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OVERVIEW

We worked with Unlocked to introduce an animated 
Situational Judgement Test (SJT) to their prison officer 
recruitment process. The SJT provided a robust and 
efficient way of both increasing engagement and 
improving the calibre of people coming through to the 
Assessment Centre, with reduced adverse impact. This 
work not only achieved its aims but has been recognised 
within the industry as an example of best practice and 
innovation in recruitment.

CHALLENGE

At Unlocked Graduates, the challenge throughout the 
selection process was to ensure they were recruiting 

applicants who could meet a high standard of 
behavioural competence, whilst educating them on 
the role of a prison officer and what to expect on the 
programme, and to do so in a manner that minimised 
adverse impact. 

APPROACH

To design the bank of scenarios, Sten10 started the 
process by running job analysis meetings with individuals 
and focus groups. We wrote a wide range of scenarios, 
working with Unlocked to ensure that these scenarios 
were both targeted and varied enough to assess 
Unlocked attributes, and educated applicants on 
different elements of the programme. After an initial 
pilot to check the quality of questions, we eventually 

RUNNER UP

EXCELLENCE IN CUSTOMISED ASSESSMENT
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piloted fifteen final scenarios on 100+ participants on the 
programme to help set a pass rate.

Unlocked wanted to create visual and interactive 
resources alongside each scenario, however due to 
Covid restrictions and security, they were unable to 
film in prisons and therefore explored options involving 
animation. Previous research indicated that adding a 
video element not only increased the validity of the test, 
but also reduced adverse impact; 

therefore, we advised this would likely support 
Unlocked’s aims. Unlocked put out a tender for an 
agency to support with creating the animations and 
commissioned ‘Digifish’ to work with them. We supported 
in the choice of supplier by reviewing their example 
items and previous work. There were several challenges 
when creating the animations that needed to be 
overcome:

• How to depict the prison environment without it being 
too bleak; avoiding traditional “prison imagery.”

• Ensuring the characters were not clearly identifiable 
by gender or race, to avoid stereotyping.

• Creating animations that would not impair the 
assessment purpose or guide applicants in any way 
to a specific response.

• Whether to include music/voiceovers and how to 
avoid bias with this.

• Obtain sign off from the Ministry of Justice that the 
animations did not falsely depict the role of a prison 
officer.

We addressed these challenges by having regular 
meetings with Digifish and Unlocked and discussing 
feedback with the animator at the early stages to 
establish the look and feel of each scenario. 

• We felt that opting for a grey character and subtle 
depictions of the uniform would address any issues of 
personally identifying with the individual, would make 
the scenario clear, and would avoid a very “prison-
specific” look. 

• We included a voiceover but opted for a neutral 
accent that we signed off as unlikely to induce bias. 
We selected a female voice for the voiceovers to 
challenge the psychological phenomena known 
as ‘stereotype threat’; whereby people who do not 
feel they may ‘fit in’ to a role or organisation tend to 
perform worse due to interfering thoughts. This also 
challenged the stereotype that all prison officers are 
male.

• Adverse impact was also minimised by providing 
practice materials in advance. 

OUTCOME

The Situational Judgement Test was launched with 
fifteen scenarios and corresponding animations in 
September 2020. A significant impact was seen in terms 
of Unlocked’s core objectives:

• Increase in completion rates of 75%, achieving over 
and above Unlocked’s initial target of 70%, and 
nearly doubling their previous conversion rate.

• Difference in sift-out rates for those from ethnic 
minority backgrounds improved from 20% to 13%.

• As a final point, Unlocked was pleased to see that 
22% of those who passed the assessment centre were 
in the above average percentile score of the SJT, 
compared to 16% of those who passed telephone 
screening. This demonstrated that the Situational 
Judgement Test showed some predictive criterion 
validity for later stages of the assessment process and 
was therefore a suitable sifting tool that delivered 
quality applicants to the organisation. 

Positive feedback from applicants who went through the 
application process included the following:

• “The Situational Judgement Test was a really helpful 
and short insight as to what working within a prison 
would be like. Picking an answer that would be your 
natural instinct / approach within a certain situation 
allows you to see if you would be able to handle 
issues that do arise in a challenging environment and 
alert you as to whether the role would be for you.”

• “The Situational Judgement Test gives you a really 
good insight the overall values that Unlocked hold. I 
found it helpful with what to expect at the assessment 
centre and it also gives you an idea of the kinds of 
things you are likely to come across whilst on the 
scheme.”

• “It’s a great way to find out whether you think that 
you would be a good fit for the role!”

• “It really made me realise that this is 100% the ideal 
job for me, learnt what the prison officer role entails, 
and although I acknowledged that the situations can 
be really challenging, I became so excited by the 
possibility of working for Unlocked and being able to 
make the right decisions and help change people’s 
lives, which motivated me more.”
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OVERVIEW

“Do you know how you are perceived by others?”. 
Personality and soft skill perceived by others greatly 
impact the success, career, and well-being of a person. 
The aim of Vima, the company and its solution ILA, 
is to democratize the benefits of building external 
self-awareness to all levels of the workforce and help 
individuals turn these insights into strengths for their 
own success and the one of their companies. ILA is an 
innovative solution combining expertise in behavioural 
psychology and machine learning to predict perceived 
personality traits and soft skills from brief video recordings 
whilst reducing individual and gender bias. 

CHALLENGE

Human behaviour is a window into internal psychological 
functions. Understanding the connections between 
behaviours and their underlying factors such as 
personality, soft skills, and emotions, brings value 
wherever humans are at centre of processes.  

Until recent years, firms relied on self-report 
questionnaires or small windows of behavioural data to 
gain insight into human factors affecting their business. 
Thanks to technological innovations in the past decade, 
we have entered an age of ubiquitous computing, 
multiplying, and magnifying the windows by which 
we can observe and interpret human behaviour1. 
In particular, high-quality video has become widely 
available thanks to cameras in smartphones and user-
friendly sharing platforms.  

Business Psychologists interested in widening their toolset 
for human assessment and deepening their behavioural 
understanding of human factors at work can profit 
from advancements in the field of computational 
science. Together with AI engineers and data scientists, 

Business Psychologists can craft new ways to measure 
latent constructs in professionally relevant contexts 
using video-based automatic behaviour extraction 
techniques. These provide the foundation for building 
machine learning (ML) systems to infer psychological 
traits and states such as personality, emotion, and skills. In 
contrast to high-quality but time-consuming behavioural 
assessments and interviews for example, intelligent 
AI/ML systems support the Business Psychologist with 
standardized, scalable and adaptable assessment tools. 

However, early adoption of AI to assist human decision-
making such as job-matching has highlighted a major 
blind spot leading to algorithmic bias and discrimination. 
Causal investigations (company audits and published 
research2,3) indicated that AI/ML systems struggle to 
find quality “ground truth” data to train algorithms and 
the explain the model’s predictions. Many of these 
systems rely on large but poorly defined data sets that 
bias results. In addition, algorithms are being applied on 
different contexts than the one they were designed for, 
wrongly assuming that they extrapolate.  

On the flip side, the process of building reliable 
and accurate measurement tools is one of the key 
competences of psychologists. Business psychologists 
are also needed to define appropriate contexts of 
application. Thus, the challenge for AI/ML systems is to 
integrate the methodological rigor and conceptual 
knowledge of specialists in human assessment in the 
development and application of these systems.  

Vima is a Swiss start-up that integrates the know-how 
and knowledge from psychology and computational 
science. In 2018, the Swiss Agency for Innovation 
(Innosuisse) supported Vima in a three-year applied 
research project that brought together leading scholars 
in organizational behaviour and social computing.  

EXCELLENCE IN ADVANCING ASSESSMENT 
EXPERIENCES 

WINNER
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APPROACH

Vima developed its first product “ILA” (inferred language 
analysis), a behavioural AI/ML driven solution that aims 
to support professionals in a time and cost-efficient 
assessment of perceived soft skill and personality of 
candidates or employees (Figure 1). 

In order to build ILA’s algorithm, data was collected 
and annotated on 29 interpersonal traits (e.g. clarity, 
friendliness). Ground truth was derived through expert-
based standardized annotation (psychologists), with 
gender parity to reduce gender-related biases. A model 
is then trained to derive interpersonal evaluations from 
facial expressions, voice, speech and bodily gestures. 
This model can be applied to new videos, for specific 
applications. 

OUTCOME

How did you measure the success? What metrics did you 
measure and what was the outcome? 

Vima’s approach to building an AI for human behavior 
analysis leads to several steps of analyses. First, 
annotation quality is assessed using interrater reliability 
analysis. This is especially important because the labels 
refer to complex cognitive constructs (e.g., personality). 
The intraclass correlation (ICC) reflects both the 
correlation and agreement between measurements 
and is widely used in psychometric research to evaluate 
the consistency of measurements made by different 
people. Second, supervised machine learning models 
were trained on the primary dataset involving two input 
sources: 1) the average ratings of the personality and 

soft skills of the recorded individuals, and 2) multi-modal 
behaviour features extracted from the video using 
libraries of independently developed algorithms (speech 
content, facial expression, voice tonality, full body 
gesture). 

Vima’s ML based assessment is reliable and accurate, 
showing that standardized expert annotations of skills 
and traits based on short video-recordings of individuals 
are systematically related to automatically extracted 
multi-modal behaviour. Importantly, the solution is fast 
and scalable to any new set of videos recorded resumes 
or self-presentations. 
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OVERVIEW

A forced-choice image-based assessment of the Big 
Five personality traits was created by a team of I-O 
psychologists at HireVue for use in selection. 

CHALLENGE

Typical approaches to measuring personality, through 
self-report measures such as the International Personality 
Item Pool (IPIP), are often associated with issues such 
as faking (Arthur et al., 2010), lack of engagement 
leading to poor response quality  (Krosnick, 1991) and a 
lack of completion (Yan et al., 2011). Using a gamified 
format, where elements of game such as progress bars 
or sound effects  are added to an assessment (Landers 
et al., 2021), can help to mitigate these issues; game-
based assessments offer shorter testing times (Atkins 
et al., 2014; Leutner et al., 2020), elicit less test-taking 

anxiety (Mavridis & Tsiatsos, 2017; Smits & Charlier, 2011) 
and are more engaging (Lieberoth, 2015) compared to 
their questionnaire-based equivalent. An image-based 
format also has benefits including eliciting stronger 
reactions from respondents (Meissner & Rothermund, 
2015), potentially decreasing test-taking time further. 
Language neutrality also has the potential benefit of 
increasing the accessibility of the assessment to those 
with low literacy or those with a learning difference such 
as dyslexia, reducing the barriers that may prevent them 
from securing employment (De Beeret al. 2014) if their 
underlying ability is obscured by language difficulties 
which cause them to perform poorly on questionnaire-
based assessments. Based on previous research that 
indicated that personality can be measured through 
image choices (Krainikovsky et al., 2019; Leutner et al., 
2017), we created a gamified, image-based assessment 
of the Big Five personality traits.

