
 

 

CASE STUDY 

Increasing Personal Impact  

Overview  
“You know, as most entrepreneurs do, that a company is only as good as its people.” 
Kathryn Minshew, Chief Executive Officer, The Muse, a career-development platform. 

When Thorogood, a Business Intelligence Consultancy, wished to improve internal 
communication, client relationships, partner relationships and sales, they recognised this 
truism. So, they worked with Business Psychology Consultants to provide targeted 
development for their client facing Consultants. This case study describes their approach 
and achievements. 

Challenge 
Context 
The client in this case study was Thorogood, a Business Intelligence Consultancy with many 
large blue-chip clients. It had offices in the UK, US and India. Thorogood helped its clients 
make informed business decisions by analysing and reporting on data. For example, it has 
helped car insurance companies work out which claims to investigate as potentially 
fraudulent.  

Thorogood was looking for ways to increase sales, by improving client attraction and 
retention. Whilst Thorogood Consultants received excellent client feedback about their 
technical skills, feedback was less positive on their communication skills and ability to create 
the right impression with clients. For example, one client said of a Consultant that he was, 
“great technically but his ability to communicate, in clear and simple language that business 
users understand, could be better.”  

Factors were identified, which explained the challenge in more detail. The company tended 
to recruit maths, economics, engineering and IT graduates who typically had a strong 
technical focus. And retention was relatively high. So, many senior Consultants had been in 
the company since they were recruited as graduates, and they lacked experience of other 
organisations’ cultures. Also, the multicultural and remote nature of the team and its clients 
made effective communication more challenging.  

Training Needs Analysis 
Thorogood conducted a rigorous Training Needs Analysis (a process of data gathering in 
order to identify the gap/s in employee training and related training needs to be addressed to 
improve employee job performance). The findings suggested their Consultants’ performance 
could be improved in three areas: 

• The primary focus was on relationships with clients, but Consultants appeared to be 
lacking the impact necessary to convert new business opportunities, with new or 
existing clients 

• Consultants needed to maintain strong relationships with partners (such as 
Microsoft), who provide the enabling software for Business Information and Analytics 
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• Consultants needed to work together effectively, to resource and deliver successful 
projects. For example, internal discussions took place to decide which software 
platform to use for each project, and who to allocate to work for each client 

The Role of Psychology 
The overarching theme for Consultant development was improved communication skills, to 
improve their impact. Business Psychology could be used to address this at a fundamental 
level. 

The opportunity for the Business Psychology Consultants was to design an intervention 
which connected the theory of personal impact with practical application, for a group of 
technically minded professionals working on important projects for large blue-chip clients. 

Stakeholder Engagement 
Thorogood approached Persona and other consultancies to understand what interventions 
might meet its requirements to improve the effectiveness of its Consultants. Persona was 
chosen to support this initiative because:  

• It had been a long-term supplier to Thorogood and understood the business  

• It had a highly innovative approach to the development of personal impact  

• Persona’s approach was of a high quality, cost-effective, and offered almost 
immediate results  

Persona adopted an approach to winning this piece of work which is very similar to that used 
by Thorogood to secure new clients. The Business Psychology Consultants listened hard to 
understand requirements. They engaged the Head of Consumer Sales Practice and the 
Human Resources Manager and tested a number of options for meeting those requirements. 
Through a series of calls and face-to-face meetings, they established the confidence of 
Thorogood that they could deliver effectively against the brief. 

Approach 
The Business Psychology Consultants created and delivered a Personal Impact Programme 
for over 30 Thorogood Leaders and Consultants; they led the Programme as Trainers, 
including the face-to-face course. 

Programme Design 
The Programme included a three-stage approach to developing the personal impact of the 
Participants.  

Stage One 

Stage one involved one-to-one calls with each Participant. The purpose of these calls was 
two-fold. Firstly, to understand the specific needs of each individual so that the course 
content could be made as relevant and valuable as possible. For the pilot, this resulted in 
enlisting two Thorogood Consultants to write business cases which could be used in future 
courses. Secondly, these calls started the process of trust building with each Participant. 
The Programme Leaders knew that Participants would be pushed outside their comfort 
zones and wanted to establish trust, as a platform from which to do this.  

