Facebook-style newsfeed and blogging platform (intranet). This allowed everybody to 
communicate about the LifeSearch values in an open forum, used to recognise colleagues, 
share client feedback and the like. There was little in the way of “rules” so employees 
understood that they were empowered and trusted to make appropriate comments. 

Daily practices, which demonstrated how these values could be brought to life, were then 
described. 

For both the intranet and the practices, they created Champions teams (volunteers and 
nominees) who led the initiatives and engaged others. This ensured those closest to service 
delivery had the responsibility to support success. The Champions were supported with 
quarterly reviews and an annual in-depth health-check.  

Action 
LifeSearch wanted to offer a simple way for people to apply the values to their behaviour at 
work every day. To achieve this, they adopted the “31Practices” approach. 

31Practices® is a trademarked tool which helps employees bring the brand of their 
organisation to life through their behaviour. The 31Practices method weaves together 
principles and practices from psychology, sociology, philosophy, neuroscience, leadership 
and business to significantly enhance customer and employee satisfaction and loyalty. This 
is described in more detail in the book, “The 31 Practices,” co-authored by Alan Williams and 
Alison Whybrow PhD BSc CPsychol., first published in 2013. 

This approach is applied by engaging all employees to define what the organisation’s core 
values look like in day-to-day terms and, together, creating a set of 31 Practices (one for 
each day of the month). The impact of daily practices is then gathered through stories and 
hard data. Based on learning theory, the process of creating, testing, performing, reflecting, 
and refining is at the heart of embedding and sustaining these ongoing habits. Due to the 
simplicity of one practice each day, people entering the workplace, even temporarily, learn 
how to “be” with ease. 

At LifeSearch their use of this approach included a strong focus on personal responsibility 
for employees generally: 

• All employees were involved in creating the LifeSearch Values and 31Practices, 
instilling a strong collective sense of ownership 

• All employees were aware of the LifeSearch purpose, and conscious about the value 
they could add – every day. (For example, on the 15 th day of every month, the daily 
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practice is: “I track how well I’m doing and how this contributes to LifeSearch 
protecting more families” 

• Workshops were held to explore how to embed the 31Practices and values at a 
systems level, for sustained delivery of behaviour  

• Desktop flip-over calendars, detailing LifeSearch’s purpose, values and 31Practices 
were supplied and made more appealing, and the concepts more accessible, with 
relevant graphics 
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31Practices Examples 

  

  

  

The three stages of Awaken, Connect and Action were highly interdependent, so they had a 
cumulatively beneficial impact. LifeSearch also used simple but effective support 
mechanisms.  
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Outcome 
LifeSearch gathered qualitative and quantitative indicators of the impact of the Change 
Programme. The clarification of their culture and values, deployed with the 31Practices 
approach, was expected to impact: 

• Employee retention 

• Performance, engagement and service delivery metrics 

• Day to day habits and organisational decision making  

Quantitative Evidence 
Metrics tracked showed: 

• The annual attrition rate in their team of 100 Sales Advisers, for key customers, had 
dropped from 39% down to 21% in the third year 

• Customer feedback ratings increased from 91.6% (in the first week of 31Practices 
being used) to 95.6% 

• Weekly policy completions increased by 104  

• The “inspiration score,” from LifeSearch’s Inspirometer (representing employees’ 
engagement with the Practice of the day) averaged at 91%  

• Engagement, measured by employees’ contribution of ideas for improvement, was 
positive: 174 improvement ideas were received in the final stage of the Programme. 
Of those, 37% were implemented and a further 36% were planned for 
implementation 

Engagement with the intranet was also positive. In a matter of months, nearly 1,000 
employee posts were added to the site. Some specialist teams elected to set up their own 
team sites. And over 120 blogs and posts were registered in response to the Change 
Programme newsfeed. 

Qualitative Evidence  
The 31Practices were noticeably included in the daily operation of the business, including 
references at team meetings, in coaching sessions, and performance reviews. Managers 
and teams created incentives and competitions to support the 31Practices. Their recruitment 
team adapted and applied the 31Practices for their recruitment process. And, when 
LifeSearch showcased their 31Practices, they won an Employee Engagement Award. 

The intranet became the key channel for communication in the organisation and their 
employees engaged with each other more than ever before. 

The Champions teams (volunteers and nominees), who led the initiatives and engaged 
others, continued in their activities, tracking ongoing actions and considering potential 
improvements. 

Feedback Collected 
These quotes reflect individuals’ observations, after the Change Programme: 

• “I’ve not worked in a company before where everyone is included in the process. I’ve 
really enjoyed my role as a Champion helping our culture come to life in my part of 
our world.” – Rich Welch, 31Practices Champion 
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• “The process we’ve gone through of Awaken, Connect and Action has reinvigorated 
our business, seen us deliver even more to clients, engage our people more 
successfully than ever and really made us stand out in our industry.” – Tom Baigrie, 
CEO 

• “To be honest, I never really quite knew what culture and values meant. The culture 
statement that was agreed really feels like what I want my work life to be, and it does 
feel like that day to day and not in a preachy, rammed down your throat kind of way.” 
– Chloe Arnold, Tele-Interviewer 

• “Our business has always had a standout culture and I am determined for us to retain 
that family feel as we grow ever-bigger. I truly believe that we now have the 
springboard for even greater things.” – Tamsin Parker, People & Culture Director 

A video discussion of this case study is available online at: https://youtu.be/tfTGQ15VDuA  
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