Figure 1. Examples of single-trait pairs. (a) is designed to measure the ““I like to tidy up” statement from 
the orderliness facet of conscientiousness. (b) is designed to measure the “I look at the bright side of life” 
statement from the cheerfulness facet of extraversion.

EXCELLENCE IN ADVANCING ASSESSMENT 
EXPERIENCES 

RUNNER UP

a.

b.
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Figure 2. Examples of mixed-trait pairs. a) is designed to map onto the “I love to help others” statement 
from the altruism facet of agreeableness (left) and the “I feel comfortable around others” statement 
from the friendliness facet of extraversion (right). (b) is designed to be mapped onto the “I act 
comfortably around others” statement from the friendliness facet of extraversion (left) and “I believe in 
the importance of art” statement from the artistic interests facet of openness (right).

APPROACH

The measure presents candidates with image pairs and 
asks them to indicate which image in the pair is most 
like them, thus being forced-choice. The image pairs 
are either single-trait, showing an image representing 
each extreme of the trait (i.e., high levels and low levels), 
or mixed-trait, which show high levels of two different 
traits. Items were designed to map onto IPIP statements. 
Figure 1 shows an example of single-trait pairs and Figure 
2 shows mixed-trait. Figure 2 shows examples of mixed-
traits pairs. To select the 150 best-performing images, 300 
respondents took the IPIP-NEO-120 and some image-
based items. Their IPIP scores were used to calculate 
Cohen’s d values, which indicated whether there was 
a difference in the personality scores of individuals 
selecting image one versus image two in the pair. Items 
with a high Cohen’s d value were retained. 

In study 2, 341 respondents took the 150 items, as well 
as the IPIP-NEO-120. The 150 items were then binarised 
to indicate whether respondents chose that image or 
not and were entered as predictors into the scoring 
algorithms, using the IPIP scores as the outcome 
variable. Lasso regression was used to create the 
scoring algorithms as it introduces bias into the model 
to reduce the impact of variance between datasets, 
and has a regularisation parameter Lambda, which 

reduces the coefficients of predictors in the model by a 
certain amount. Due to Lambda, some predictors are 
removed from the model, producing a model with fewer 
predictors that is more interpretable (Tibshirani, 1996). 
The models were trained on 70% of the data, with the 
remaining 30% being used as an unseen sample. 

OUTCOME 

To determine the accuracy of the models, the predicted 
and actual scores were correlated. The correlations 
for the test set were used as a measure of convergent 
validity and generalisability of the algorithms beyond 
the data they were trained on was determined by 
examining whether the correlations for the training and 
test sets were similar. Convergent validity with the IPIP-
NEO-120 was strong (openness r = 0.71, conscientiousness 
r = 0.70, extraversion r = 0.78, agreeableness r = 0.60, and 
emotional stability r = 0.70) and correlations were similar 
for the training and test sets, suggesting the scoring 
algorithms are generalisable beyond the data they were 
trained on. 

Adverse impact was examined for each model using the 
four-fifths rule, two standard deviations rule and Cohen’s 
d due to the small sample size, with pass/fail criteria 
being based on whether the individual scored above or 
below the mean for that trait. While potential for adverse 

a.

b.
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impact was found against male and Asian respondents 
for the openness model, against Hispanic respondents for 
the conscientiousness model, and against males, Asians, 
and Hispanics for the agreeableness model, these group 
differences echoed group differences in scores on the 
IPIP-NEO-120, suggesting that there is measurement bias 
present in the outcome measure, which needs to be 
mitigated, and that the algorithms themselves did not 
result in subgroup differences. In our recently published 
study (Hilliard et al., 2022) we elaborate on these findings 
and discuss the implications of them for the future of 
selection.
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OVERVIEW

NatWest Group is a leading financial services 
organisation serving 19 million personal, commercial 
and business customers across the UK. The Group is the 
largest supporter of UK business, banking around 1 in 4 
businesses across the UK. It currently employs around 
65,000 people across a wide variety of roles, primarily in 
UK & Ireland, India and Poland.

In 2020 the Group launched a new purpose: ‘We 
champion potential, helping people, families and 
businesses to thrive’. Creating a diverse, equitable and 
inclusive workplace is integral to fulfilling this purpose. 
One strategy to embed this was creating a new Talent 
Academy for their highest potential employees (c5%), 
with an explicit objective of building a more diverse 
talent pipeline.

CHALLENGE

As with many talent initiatives, previous talent 
programmes at NatWest had targeted middle 
managers, relying on manager endorsement and 
performance ratings to select. 

However, research by the Social Mobility Commission 
(2020) shows that people from disadvantaged 
backgrounds and under-represented groups are less 
likely to be in senior positions and are more likely to 
have left education earlier, without some of the skills 
and qualifications of their more advantaged peers. 
The ambition for Talent Academy was therefore to 
extend identification of high potential colleagues to all 
organisational levels to bring about a step-change in 
the diversity of the talent pipeline and enhance social 
mobility. This involved:

• Overcoming barriers to employees perceiving 
themselves as talent

• Reducing opportunity for bias within decision-making

• Using assessments that would not disadvantage 
colleagues based on their experience, skills or 
education 

• Ensuring all business areas and geographies were 
included.

APPROACH

Evidence-based approach 
The Behavioural Science team informed the approach 
by combining learning from previous talent interventions 
with insights from the latest psychology research.

Multiple stakeholders were brought together to explore 
barriers to a diverse audience being attracted by 
the programme. The COM-B model (Michie et al., 
2011) was used, uncovering assumptions about the 
programme target population and concerns about time 
commitment and support.

A literature review was conducted on minimizing the 
impact of biases and stereotypes, focusing on gender, 
ethnicity, disability and socio-economic status. Findings 
informed the design of the attraction campaign, the 
nomination and assessment process and the tone and 
language of communications.

Attraction 
Colleagues were encouraged to nominate themselves 
for the Talent Academy to mitigate the risk of managers 
failing to spot potential in diverse groups (Herring, 2009). 
Research on imposter syndrome and lower levels of 
confidence in under-represented groups (Hemphill 
& Kulik, 2016) drove a decision to also invite peer 
nominations, opening more avenues for applications. 
Eligibility criteria were minimised to reduce the risk of 
similar-to-me biases.

EXCELLENCE IN INCLUSIVE ASSESSMENT 
EXPERIENCES

WINNER
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The attraction campaign framed the programme as 
something completely new and for everybody with high 
potential. Employee-Led Networks ran conversation-style 
sessions for their members, offering an environment to 
ask questions and gain reassurance before applying. 
This approach considered a variety of cognitive biases 
that can influence individuals’ behaviour (e.g. affinity 
bias, where individuals gravitate toward people like 
themselves) to support and encourage a broad range of 
colleagues to apply.

A self-assessment ‘Discovery Tool’ was created to help 
colleagues decide whether to apply, encouraging 
reflection on motivations rather than past experiences 
and capability. It allowed colleagues to recognise 
their own potential and consider whether the Talent 
Academy was right for them.

Tone and language were considered throughout, using 
gender neutral language and avoiding stereotypical 
words. 

Assessment

Research by Korn Ferry Institute was used to create 7 
Indicators of High Potential. These focused on elements 
like motivation, aspirations and learning agility and 
aligned to NatWest’s behavioural framework. They 
were used as primary assessment criteria instead of 
experience and skills, helping to level the playing field for 
those with potential who had had fewer opportunities in 
the past. 

The desire to support all applicants to ‘be their best 
self’ was emphasised throughout. Behavioural science 
was used to re-word the offer to make reasonable 
adjustments and the statement expanded to include 
neuro-diverse conditions. 

There were two assessment stages. The psychometric 
assessment stage focused on behaviours, traits and 
drivers. The online video stage assessed competencies in 
NatWest’s capability framework, alongside the indicators 
of high potential. 

Decision criteria were designed to minimise adverse 
impact and under-representation. 

OUTCOME

The Talent Academy was highly successful in attracting 
applications from a diverse group of colleagues with 
no adverse impact for gender and ethnic origin across 
the overall population. There was representation across 
businesses and geographies, and gender and ethnicity 

splits were maintained at each stage. The final cohort 
significantly exceeded the target of 14% of final Talent 
Academy members from BAME backgrounds. 

Stage Total Female BAME 
background

Nominations 7276 47% 18%

Stage 1 4698 48% 19%

Final cohort 3909 46% 21%

Double the number of requests for reasonable 
adjustments were received, compared to a similar 
application process for a previous programme. Many 
neuro-diverse colleagues applied, enabling previously 
untapped potential to compete for places on a level 
playing field.

Unsolicited feedback from applicants demonstrated 
appreciation of inclusivity and appreciating 
transparency. There was also senior stakeholder 
endorsement. NatWest’s Head of Talent said: ‘Starting 
with a behavioural science lens on the challenge 
was really powerful in helping us take a totally 
different approach to attraction, communication and 
assessment, which has really paid off’. 

The Business Executive Sponsor said: ‘I have been 
really impressed with the rigour and diligence I’ve seen 
applied to making sure we engaged a truly diverse pool 
of applicants and assessed them fairly and consistently, 
whilst leaving room for potential to be demonstrated in 
multiple ways.’

Speaking about the final assessment outcome, the 
HRD said: ‘I’m delighted we’ve been able to identify a 
really diverse group of high-potential colleagues, whose 
development we can build for the future. This represents 
a real strengthening of our talent pipeline, supporting our 
purpose and tangibly impacting social mobility’.
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OVERVIEW

High Speed Two (HS2) recently transitioned from 
preparatory design works to construction, which 
required system-wide change to the Operating Model. 
This impacted HS2’s structure, teams, leadership, roles, 
culture, and outcomes. Our People & Change team 
provided evidence-based expertise to stabilise and grow 
new integrated leadership teams. This work included 
delivering discreet change interventions for individual 
leaders, designing a structured team mobilisation 
process, and further team development activities. These 
activities have successfully embedded meaningful 
behavioural change towards a new integrated culture 
for the organisation and elicited more effective role-
modelling of positive ways of working from leaders.