Stage Two 

Stage two involved a two-day course with two Trainers and up to eight Participants. Case 
studies were used to recreate the most critical moments where Thorogood Consultants had 
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the opportunity to make an impression on clients. This included elevator pitches, making 
introductions at marketing events, client briefings, testing proposals, and pitch presentations. 

Practical sessions were recorded, and Participants were encouraged to review themselves 
on video. The Business Psychology Consultants leading the course spent an equal amount 
of time exploring the Participants communication, considering: 

• the intellectual aspects of communication (what I say and what techniques I employ) 

• the physical elements of communication (how I use my body and voice)  

• the emotional factors in communication (how I add emotion into what I 
communicate)  

Much corporate training may focus on the intellectual side of communication, but Persona 
took a more holistic approach. They also invited all Participants to dinner at the end of the 
first day, where they continued the trust building and learning process with a number of 
serious games designed to embed the learning from earlier sessions. 

Stage Three 

Stage three focused on post-course learning. This was achieved in two main ways. Firstly, 
Participants had individual action planning sessions with one of the Trainers. This was one 
of the reasons for the 4:1 Participant to Trainer ratio. Participants were encouraged to have 
ongoing development discussions with their Managers to integrate their action plans into 
their development planning. Secondly, for 12 months, Participants received ‘provocations,’ 
monthly messages with reminders of the key concepts and philosophies covered during the 
course. 

Tools Applied 
The Business Psychology Consultants (Trainers) used a selection of well-known and 
proprietary tools to achieve the Programme objectives.  

Persona addresses the relationships between, and interactions of, the individual (“you”), the 
audience, the message and the objective. 

Persona’s approach to improving personal impact focuses on qualities, an approach 
borrowed from the world of drama and applied to business. It encourages people to connect 
their entire body, voice and words to an emotional quality. For example, if a person wishes to 
portray a sense of pride, they start with the feeling of pride. By accessing this feeling, the 
words and body language a person uses, if done properly, connect to pride and cause the 
same feeling in the audience, be that one or many people.  

Three structured tools and models included in the Programme are described below. 

Persona Partnership’s Impact Model 

Persona Partnership’s Impact Model focuses on four sequential stages for consideration 
when making an impact:  

• Speaking and Listening 

• Face-to-face, via email, etc. 

• Referencing presentations, reports, articles, etc. 

• Qualities 

• Excited, hopeful, angry, frustrated, persistent, certain, passionate, aloof, interested, 
focused, non-judgemental, humble, open, etc. 
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• Credibility, Reliability and Intimacy 

• “Businesses move at the speed of trust.” Stephen Covey (Author of the book The 
SPEED of Trust) 

• “Trust is the fabric of relationships,” Steve Apps (Partner, Persona Partnership) 

• Business Results 

• Profitability, budget sign-off, increased revenue, repeat business, efficient processes, 
safe operations, collaborations, etc. 

The Ladder of Inference 

This metaphorical model of cognition and action was originally created by Chris Argyris and 
included in The Fifth Discipline Fieldbook by Peter Senge, et. al., 1994. The ladder of 
inference describes the thinking process individuals go through, usually without realising it, 
to get from a fact to a decision or action. The thinking stages can be seen as rungs on a 
ladder. Facts are first received (reality), then selectively incorporated or filtered. On that 
modified information, the individual may reason or infer, leading to a conclusion or decision. 
Individuals take actions that seem "right" because they are based on what the individual 
believes. 

Emotional Agility 

As defined by Conversant, emotional agility was useful in showing the neuroscience link to 
communication. This model suggests that great communication is an art of correction, not 
perfection. The model places importance on moods, especially in times of change. It 
proposes a cycle of aligning, adjusting and acting, to deliver/derive value when 
communicating. In order to ensure this is effective, attention is paid to the amygdala, the 
‘emotional gateway to the brain,’ as it is sensitive to perceived threats. It can tend to 
overestimate threats. If unchecked, it can create defensiveness which undermines effective 
communication. (Creating acute stress leading an individual to seek to fight, flee, freeze, or 
appease, not necessarily for the right reasons). This builds on work from the 'fight-or-flight' 
response, first described by Dr. Walter Cannon in 1915.  