CHALLENGE

Our team were brought in to support this change in 
structure, culture and integration across multiple teams 
and successfully enable new behaviours needed to 
support this operating model’s success. Complex capital 
projects require unprecedented levels of integration to 
successfully transition between project stages. Ineffective 
implementation of change has direct impact on 
delivering to time, cost, and schedule. We identified a 
need to help create stronger relationships and interfaces 
to drive project efficiencies, enabling HS2 to succeed in 
their delivery targets. We did this via;

1. Organisational Diagnostics  
We scoped objectives with key stakeholders within the 
Organisation Development and HR team and built 
strong individual relationships across multiple parts of 
the organisation. This enabled us to deliver a ‘change 
impact assessment’ and provide a common framework 
to discuss team performance across the departments 
based on the High Performing Teams model (HPT). 

2. Pragmatic Solutions 
Stakeholder’s deeper drivers for change were 
uncovered through discussing the change’s impact 
on the efficiency of delivery tasks, putting a pragmatic 
lens onto theory, and building stakeholder confidence 
to invest time in interventions. This enabled them to 
become successful leaders and continue with the 
activities after our work was complete. We achieved 
this by supporting  the formation of ‘Integrated Project 
Teams’ (IPTs) and adapting our approach to match 
the IPTs specific context e.g. developing effective 
interfaces and collaborative ways of working in the client 
organisation’s new matrix structure. 

3. Multi-disciplinary team  
We created a collaborative team of skilled practitioners 
from mixed backgrounds (psychology, coaching, HR).  
Integrated change plans gave visibility of key milestones 
and enabled alignment of activities across teams: 
paramount for successful transitions. Connecting with 
stakeholders across the organisational ‘network’ allowed 
us to influence multi-disciplinary connections in service of 
integration.

APPROACH

Our approach was underpinned by these key principles:

• Our team successfully implemented a people-
centered change management through a 
behaviour- focused, departmental leader-led 
approach. 

• We created four service offerings including team 
effectiveness, client readiness, mobilisation, and 
leadership development, which provided role clarity 
and articulated our team’s value add. Each offering 
gave different departments a common language, 
enabling cross-team working toward ‘best for project’ 
outcomes supported by behaviours that unlocked 
positive working relationships across role boundaries. 

WINNER

EXCELLENCE IN CHANGE MANAGEMENT
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• Continuous dialogue with key senior stakeholders 
enabled us to understand individual departments’ 
needs and challenges, meaning we could adapt 
to emerging business priorities. We understood that 
structure and direction is necessary to establish a new 
operating model, but that our ways of working could 
also be agile. This helped build long-term partnerships 
with our stakeholders where they trusted us to 
propose interventions at a local and wider level.

Our overall integrated change plans drew on the 
Kubler-Ross change curve model which we used with 
stakeholders to scope the change journey they could 
expect, and what types of interventions would enable 
success at each stage.  

Other models include:

- The High Performing Teams: This enabled teams 
to support their own development and connect 
behaviours and team commitments to their Purpose. 
This framework gave us a consistent approach and 
‘integration’ messaging to align teams requiring 
comprehensive change. Leaders and teams 
embraced the framework and see opportunities align 
across departments. 

- Lencioni’s Five Dysfunctions: We applied this model 
to generate positive change momentum, tackle 
complexity, challenge cultural norms, and to support 
teams  virtually throughout COVID-19. It enabled new 
and developing teams to build trusting relationships.

- Tuckman’s Four Stages of Team Development – This 
enabled teams to assess the emergent cultural 
considerations during the forming and storming 
stages of change and identify the ‘elephants in the 
room’ teams needed to overcome to work efficiently, 
improving relationships and active listening skills.

- Process consulting – We observed group behaviour 
and fed back in a coaching format to leaders, often 
in real time. This enabled them to continuously learn 
and intentionally develop their leadership style, 
providing a ‘mirror’ for old habits sneaking back in.

OUTCOME

Our approach was measured through:

Existing organisation-wide metrics:

• The Capability Maturity Model Integration framework, 
which includes a bespoke five-level maturity 
scale, and features definitions for each operating 
model layer. Focusing on teams’ progress towards 
capabilities and behaviours being embedded. 

• Well-being surveys, which showed overall average 
well-being scores of above 75% in areas related to 
Employee Engagement, Leadership (specifically 
change interventions) and Communications. 

Tailored metrics:

• Regular temperature checks. We understood that 
change is an ever-evolving process so there was no 
final ‘outcome’, but the delivery outcome for the 
client was to meet time, cost, and quality targets. If 
the ways of working and behaviours were continually 
improving, shown through semi-structured lessons 
learned and anecdotal feedback from the client, 
this indicated the successful direction of the change 
journey in service of delivery outcomes.

• Using a 1-6 Likert scale against the dimensions of 
Lencioni’s Five Dysfunctions enabled us to based-line 
the team’s current perspective and have data-driven 
conversations on their progress.

This work led to:

1. Leader-led change:  
We supported leaders to co-create innovative solutions 
while simultaneously deploying experience from past 
projects to help them focus on what it takes to make HS2 
a success: leaders, team dynamics and a sharp focus on 
the required outcomes.

2. Relationships, not PowerPoints:  
We supported leaders and teams in understanding why 
change is needed and helped them prepare to adapt. 
Being effective in how we role-model integration within 
our own team added value throughout the change 
journey.
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RUNNER UP

EXCELLENCE IN CHANGE MANAGEMENT

OVERVIEW

North Highland (NH) partnered with GlaxoSmithKline 
(GSK) to deliver a complex, and globally facing 
transformation programme. Over the last two years, GSK 
has been reshaping their 9 Global Support Functions 
(GSFs) of c.11,000 employees to align with the new 
operating model and vision of new GSK and new 
Consumer, recently launched and renamed as Haleon. 
Both organisations will have the ability to improve the 
health of millions of people, be exciting places to work 
and become attractive to investors to grow and expand 
their brand in the market.

CHALLENGE

GSK partnered with NH to plan, design, and deliver 
their biggest and best transformation in history. Change 
initiatives spanned across organisational design, people 
and behavioural change, leadership development, 
and change management. Our main challenge was to 
set up the GSFs so they could operate most effectively 
and offer best-in-class support to GSK people. This was 
in the context of an ever-growing complex landscape 
with increasing pressures on BAU capability and time 
constraints gearing up to transform and ultimately 
separate into two new companies. Most importantly, our 
biggest support to GSK was to help impacted people 
make a smooth transition to their new roles within the 
organisation or exit the business, in the most positive way. 
We also supported employees to transition to expanded 
‘Hubs’ in 4 regionally dispersed countries including the 
new Global Capability Centre in India. 

In addition to the transformational challenges, the 
Covid-19 pandemic increased the level of complexity by 
impacting all our people professionally and personally. 
We had to work differently, building strong change 
capabilities and providing greater focus and upskilling 
on resilience and empathy.

APPROACH

We split our solutions into six areas to account for the 
complex and wide network of globally impacted 
stakeholders, all with diverse ways of working, complex 
service delivery areas and team structures. 

• Proven, high-quality change capability - via 
embedded resource in GSFs who conducted 
detailed Change Impact Assessments, high-quality 
mitigating change action plans, end-to-end change 
management and measurement, and change 
network set-up and management. 

• Best practice change methodologies – e.g. PROSCI’s 
ADKAR model, employee experience, Agile methods 
for ways of working, and psychological best practice, 
such as Kotter’s change management model for 
leadership training. Resilience training, psychological 
safety and trust, and other pertinent personal support 
was also provided to support leaders navigating and 
driving the changes effectively.

• Change Alignment team – provided a joined-
up global change approach and plan to ensure 
consistency in change delivery across the GSFs. We 
removed siloed ways of working through effective 
governance and encouragement of collaborative 
behaviours (e.g. use of shared tools like Mural or 
Teams) across a heavily matrixed change team.  

• Business Engagement - via clear and evolving 
stakeholder maps across GSFs and GSK’s business 
units, to help land changes and mitigate service 
disruptions to a wide range of customers worldwide. 
We established centralised change networks across 
functional areas, providing visibility of the change 
landscape and key change milestones within each 
GSF, to better prepare our people. 
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• Interventions Lab - to create innovative change 
interventions that were grounded in research, 
designed and co-created with employees to help 
drive adoption of changes tailored to each impacted 
audience.

• Cross-Streams - aligning across functions, providing 
specialist expertise in Automation, Location & 
Transition and Operating Model initiatives.

Our strategy was to use a people-centric change 
approach to support GSK through its divestiture. This 
meant, defining impacted personas and their end-
to-end change experience journeys. We focused on 
equipping leaders and managers to lead their people 
through the change, by providing change management 
best practice and tools and an experienced change 
team to upskill individuals in the wider organisation. We 
also optimised employee experience by identifying 
critical moments that matter and understanding and 
mitigating cumulative impact of the change. 

Figure 1. Example change intervention to support GSK 
people through change resistance. 

Data was used to identify emerging pain points and 
targeted interventions were designed, using design 
thinking methodology. Our approach was guided by 
three core principles:

1. User-centric – we apply the people-centred design 
principles and the ADKAR methodology to make 
sure solutions are impactful - validating and testing 
concepts with end-users at each step in the process. 

2. Agile – we manage a backlog that is fed by requests 
from different business areas, and prioritise on a 
monthly basis based on need and impact. 

3. Collaborative – we work closely with different 
stakeholders and sponsors through a transparent and 
inclusive design process, creating solutions that build 
on the work already done, working closely with HR, 
Capability and Comms teams.

OUTCOME

What set this programme apart in terms of change 
experience and delivery was that we were wholly 
people-centric, which meant being the voice and 
conscience of the employee even at the most difficult 
of decision points. We invested time and energy in to 
creating a leading-edge, people-centric approach and 
toolkit, and sourced high-quality experienced people to 
deliver 700+ change initiatives. We also set up a brand 
new Global Capability Centre in India, and delivered 
over 40+ tailored interventions and 150+ workshops with 
leaders to ensure the GSFs were prepared for separation. 
Finally, we developed a tailored change measurement 
approach grounded in ADKAR methodology as a model 
for change management in business, that enabled 
us to confidently understand and respond to change 
readiness, experience and embedding challenges.
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OVERVIEW

Athena Professional is a multiple award-winning 
Continuous Learning Consultancy specialising in blended 
learning.  Led by Nicola Jones, a former barrister with 
more than 20 years’ experience in learning design 
and facilitation, Athena Professional creates learning 
interventions using a range of resources, including 
interactive-learning, virtual and in-person workshops 
and coaching, to provide learners with the capability, 
knowledge and motivation to put learning into practice. 

Our client, LawNet, provides services, including 
continuous learning, to a community of over 70 SME 
law firms throughout the UK.  A total of 36 lawyers 0 – 5 
years PQE from 12 firms completed the Business Skills 101 
Programme in two cohorts during the pandemic crisis 
2020/21.

CHALLENGE

Human skills will be at the heart of the delivery of legal 
services in the future.  However, newbie lawyers still have 
to be effective in today’s world.  Our challenge was to 
introduce them to “business skills” 
which make sense now, and to 
set them up to understand and 
changing legal landscape.  

Lawyers have a complex 
relationship with time; it is both a 
unit of value and a constraint on 
attitudes and behaviour.  Newly 
qualifieds are high achievers, 
expected to make money 
quickly and not cost much.  We 
had a modest budget of time, 
attention and money, with which 
to deliver outcomes.  

Through focus-group discussion 
with member law firms and 
LawNet, reference to the 

Solicitors Regulatory Authorities’ Competency Framework 
and our own expertise in the sector, a shared view of 
future skills emerged.  It was agreed that, in addition to 
transactional commercial skills, using psychological tools 
would promote a growth mindset and open up thinking 
about transformational client services of the future.  

The programme ran through lockdown, with most 
participants living with parents or in shared houses.  Some 
had joined their firms after the pandemic struck and all 
were coping with the transition to remote-working at a 
time when they much to learn in any event.  

APPROACH

We wove together educational and behavioural 
psychology with cutting edge learning methodologies, 
including personalisation and blended learning over a 
five month programme.  Formal learning focused on key 
elements of legal practice which were then deployed in 
work-based learning and reinforced with social learning 
to minimise contact time and maximise impact.  Project 
work brought together all these elements to produce 
proposals of real business value.

EXCELLENCE IN LEARNING INTERVENTIONS
WINNER
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Rather than focussing purely on content, we aimed 
to engage as deeply as possible with our learners as 
individual practitioners, to inspire them and to help 
them gain learning habits which will serve them in 
the world of work.  For these reasons, the programme 
design was informed by the six factors of Rhyff’s Model 
of Psychological Well-being, specifically through 
our facilitative approach to teaching, coaching 
methodologies including reflective practice, and by 
integrating the opportunity to gain evidence of success 
of environmental mastery through project work.  

We created a community of practice through: 

a. The co-creation of “ways of working” to contract for 
a safe learning environment 

b. Facilitating social learning through an online platform

c. Group coaching

d. Promoting communication and connection in 
breakout groups during virtual workshops, peer group 
work, and project group work

This MURAL of members was fun to create, reinforced 
group identity and provided a useful learning collateral 
to aid future networking:

OUTCOMES

Measurement was planned to be via a pre- and post-
course self-assessment and line manager assessment.  
However, although we did this at the outset, the 
pressures created by the pandemic and the tendency 
for perfectionism amongst typically high-achievers, 
made this feel too onerous to repeat.  Instead, we 
collected feedback anonymously via an app, and 
through discussion with participants, their line managers 
and LawNet.

Individuals were clear that they valued the connections 
they made and the time they spent together in session 
and in small group project work.  EQ work was felt to 
be especially valuable.  In discussion, it was noted that 
professional relationships between firms had already led 
to referral work between member LawNet firms.

LawNet received positive feedback from members about 
the programme, which was immediately commissioned 
to run twice in the following year.  They were delighted, 
because the Great Resignation is affecting SME law 
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firms significantly and this programme adds real business 
value to LawNet members by providing immediate 
development opportunities and demonstrating 
engagement with practical future-facing skills.  

Feedback from line managers at member firms was 
extremely positive, e.g. this quote from a Head of 
Department with two associate colleagues on the 
programme:

“The proof is in the pudding. Apart from being very 
impressed with the end of course presentations made by 
our students (and I have to say, by students from other 
LawNet firms), I have seen a significant improvement in 
the participants’ commercial awareness, adaptability 
and organisational skills. In addition the group of lawyers 
concerned are demonstrating a clear understanding of 
the challenges that the firm and the lawyers themselves 
face in the near and medium term, particularly in 
relation to adapting to the delivery digital legal services.” 
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OVERVIEW

Noodle is bite-size digital training created to help 
individuals and employers develop people skills in order 
to get the best out of themselves and each other at 
work. It ‘daisy-chains’ animated concepts, techniques, 
tools and frameworks in a modular and topic-led 
approach that learners can access on their own or as 
part of a larger development programme, supported 
with an online community and opportunities to 
benchmark and acknowledge what they have learned.

The concept of noodle was created in response to our 
clients’ demand for impactful learning experiences that 
could be absorbed, adopted and applied quickly. Our 
research in 2019 indicated ever-increasing pressures 
on time for our clients whose roles were ‘on the floor’ – 
eg healthcare and hospitality – plus competing issues 
affecting access to classroom-style training. With the 
onset of the pandemic in 2020 the need was amplified 
exponentially, with a shortage of capable and confident 
managers, plus more recent GenZ hires preferring to 
use visual, flexible solutions to enable them to engage, 
contribute and lead effectively when physically remote 
from the people they were working with and for.

CHALLENGE

Our original idea had been to create 15-minute 
recorded learning experiences. With the impacts 
of the pandemic as a catalyst, people’s time and 
mental wellbeing became really critical factors. We 
saw a heightened need for people to have access 
to psychological approaches that would help them 
and the people around them cope, and to actively 
manage themselves and support others through the very 
challenging circumstances we found ourselves in. 

We spoke to our existing clients. Given all that was 
unfolding, their view was that they wanted a different 
digital learning solution, and whilst they were unable to 
fully articulate what they were looking for, they knew 
they couldn’t find what they wanted.

We recognised the pressure of time, and specifically 
screen time. With everything we knew, we asked 
ourselves - if not now, when? 

So - we challenged ourselves to create an approach to 
bitesize content that would be 

• a maximum of 5 minutes in length

Digital bite-size learning for managers from Gooding & Wood Ltd

EXCELLENCE IN LEARNING INTERVENTIONS
RUNNER UP
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• engaging, sticky & readily accessible

• applicable and transferrable to more than one 
situation and setting (work and home)

APPROACH

There were 3 stages to the development of our approach.

Stage 1: Concept design 
Here we mapped out all the psychological content of 
how the lessons we wanted to share related to different 
aspects of human performance and interactions. 
We used this data to create 160+ ‘noodle mini-bites’ 
(‘noodles’, for short) on a single topic (such as the 
drama triangle, ladder of inference, concept of flow) 
and 60+ ‘bigger bites’ to which those are assigned 
(eg change, motivation, resilience). We designed a 
distillation approach that could be applied consistently 
across any of the noodles and a design approach that 
incorporated understanding about how adults learn. 
Finally, we developed a treatment approach that:

a. is agnostic of protected characteristics  
(age, gender, etc)

b. supports learners to reflect, absorb and apply across 
different levels intrapersonal, interpersonal and team 
contexts

c. is distinctly recognisable

Stage 2: Develop a minimum viable proposition (MVP) to 
showcase with clients 
We decided to develop a small number of noodles 
so that we could showcase them to potential clients. 
Having secured a digital developer and identified our 
software platform, we adopted an agile approach. We 
were learning as we went along during lockdown(s) both 
how to work with a new virtual team that had never 
met in person and how to engineer something none of 
us, including the developer, had done before. Early on 
we realised we needed to incorporate sub-titling and 

had to adjust our visuals to create the space for these 
to complement the visuals. Our recording kit had to be 
upgraded as we learnt by trial and error how to narrate 
(and how not to narrate) the noodles.

By early autumn 2020 we had our minimum viable 
proposition of 10 noodles ready.

Stage 3 Pilot the approach in different formats to  
test impact 
We started showcasing noodle with existing clients to 
sense check what we were doing. We took feedback on 
board, and constantly adapted our approach for the 
most effective learning experience. We knew that clients 
would be wanting feedback measurements and we 
incorporated these into the technology platform as an 
intrinsic part of the user experience. 

As we explained the modular approach – and how 
noodles could be put together in sets that were totally 
flexible – clients got excited. Very quickly we realised that 
there was real appetite for noodle and we decided we 
needed to establish pilots with different approaches so 
that we could continue learning and adapting, as well 
as measure the impact and ROI of different methods.

OUTCOME

How did you measure the success? What metrics did you 
measure and what was the outcome? 

We measured our pilots’ successes from the take-up 
rates, completion rates, interactive engagement and 
qualitative responses from learners. The results more than 
satisfied our initial research data that showed this was a 
solution to an ever-growing problem. 

Beyond the pilots, we had some surprising successes; 
where we had initially considered we would be 
targeting individuals with little access to development 
opportunities, the shifting nature of work through 
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enforced lockdowns meant that what we had produced 
was very attractive to employers, particularly its modular 
nature. Our over-arching intention has always been to 
help more people gain access to the amazing breadth 
and depth of psychology and all it has to offer us as 
human beings – both when we are together and when 
we are on our own – at work and at home. So – we 
shifted our goals to focus for now on reaching more 
people through programmes and businesses.

We also hadn’t anticipated how attractive noodle would 
be to the creative sector, with the branding and visual 
approach working for neuro-diverse learners in particular. 
It has also been refreshing and rewarding to see 
noodle making a difference across more experienced 
managers, not just those new to role. 
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OVERVIEW

A traditional global glass and metal packaging 
organisation which was comfortable in a command and 
control environment,  which valued production over 
people, and fuelled status over relationships was stuck 
on what and how to create leaders for the future.

A leadership revolution which places value on human 
and organisation growth was critical. A systemic and 
collaborative process was designed and delivered.