Measuring Success 
The objectives for the Programme were clearly identified and agreed with the client. The 
evaluation process involved both post-course evaluations and longer-term measures of 
success as follows: 

• Improvement in client feedback specific to the communication ability of Thorogood 
Consultants 

• Anecdotal feedback from the Managing Director of Thorogood, Trevor Jones, that the 
impact of Consultants was improving 

• Evidence and longer-term trend data on the impact of the initiative on sales 

After the pilot, Thorogood conducted an internal review to ascertain whether the Programme 
was delivering value. At that point they also gave feedback to be incorporated into future 
versions of the Programme. 

Outcome 
Success Measured 
Programme objectives included dramatically improving personal impact, such as: 
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• Exploring and discovering self as a powerful tool for communication 

• Connecting with others using the personal impact framework 

• Utilising the voice and the body for maximum effect 

• Understanding the role of the brain in impact 

• Developing powerful discourse 

• Addressing bad habits 

The Kirkpatrick Model was used to measure the effectiveness of the project. (Kirkpatrick, 
1955.) The model assesses increasing impact at four levels: reaction, learning, behaviour 
and results. 

Level 1: Reaction  
The Business Psychology Consultants used an evaluation form to capture data about the 
immediate impact of the Programme. The average rating across all Programmes in the first 
year was 4.5 out of 5.  

Level 2: Learning  
Each Participant was requested to submit the following to their Managers, for incorporation 
into the performance review cycle.  

• Up to three development actions to improve personal impact 

• Up to three development actions to support business development at Thorogood 

These actions were collated by Persona and the HR Manager followed up with each 
Manager to check progress. 

Level 3: Application of Skills 
Nine months into the project, a follow-up survey was conducted to understand the longer-
term impact of the Programme. The questionnaire included: 

• Please rate on a scale of 1-10 how you would score yourself before attending the 
course on these key elements 

• Please rate on the same scale of 1-10 how you would score yourself now 

• Shallow conviction (1) to Deep conviction (10) 

• Uninspiring communication (1) to Inspiring communication (10) 

• Presence that undermines confidence (1) to Presence that builds confidence (10) 

• Weak voice projection (1) to Strong voice projection (10) 

• Low gravitas (1) to High gravitas (10) 

• Little emotional connection (1) to High emotional connection (10) 

• Low emotional resilience (1) to High emotional resilience (10) 

• Low assertiveness (1) to High assertiveness (10) 

• Gets overly stressed when things get uncomfortable (1) to Can take the heat when 
things get uncomfortable (10) 

• Uncomfortable in first time new situations (1) to Good in first time new situations (10) 

• In your own words, please describe how you feel you have benefitted from 
participating in the Personal Impact Programme, if at all? 
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• What actions, if any, have you taken that could lead to more business for Thorogood 
as a result of participating in the Personal Impact Programme? 

• In your own words, please describe how your participation in the Personal Impact 
Programme has benefitted Thorogood in general, if at all? For example, improved 
client feedback, new business, better internal relationships, etc. 

Level 4: Business Results  
After 12 months, the Business Psychology Consultants reviewed two business metrics with 
the aim of tracking organisational impact: client satisfaction scores and revenue figures. 

The biggest indicator of success was unsolicited positive internal and client feedback, very 
soon after a Consultant had attended a Programme. This was widespread and too frequent 
to attribute to other factors. For the period of the Programme, this was the only ‘soft skills’ 
intervention, so any significant changes could be attributed to it. 

What was harder to establish in a concrete way was the impact of the Programme on 
increased sales leads and revenue, the ultimate aim. For example, Thorogood regularly 
conducted Business Update Marketing Seminars which led to new business. It was possible 
that the more impactful approach used by Thorogood Consultants at these events post-
training led to higher conversion rates, however, it would be bold to rule out other 
explanations completely. 

Lessons Learned 
The greatest learning from the Programme was the requirement for almost instantaneous 
feedback and constant repetition to catalyse change. For example, if a person was not 
articulating words effectively, that ‘habit’ required consistent conscious effort to change. The 
only real chance of creating lasting impact was to pick up on the key learning areas for each 
Participant as soon as possible and keep reminding them to try a different approach.  

Any change then required further practice back in the workplace. The value of putting a large 
proportion of Thorogood Consultants through the same Programme was that they were able 
to support each other’s progress.  

However, on reflection, the Consultants could have identified key learning areas for each 
Participant more quickly and facilitated the support network within Thorogood to embed 
learning more formally.  
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