CHALLENGE

The existing leadership culture was confused, existing 
behaviours did not reflect organisation values of Trust, 
Teamwork and Excellence.  There was confusion about 
what good leadership looks and feels like across the 
organisation of 26,000 employees.  

The corporate leadership behaviours were viewed as 
irrelevant to daily leadership behaviour reality.   They 
needed validating and integrating as useful guardrails to 
enable day to day leadership habits.

The top team had identified the problem, however they 
were reticent to get involved, they wanted a ‘training 
programme’ to fix the issue.  The team were comfortable 
to invest money, but not so comfortable to invest 
themselves, without this, any programme or approach 
would fail. 

A historic set of cultural norms was driving senior leader 
behaviour and actions away from the solutions needed 
for organisation success in the long term.  Existing leaders 
were focussed on themselves and building empires, 
rather than people and the organisation.  Leaders 
needed fast solutions but were unwilling to share the 
problem or ideas.  Succession pipelines were weak and 
internal mobility opportunities poor.

The empire building attitudes were an accepted 
indicator of leader status and geographies conveniently 
drove a silo and divisional climate.  We needed the 
learning process to drive and value social networks and 
for leaders to be accountable for nurturing relationships

Lazy development conversations lacking in rigour and 
personalisation derailed a leader’s career and equipped 
leaders to be complacent about the future and their role 
in it. 

The legacy of traditional, stand alone and ‘knowledge 
heavy’ leadership development trainings was the 
expectation to create leaders of the future, ironically 
the existing approach was driving against the desired 
behaviours of agility, accountability, authenticity.  The 
stale and generic leadership development design 
was detracting new recruits and fuelling a forecasted 
skills shortage, we needed a refreshed and energising 
philosophy.

All of these behaviours resulted in weak leadership 
succession pipelines for critical roles, poor communication 
across geographies and business units, leaders not 
developing leaders, potential leaders with no route for 
development and lack of unity of what great leadership 
looks like.  This provided the burning platform for change.  
We needed to build capability for the future not the past. 

The top team needed a solution to develop leaders for 
the future. 

The challenge was to design and deliver a systemic and 
multi-faceted experience, capable of igniting individual, 
team and organisation growth, which reflected our 
core values and one which the top team endorsed and 
valued.  

EXCELLENCE IN DEVELOPMENT INTERVENTIONS
WINNER
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APPROACH

Introduction

The design of the leadership development programme 
began with ensuring the process itself exhibited the 
desired behaviours of our future leaders. This required 
the application of a range organisation psychology 
practices; Organisation Development, Leadership 
Development, Systemic Design and Action Learning 
were significant anchors.  The aim was to simultaneously 
develop the individual, the team and the organisation 
resulting in contributing to organisation strategy and a 
leader community which would remain active once the 
programme had closed. We wanted to drive participation 
and involvement in the design and experience. 

It Started with Stakeholder Intimacy & Involvement

Key stakeholders were mis-aligned on what the learning 
experience of leaders should look like.  We needed to 
create a cohesive vision, involvement and their trust. 
To stimulate new thinking and dialogue key research 
was shared on leadership programme design and the 
benefits of OD practices.(McKinsey Why Leadership 
Programmes Fail, Hays 2014 Global Engagement report, 
Rita McGraths Seeing Around Corners, Action Learning 
and 70:20:10 models.)

Programme Design

A programme of bite sized content pieces were 
wrapped with a variety of interventions to achieve the 
aim of developing the individual, team and organisation.  
There were seven interventions; 

1. Individual Leadership Development and Journaling

2. Team Organisation Challenge

3. Mentoring with Snr Leaders

4. Learn and Discuss

5. Networking in Trios and 121’s

6. In-Work Application Actions

7. Line Manager Involvement

Programme Launch

To kick start the programme, we asked the senior 
stakeholder team to participate and facilitate in a face 
to face Masterclass.  The event asked them to share their 
wisdom and experiences on being a leader, these were 
aligned against the leadership behaviours.   Leaders 
showing vulnerability, helping others to learn and visibly 
working together was ground breaking and caused 
significant excitement across the organisation. 

Individual Leadership Development Plan

Getting serious about a leaders strengths and aspirations 
was essential. All participants were supported with 20 
hours of coaching using OPQ, MBTI, 360 feedback to 
help craft their leadership objectives, they would work 
with this plan throughout the programme.  

Team Organisation Challenge

Multi-functional and cross geographical teams were set 
up for the duration of the programme.  

Each team worked on a real organisation challenge or 
opportunity and presented recommendations to the 
top team at the closing of the programme.  This also 
provided the context to observe themselves as a team.  
Each Team identified which behaviours were important 
to them to perform, they self-assessed their performance 
regularly acting as stimulus for honest discussion and 
solutions.

Social & Relational; Mentoring, Learn & Discuss, 
Networking

A mix of networks across the cohorts and organisation 
created a co-evolving micro-climate.  Participants 
had coaches, mentors, peer networks, triage’s, line 
managers to support them.  Time was dedicated to build 
relationships and understand the perspective of others.  
Mentors were from across the organisation, spinning the 
network web even wider.  Participants had autonomy 
on how they interacted with the systems, encouraging a 
deeper sense of ownership in building relationships. 

In-Work Application Actions

Powerful ‘Leadership Moments’ were designed and 
offered to participants. Individuals were asked to 
experiment with the ‘leadership moment’ with their real 
teams, and observe the impact.  This was discussed and 
lessons drawn with the network.  Extremely powerful 
forum for leaders to learn from leaders.  
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Line Manager Involvement

To avoid line managers being unaware or unsupportive 
of leader progress, all line managers were involved 
in updates and participants shared their experiences 
aligned with development plan. 

Knowledge Sections Were Bite Sized and Discussion 
Based

Content across strategy and people leadership 
techniques, including; psychological safety, unconscious 
bias, enterprise leadership, executing strategy, high 
performing teams.

Effective Learning Model

Measuring the intervention hours ensured the right 
balance was achieved.

OUTCOME

Each programme applied ‘pre-during-post’ evaluation 
to gauge the experience, learning adoption and 
impact.  Evaluations were Linkert and qualitative, with 
anonymised results shared across the programme 
community and stakeholders. 

MOST SUCCESSFUL

Leadership Pipeline Strengthened

Twelve months following the programme 60% of the 
participants had been promoted. This was attributed to 
the attitudes derived from the programme experience.  

Learning: Organisation strategy and a long term 
lens needs to be core to leadership development 
programme design.  This drives the criticality of multiple 
stakeholder involvement and design input.

Organisation Impact

Team challenges recommending on organisation issues: 
the Plastics Crisis, Customer Service Centricity, QR Codes 
for Consumer Sustainability Awareness resulted in the 
continuation of the projects and their alignment with 
strategy.  

Learning: Using the organisation reality as the context 
for individual development adds value and opportunity 
for ROI measures and stimulates diverse thinking to 
challenges. 

Individual Impact

A 65% increase on self-awareness and impact as a 
leader was recorded.

Question: Leadership Self Awareness: How aware are you 
of your impact as a Leader?

Pre-Programme

Post Programme

Leadership Behaviour Awareness

A 41% increase in participants ‘usually’ using the 
corporate leadership behaviours was recorded 

Learning: Continually applying and demonstrating how 
the behaviours could support in continuation of personal 
growth, activated their value.

Question: How often do you use the Leadership 
Behaviours as a reference for your leadership 
development? 

Pre-Programme

Post Programme
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Broadening Organisation Networks

Breaking down silos and encouraging a sustainable 
collaborative global leadership community was a key 
success.  Networks in multiple countries increased by 30%. 

Learning: Building networks and coaching were rated 
as the highest value.  People need the space, time and 
encouragement to discuss their experiences to make 
sense and internalise their learning.

Question: What best describes the range of your current 
leader network in the organisation? 

Pre-Programme

Post-Programme

LEAST SUCCESSFUL

Online Learning

Additional e-learning materials supported the content 
structure at significant extra cost.  A 40% uptake on 
accessing the materials was recorded.  Verbatim 
comments suggested the discussions were valued higher 
than individual e-learning sessions.

Learning: E-Learning needs to be carefully positioned 
to add value and contribute to behaviour change.  We 
could have removed this aspect without detriment to 
programme output. 

360 Degree Feedback

The 360 reported as a 4.3/5.0 and was a highlight for the 
participant group. Example comment: “Great session 
and very useful for my learning. I use the knowledge 
every day from it in business environment as well as 
privately.”

Learning: Due to the culture and perception of 360 as 
an ‘corrective’’ tool, participants chose reportees who 
they believed would score them favourably.  More could 
have been done to improve the depth and breadth of 
feedback. 

Why did this work rather than traditional training events?

The multi-faceted design aligned to 70:20:10 gave 
effective balance to the importance of networks 
and relationships, diverse stakeholder involvement, 
individualism and organisation context removing the 
traditional approach of focussing on learning new 
content.  The autonomous and empowered climate 
provided a safe space to experiment and do leadership 
differently.  
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OVERVIEW

The Perspectives programme applies business 
psychology to policing. This sector has a potent 
organisational culture and is resistant to reform. 
Utilising critical consciousness theory to challenge 
existing thinking, reflect on organisational and societal 
oppression and empower sections of the workforce is 
new and counter-cultural. 

A successful programme ran internally at the College 
of Policing (the professional body for UK policing) and 
was piloted in a large force before being developed for 
potential wider roll-out.

CHALLENGE

In 1999, Lord McPherson accused the police service of 
institutional racism. Despite intensive effort, the service 
remains unrepresentative. Three of the 43 police forces 
have just one black officer and one has none. In 
addition, black officers are 50% more likely to resign.

The inspectorate highlight that current recruitment levels 
still fall short of reflecting community demographics, 
linking it to public confidence and police legitimacy. 
Targeted recruitment campaigns, courses to support 
under-represented groups and an abundance of 
positive action, have not resolved workforce imbalance. 

Academics have written extensively about 
predominantly negative elements of police 
organisational culture. These include class bias, racism, 
sexism and a need to be dominant. They identify a 
particularly strong identity, reinforced by exclusionary 
practice, defensiveness and lack of transparency.

This context highlights a paradox. Intensive effort to 
increase diversity quotas is impeded by subtle but 
exclusionary cultural barriers that are surprisingly 
persistent.   

Nearly three decades of well-intentioned but quota 
and process driven activity has proved to be ineffective. 
Slow progress can be attributed to the issue being 
externalised. Numerous attempts have been made to 
do things ‘to’ or ‘for’ a homogenous ‘them’. The critical 

challenge is that forces must be more introspective and 
ask “what is it about us that isn’t inclusive?”  

APPROACH

The approach applied critical consciousness (CC) 
theory at an individual and collective level. It is believed 
that such an approach has never been attempted in 
policing.

This construct was selected for its evidence base 
suggesting that a lack of CC creates systemic inequity.

Objectives included:

• Providing a mechanism for reflection on 
organisational and societal oppression.

• Empowering all sections of the workforce to 
overcome socio-political barriers to progression.

• Challenging elements of organisational culture that 
may contribute to socio-political control.

A framework was established to initiate honest, candid 
and powerful conversations. Podcasts provided a wide 
range of perspectives relating to equality, diversity and 
inclusion. Interviewees were selected for their credibility 
to challenge many, well-established elements of police 
organisational culture.

Guests included: 

Professor Megan Reitz – Speaking truth to power

Dr Sarah Charman – Police socialisation

Stuart Lawrence (Brother of Stephen) – Institutional racism

Careful contracting invited participants to suspend 
hierarchy, over-politeness and political correctness 
to encourage all opinions to be aired. It was 
acknowledged that baseline confidence levels 
were low. Engagement techniques included direct 
conversation, chat-box, annotating slides and polls. 
This provided opportunity for overt and/or anonymous 
contributions. The facilitator was deliberately 
provocative, challenging existing perceptions with 
evidence that highlighted a range of inequalities, 
directing conversations into sensitive areas not usually 
discussed.

EXCELLENCE IN EMBRACING DIVERSITY
WINNER

Dave Houchin
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A virtual panel allowed for dialogue to flow and included 
practitioners, directors and CEO/Chief Constable. 
Involving senior people and briefing them to be candid 
and demonstrate their own vulnerability set an important 
tone.   

Discussions included, who has influence?, who feels 
pressure to conform and why?, whose voices are 
heard?, how much does policing and contribute to 
societal injustice?, and the service’s willingness to listen.

Some experiences were difficult to hear and 
contradicted the organisation’s espoused values but this 
just made them more important to bring out. 

Participants were invited to engage in critical reflection 
(a component of CC) and encouraged to use their lived 
experiences to mentor others to challenge the status quo.

OUTCOME

Engagement analysis, stakeholder feedback and 
participant surveys were completed. Sessions attracted 
40-50 delegates (almost a sixth of the College of 
Policing workforce) at all levels and substantial buy in 
was achieved in the force pilot. Corporate feedback 
included how topics were ‘emotive’ and ‘deep’. They 
highlighted how there is ‘no other platform encouraging 
such a safe space discussion’.  

Opportunities to make overt and anonymous 
contributions overcame traditional inhibitors. More 
importantly, real time responses added impact. 
Anonymity was valued more in the force pilot suggesting 
levels of perceived psychological safety are organisation 
specific. Engagement was 90% and demonstrated a 
range of opinions and lived experience. 

Feedback was unanimously positive and included how 
people had more confidence to speak up. Additional 
sessions were requested. 

Challenging elements of organisational culture was 
repeatedly delivered, enhanced by selecting facilitators 
and panel members with relevant subject matter 
expertise. Positive feedback included how it was 
refreshing for panel members to share lived experiences 
in a way that black officers can relate to. 

Evidence of the mentoring element is limited and 
requires further development. Developmental feedback 
included suggestions to have the same attendees where 
possible to establish trust for more open conversations 
and to work on reaching those still not confident to 
engage. 

It is far too early to expect the Perspectives series to have 
led to wholesale transformational change. However, 
the importance of engaging high-profile people such as 
Stephen Lawrence’s brother to trigger open discussion 
about workplace lived experiences, in a sector 
notorious for deeply entrenched attitudes should not be 
underestimated. 

Policing becoming more introspective is highly counter-
cultural. The College of Policing now exploring wider roll 
out is significant endorsement. 

Concerns around the police response to violence 
against women and girls also being cultural are very 
topical. This suggests potential benefits in further 
developing the Perspectives approach.
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Slide demonstrating the espoused values of the National Police Chiefs’ Council (NPCC). This 
provided a useful introduction to explain the rationale for doing something very different. It served 
the dual purpose of providing both the mandate and the first discussion point to question why the 
desired attitudes and behaviours are so well articulated but rarely brought to life.

Slide illustrating the content of an anonymous poll. Results for all sessions were heavily weighted 
towards ‘No’. Application of critical consciousness theory broadened the subsequent reflexive 
practice to consider reasons why prejudice and oppression perpetuate at a personal, 
organisational and societal level.
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EXCELLENCE IN IMPROVING INCLUSION
WINNER

OVERVIEW 

The People Deal is an innovative people and 
organisation development consultancy based at the 
Business Incubator at Loughborough University.

I started the business in 2019, and work with a carefully 
selected team of researchers, psychologists, and 
consultants. Together, we are committed to developing 
trusted expertise in workplace fairness and to building 
a community of leaders who want to make the world a 
fairer place.

We can demonstrate that the key to creating engaging 
employee experiences is to cultivate a ‘fair workplace’. 
Our unique Fairness First Framework describes everything 
that is needed to create positive, inclusive, and 
productive workplaces where all employees thrive. 

THE CHALLENGE

In the first half of my career, I worked in senior HR 
leadership roles. I remember when popular terms like 
‘engagement’, ‘diversity’, ‘wellbeing’ and ‘inclusion’ 
started to emerge in the workplace.

Like many people professionals, I suddenly became 
responsible for leading on these new initiatives and 
had to quickly work out where to start. I became 
overwhelmed by the all the different ideas and 
approaches. In many instances, myths and ‘popular’ 
thinking had clearly overtaken evidence-based practice 
and recommendations. What was even more worrying to 
me was that everything seemed to focus on addressing 
the symptoms of workplace problems and not the cause. 

Our well-intentioned efforts of the past have resulted in 
HR teams today who are juggling multiple initiatives and 
feeling under constant pressure to keep up with what 
other, usually bigger, companies are saying, doing, and 
paying, whether their approach works or not. 

I experienced first-hand what it is like to be in a 
relentlessly busy HR role. No matter how much you want 
to, there simply isn’t enough time to work a better way. I 
decided that I would take a break from work to give me 
the time to do this. I applied to study for a MSc in Business 
Psychology and soon after, decided to leave my job.

During my studies, I also reflected on what was most 
important to me; I believe that everyone deserves to 
be treated fairly. I made the decision to set up my own 
business and spend the rest of my career supporting 
leaders who felt the same. Even though the idea 
of fairness is one of the most commonly expressed 
concepts, I discovered that only a handful of people 
had stopped to think what it really means, especially 
in the workplace. I was convinced that ‘being treated 
fairly’ was at the heart of the employment relationship. It 
took the next two years to work it all out.

APPROACH

The Fairness First Framework demonstrates both 
academic rigour and innovative practices as a formula 
for ‘workplace success’. With over 100 academic articles 
underpinning the science behind the approach, the 
framework takes decades of research surrounding 
fairness experiences and explains how these experiences 
work in tandem to create the crux of a fair workplace. 

We have carried out a validation study to test the 
Framework using pre-existing validated scales. The 
results from this study provided support for the fairness 
experiences being highly related constructs and 
dependent upon one another in the workplace. 

Our unique contribution to inclusion at work is that 
fairness is not just a component of what leaders do, it’s 
the entire essence of what they do. Leaders who create 
fair experiences and encourage fair behaviours will 
make a much stronger and more sustainable impact on 
inclusion than any short term, reactive and ineffective 



ABP Awards 2021 Case Studies |  30

activity. We can prove that in workplaces where 
fairness is the norm, feelings of inclusion and a sense of 
belonging is a natural part of the employee experience 
for everyone.

We pride ourselves on the level of diligence and 
accuracy in our research practice. We have built a 
credible and robust framework by exploring new topics 
and explaining what we find in a way that is accessible 
for those without empirical knowledge. We can be 
confident that the findings we base our understanding 
of workplace fairness on are robust, reliable, and well 
evaluated by others in the psychological field.

OUTCOMES

In Spring 2020 during the first lockdown, we were 
initially worried that our work was no longer as relevant 
amongst so much disruption and uncertainty. What we 
experienced was the opposite. We have noticed the 
word ‘fairness’ being used much more to explain the 
differing ways in which the virus had impacted individuals 
and communities. 

We worked alongside several businesses throughout 
the pandemic and from April to September 2020, we 
published a series of ‘What’s the deal with...’ resources 
on topical subjects. We applied what we knew about 
fairness to advise on challenges such as how to handle 
‘furloughing’ and provide ‘flexibility’ at work. We didn’t 
realise at the time that these activities were increasing 
client interest, confidence, and trust.

We have always been aware that there is a well-
established narrative of what good inclusion and 
employee experience practice is and it is likely that there 
may be some hesitance from some leaders to move 
away from this. Our approach is different and so far, we 
have had an incredible response. Our clients love that 
we focus on what we have in common as much as what 
sets us apart, that putting Fairness First is about bringing 
out the best of our human nature and most importantly, 
that we can help to ‘weave fairness throughout the 
fabric’ of an organisation and prevent common 
employment problems from happening at all.
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EXCELLENCE IN IMPROVING INCLUSION

OVERVIEW

A modern University put out a competitive tender to 
find a provider to design and deliver a 2-day Train the 
Trainer programme of Unconscious Bias Training (UBT). 
It was a closed tendering process with little opportunity 
to understand the context of the University and the 
work which had gone before. At the time of submitting 
the proposal, a couple of high-profile news stories had 
broken ‘exposing’ the UK government spend (especially 
Whitehall) on mandatory UBT when there was “no 

evidence that this training changes the behaviour 
in the long term or improves workplace equality in 
terms of representation of women, ethnic minorities 
or other minority groups”: Report commissioned by 
the Government Equalities Office produced by the 
Behavioural Insights Team. 

CHALLENGE

The University wanted to deliver the training themselves 
(one of the areas highlighted by the above report as 

RUNNER UP
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a particular risk for triggering a negative backlash in 
attendees). The commissioning person was clear they 
wanted a 2-day training but they didn’t know what 
content they wanted or how the eventual roll-out 
might be structured. They also didn’t know who would 
volunteer to be involved and what skills they would have. 

UBT was becoming more popular and heightened by 
societal and political changes (Black Lives Matter and 
the death of George Floyd) and many organisations 
were seeking UBT but were satisficing with ineffective, 
short, one-off sessions that left attendees feeling like 
their time had been wasted, or worse, came out feeling 
shamed or annoyed by their pointed-out failings.

APPROACH

How to find out more about the unique context when it 
was a closed competitive bidding process? …Build in an 
Inquiry Stage into the proposal:

I added an optional ‘Inquiry Stage’ to the 2-day Train-
the-Trainer programme using an Appreciative Inquiry 
methodology and positioned it as getting to know the 
institution better in order to create a meaningful training 
programme which could be used to celebrate the work 
already taking place, to increase knowledge across the 
University and to shape the content for the training. 

How to write a clearly planned and costed proposal 
AND allow for changes to emerge during the process 
without it looking like failure? …Break the work into 
Stages that allow reflection and learning:

A staged approach even on a small project builds in 
time for stakeholders to think, to revisit outcomes, to reset 
expectations, and to reduce the impact of sunk cost 
bias if it turns out the direction of the work needs to shift. 
EDI work is in essence, a cultural change project but this 
is often neglected as organisations search for a quick 
(and cheap!) answer to their problems. 

How to embed the work even though you have limited 
involvement?...Be clear about the likely outcomes/
timescales for change and find internal resource:

By encouraging the set-up of internal Working Group 
to oversee the progress provided a ‘home’ for the work 
beyond the consultancy period. 

Creating a role description and preliminary questionnaire 
to gather skill levels and motivations of the volunteers 
and using this to inform the course content and 
recommendations for Action-Learning sets to support the 
volunteers increased the likelihood of success. 

How to address the elephant in the room that there is 
no evidence-base for the work?...Be honest about what 
can and can’t be achieved and the focus of the work:

By clearly distinguishing between raising awareness and 
producing behavioural change and highlighting where 
to look for evidence when they rolled-out the training.

By focusing on Inclusive Leadership practices and how 
they could actively promote an inclusive culture in their 
University rather than focusing on trying to reduce implicit 
bias in any one individual by structuring the content 
to illustrate how biases are formed (e.g. Kahneman’s 
work) and then focusing on how to overcome bias e.g. 
through inclusive recruitment practices, fair promotion 
decisions, running inclusive meetings gave the 
programme the best chance of success. 

OUTCOME

Success was measured through qualitative and 
quantitative means using direct feedback from the 
participants on what worked and what did not as well 
as using Implicitly Implicit Association Task to measure 
bias before and after the Train the Trainer programme. 
Results were mixed but for some, Implicitly data showed 
that volunteers with elevated risk of bias at the start of 
the programme had reduced risk by the end of the 
programme. The results are correlational not causal 
so cannot claim beyond doubt that the programme 
reduced implicit bias but given the methodological 
problems with the IAT (Harvard’s Implicit association test), 
the results show promise for future attempts at trying to 
find a direct impact of UBT.  
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OVERVIEW

Our team of Psychologists developed and successfully 
tested a service called ‘Neuro-Include’, which aims to 
address inclusivity and wellbeing in the built environment. 
With the help of psychological research and the use 
of immersive simulations, we were able to put clients 
into the shoes of their customers/employees/users, to 
understand how their environments impact wellbeing. 
We demonstrated that small tweaks in the design 
or operations of buildings can make a difference in 
providing neuro-inclusive spaces. This case study shows 
how this standard will change the way in which buildings 
will be designed and operated at a national level.

CHALLENGE

The impact of low wellbeing for any organisation has 
both a financial and human cost. 

Evidence has shown that mental ill health at work 
is costing UK businesses more than £45 billion. The 
report suggests that by improving the management 
of mental health in the workplace, employers could 
make significant savings. These findings suggest that 
psychological tools and techniques are needed to help 
address these challenges and promote more inclusive 
spaces for all. 

With respect to neurodivergence, research has shown 
that awareness, support and accommodation of needs 
are key factors for ensuring an increase in wellbeing. This 
is supported by research which has shown that making 
the physical space inclusive can have a significantly 
positive impact on productivity, staff turnover and 
increase business. Accordingly, 

Arup’s Neuro-Include team held internal and client 
workshops to promote neuro-inclusive environments 
and to emphasise the consequences of neglecting 
the research, which could result in the exclusion of 
a significant portion of society, therefore reinforcing 
inequities. We recognised that organisations need to 

respond to the needs of their audience to avoid this. 

When piloting Neuro-Include, we held several workshops 
with key stakeholders – including Mechanical, Electrical 
and Plumbing Engineers, SMEs and third-parties – to 
recommend our adjustments to the built environment. 
The purpose of these workshops was to both 
demonstrate our thinking and collect feedback on how 
best to position the work. This allowed us to adjust our 
approach to meet the client’s needs, as well as clarify 
uncertainties, misalignments, and other assumptions. 

APPROACH

The team designed a toolkit, showcasing a blended 
approach of Psychology and Inclusive Design. The 
approach for creating Neuro-Include was human-
centred meaning users were at the heart of the design 
considerations.

An in-depth literature review identified the Job 
Demands-Resources model as one of the suitable 
evidence-based frameworks to be used when speaking 
to participants. In this respect, peoples’ physical 
environments were resources when designed inclusively, 
and demands, when the buildings design and operations 
hindered peoples’ experiences/capabilities. 

We then conducted semi-structured interviews with 13 
people who had a formally diagnosed mental health 
condition, or were neurodivergent, e.g. experienced 
ASC (Autism Spectrum Condition), Dyslexia or Dyspraxia. 
Data was analysed qualitatively through content analysis 
and results informed the findings showcased in the 
toolkit. These include:

• Five personas designed to help raise awareness of the 
diversity of experiences people have, 

• Considerations and recommendations for changes to 
be made to design and operations of environments 
to make them neuro-inclusive, 

• Recommendations to ensure safety and inclusivity in 
relation to Covid-19, 

EXCELLENCE IN HEALTH & WELLBEING
WINNER
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• Information to raise awareness of neurodiversity and 
mental health more broadly.

We used data outlined in the toolkit to generate 
immersive simulations. Working with our Technology 
Consulting team, we created a Virtual Reality platform 
that has two purposes: 1. To enhance empathy; 2. To 
map out which areas of the physical environment can 
be changed to provide neuro-inclusivity. 

We identified the following steps to successfully delivering 
Neuro-Include to our clients:

Research: establish key areas for change based on data 
analytics

Simulate: create a dynamic experience of identified 
‘trigger’ points through using immersive simulation tools, 
such as eye tracking and biometric mapping

Analyse: collect a biometric dataset through scenario 
testing and generate data-driven insights to influence 
design and operations decision-making

Educate: enhance empathy and awareness to better 
support customers or employees who identify as 
neurodivergent and facilitate operational readiness and 
training.

Previously, immersive mediums have  rarely are they used 
to enhance emotional understanding in a commercial 
context. Applying our platform revolutionised 
the way organisations empathise with and support 
employees with mental health conditions and who 
are neurodivergent. This helps stakeholders to make 
informed, evidence-based decisions in facilitating more 
inclusive environments. 

OUTCOME

We explained the potential benefits of adjusting the 
environment for three main groups: 

1. Employees: by creating a space which allows people 
to feel comfortable and safe, the level of productivity 
is likely to increase. Taking care of employee wellbeing 
has a direct impact on business performance, lowering 
absenteeism, presenteeism and increasing staff 
retention.

2. Customers: providing more inclusive areas which 
meet the needs of all increases the likelihood of 
return custom. It also encourages a more efficient use 
of space, accommodating a diverse set of needs 
and improving experience.

3. Visitors & Patients: more considerations for how 
surrounds can make people feel welcome and 
comfortable can positively impact their experience 
could reduce anxiety and stress. By accommodating 
people’s needs and creating a supportive 
atmosphere, where they feel relaxed, patients may 
have a more productive consultation or treatment.

The work was measured by understanding how Safety, 
Visual, Thermal, Noise and Maintenance could be 
designed to reduce anxiety, prevent accidents, and 
contribute towards a sense of comfort and wellbeing.

Success was measured by persuading the client to 
approve and implement Arup’s recommendations, 
which resulted in the creation of inclusive environments 
for their customers

Arup delivered a simple, scalable and highly 
maintainable outcome. We were invited to support the 
British Standards Institute with the development of a new 
design standard that provides advise on designing for 
neurodiversity. This is the first standard of its kind globally, 
and it will have a major impact on how buildings are 
both designed and operated in the future.
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OVERVIEW

Peoplewise is a global leader in strategic talent 
management and business psychology. Our client 
partner is a leading global commercial real estate 
organisation with over 100,000 employees around the 
world.

CHALLENGE

Detail the strategy you put in place to answer the 
challenge, who was involved and how did you respond 
to the challenges faced? 

A leading global commercial real estate organisation 
was alarmed by the low well-being scores reported on 
the annual 2021 employee engagement survey. Top of 
the list of concerns were the inability to cope with work 
and work-related stress. 

The account was made up of 350 employees based in 
16 countries. The account was one of the most lucrative 
in the portfolio and was of strategic importance to the 
organisation of 100,000 employees globally. The account 
had recently transitioned to a global operating model, 
with the newly appointed Global Account Director 
announcing a 3-year account plan and a vision to be a 
“high performing, engaged and diverse team delivering 
world class outcomes”.  

Despite Covid-19 disruptions, account-wide KPIs showed 
good operational and commercial performance, yet 
c-sat and employee engagement scores performed 
40% and 21% below target, with wellbeing and stress 
management identified as one of the primary action 
areas.  

Peoplewise psychometrically assessed the positive 
resilience of 129 employees based 16 countries. 

Researchers at Peoplewise define Positive Resilience as 
“the science and practice of developing mastery over 
our ability to not just cope with disruption and challenges 
but thrive and reach our full potential for happiness and 
success” (Board, 1996). 

The Positive Resilience Profiler (PRP) provided a valid and 
reliable way to measure positive resilience and compare 
scores to thousands of professionals globally. 

Peoplewise knew from their academic and professional 
research in hundreds of organisations and thousands of 
employees, that positive resilience and well-being are 
intrinsically linked. In fact, well-being is one of the seven 
pillars of positive resilience (Figure 1).

Figure 1. PeopleWise model of Positive Resilience

Employees received personal reports and group 
feedback sessions to help them interpret their report and 
create action plans. 

The results were aggregated and shared during focus 
groups where the leadership team and employees 
worked together to create a meaningful action plan.

EXCELLENCE IN HEALTH & WELLBEING
RUNNER UP
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APPROACH

We recommended a qualitative and quantitative 
approach – with quantitative analysis and team 
analytics delivered by the PRP psychometric and 
qualitative exploration to co-create action plans to 
enhance Positive Resilience delivered by regional focus 
groups. 

For the project to be successful, it needed to engage 
and encourage 129 employees of its benefits to them, 
their teams and the business. 

To achieve this, PeopleWise advised the account 
director that participation should be voluntary so that 
individuals could exercise free will in deciding whether to 
participate in the initiative; a well-researched aspect to 
ensure psychological safety (Lavrakas, 2008). 

To support the client, PeopleWise co-authored different 
communication methods to highlight the personal 
and professional benefits of undertaking the Positive 
Resilience Profiler (PRP) assessment. 

Finally, employees were assured their individual reports 
would not be share with anyone else. Results would be 
aggregated and the data would be represented by 
account-wide, geographical regions and job families. 
This would allay any fears that results would be attributed 
to individuals or that the data would be used for any 
other purpose other than development.

Employees received an email from the account director 
describing why the project was taking place, the role 
of PeopleWise, its benefits and what was involved. The 
messages were also conveyed in a newsletter and 
video. 

All 129 employees received a link inviting them to 
complete the PRP psychometric via or Enable platform. 
To help the client, scores were compared against a 
global benchmark of managers and professionals from a 
broad range of industries. 

To support higher participation, automated reminders 
were sent to individuals who hadn’t completed. 
Completion updates were sent to the client three times a 
week and were discussed at the weekly project meeting. 

On completion of the PRP, employees received a 
personal report explaining their results and offering 
insights and development advice. Due to budgetary 
constraints, it was not possible to provide one-to-one 
feedback. 

Workshops were delivered for each geographical region 
using videoconferencing facilitated by a peoplewise 
psychologist qualified in helping individuals interpret their 
PRP profile and use the report to help develop, enhance 
and maintain their personal level of positive resilience.

The workshops explained in simple, jargon-free language 
what positive resilience meant, the science and 
evidence behind it, business and personal benefits 
and tips and strategies to develop each o the 7 pillars, 
including coping and wellbeing.  

Employees were made aware that the seven pillars of 
positive resilience are based on internal resources (state-
like) or capabilities which can be easily developed by 
individuals with conscious effort (Geizer et al., 2017). 

The interactive sessions contained individual and group 
activities to ensure learning was transferred into their 
day-to-day lives were encouraged to commit to actions 
to address the areas of positive resilience most relevant 
to them. 

To ensure leadership participation in action planning to 
embed a wider culture of positive resilience across the 
account, all participants were invited to attend focus 
groups designed by Peoplewise, and cofacilitated with 
account director. The purpose was to gain insights into 
the factors influencing and driving the team’s current 
levels of positive resilience, and to co-create action 
plans for improvement. A “café conversation” style 
approach was used with breakout rooms to encourage 
profound, inclusive, and engaging conversations. 

 The account director committed to review employees 
input and publish an action plan. Finally, a commitment 
was made to offer all employees the opportunity to 
re-take the assessment in a year’s time to measure the 
effectiveness of the company’s response.  

OUTCOME

After a project wash-up meeting, the client has provided 
positive feedback (some of which is captured below. 
This initiative continues with ongoing evaluation of the 
approach and outcomes, including: 

1. Employee engagement and involvement. All 129 
employees (100% participation) completing the PRP 
psychometric and receiving an individual report 
which reflects the strength of the engagement and 
communication plan. Over 100 employees attended 
the voluntary workshops. 

2. Evaluation of the appropriateness and usefulness 
of the approach. Following the launch, despite 
logistical and practical challenges presented 
by Covid-19, there was a 100% uptake rate in 
completing the voluntary Positive Resilience 
assessment and development initiative, indicating a) 
that the construct of Positive Resilience is perceived 
as valid and crucial for supporting the strategic 
agenda and b) that the communication strategy 
was successful. 
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3. Evaluation of the PRP assessment and feedback 
experience. Qualitative feedback was used to 
evaluate engagement with the various stages of the 
process. Overall, there was an expressed gratitude 
for the investment in their personal and professional 
development, expressed “surprise” at just how much 
was taken from the session and an appetite for more, 
including desire to understand how best to enhance 
personal, team and account-wide positive resilience. 

4. Commitment to take action and measure success 
for two years. Senior leaders committed to take and 
publish an action plan which includes employees 
suggestion in order to boost positive resilience and 
well-being. A further commitment was made to 
measure and assess the effectiveness and success 
of the project through the annual employee 
engagement survey results. All employees will be 
given the opportunity to re-take the assessment next 
year and the year after. Quantitative targets have 
been set by the leadership team for future years and 
the results will be benchmarked against this year’s 
results.
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The ALiGN project set out to innovate and turn the 
traditional employer-centric model of recruitment on its 
head, replacing it with a jobseeker-centric model. The 
ALiGN Project and its related programmes are targeted 
towards underserved groups and vulnerable populations 
such as women, youth, indigenous peoples, refugees, 
newcomers, racialised peoples, LGBTQ2S+ people, 
persons with disabilities, veterans, and individuals living in 
rural communities. 

CHALLENGE

Traditionally, systems and processes in the recruitment 
industry have been designed to load the dice in favour 
of the employer. 99% of large organisations now use 
an Applicant Tracking System (ATS) to streamline hiring, 
automatically selecting on questions and credentials. 
Business Psychology is often baked into this technology 
and despite it not being recommended best practice, 
psychometrics and ability tests are often used to 
automatically screen-out candidates. 

Even worse, black-box AI algorithms are employed to 
make such decisions and have been shown to suffer 
from many biases, such as Amazon’s AI tool which 
proved to be biased against women. Many vulnerable 
and underserved groups have limited job experience 
and are hopelessly ill-equipped to combat such bias 
and discrimination, as evidenced by a 2019 study 
that showed that although the unemployment rate in 
Canada was 5.7%, the corresponding rate for immigrants 
who had arrived within five years was almost twice as 
high, at 9.5%. 

APPROACH

The ALiGN Project set out to innovate both 
technologically and in terms of the operating 
model. To address the barriers posed by leading with 
a traditional CV approach, particularly when factors 
such as education and experience are already unfairly 
distributed in vulnerable populations, the project asked: 

• How could psychometrics be experienced as 
empowering for jobseekers? 

• How could technology be used in the service of the 
jobseeker? 

• How could individuals from vulnerable groups, who 
often lack access to career guidance, coaching 
and/or support with the recruitment process, be given 
such support? 

Jobseekers sign up to this creative programme by 
creating a free account where they are invited to 
take a Big 5 personality assessment (Lumina Spark). 
They personalise their profile with their education, skills, 
experience, and location to get matched to new job 
opportunities. 

To enrol employers into this approach explainer videos 
were created: Jobseekers receive an innovative 
personality report, a Lumina Spark Portrait, which 
increases their self-awareness and informs them of their 
strengths, challenges, communication, and leadership 
style. 

They learn to ‘speed-read’ others using the innovative 
Spark Splash App as well as learn how to deal with stress 
and regain composure to prepare them emotionally and 
culturally for the workplace. 

This learning is facilitated by e-learning modules created 
by Lumina Learning and ALiGN. These teach them how 

EXCELLENCE IN TECHNICAL INNOVATION
WINNER

ALiGN 
by Otec, Ryerson Magnet and Lumina Learning
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to harvest all the information in their Lumina Spark Portrait 
and use it in their C.V., cover letter and interview. 

Employers using ALiGN are enrolled to specify their job 
opportunities. An “ideal candidate profile” is determined 
based on the specific role which has been profiled by 
a team of Business Psychologists at Lumina Learning 
using a combination of industry specific data, academic 
research literature and job information to identify the 
critical behavioural competencies and blockers for each 
role. Currently, 44 (and growing) different job functions 
and families have been profiled across industrial, 
technical and manual labour, professional services, 
healthcare, retail and hospitality sectors. 

These behavioural competencies and blockers are 
assessed using the Spark instrument and employers 
are automatically matched with jobseekers who fit this 
profile, as well as any other criteria they set. Employers 
are attracted to this ‘turnkey’ system that allows them 
automated access to an untapped pool of diverse talent 
allowing for a faster, cheaper recruitment process that 
emphasises job compatibility using a scientific, objective 
approach from the outset. 

OUTCOME

One challenge this project addressed for employers 
was their often stated need to embrace diversity, 
yet they often simply don’t have the knowledge, 
capability or resources required to do so in a recruitment 
process.  To address this challenge, the project set 
out to enrol prospective employers to support more 
diverse recruitment, through addressing key recruitment 
challenges such as reducing costs and time, addressing 
labour shortages, and enabling better selection 
decisions through deeper access to an untapped pool of 
diverse talent. 

As of October 2021, 6,936 jobseekers have registered 
with ALiGN, with 97,000 connection requests having 
been sent by employers, with research on the success 
of the project finding an 89% job placement rate. The 
demographics of cohorts vary, with one recent cohort 
breaking down as follows: 

• 87% identified as belonging to an employment equity 
group (women, people with disabilities, indigenous 
people, visible minorities) 

• 62% identified as female 

• 46% identified as racialised people 

• 8% identified as LGBTQ2s+ 

• 5% identified as living with a disability 

• 1% identified as indigenous people 

A study showed a 30% higher employment success 
rate for those identified as a natural fit for specific 
occupations versus those with a low fit. Additional 
benefits for jobseekers are achieved through wrap-
around services which address their specific needs, 
coaching them through the entire process, and 
increasing employability through improved self-
awareness, a better understanding of team dynamics, 
and resilience training, helping them understand their 
strengths, challenges and leadership styles, allowing 
them to recognise their value to employers. Without 
the programme, these opportunities would have 
been extremely difficult to come by, especially for 
underserved populations. 

Finding a job in the right career path has always been a 
challenge, but with the ALiGN model, finding the right fit 
has been made much simpler, resulting in higher levels 
of job satisfaction and retention. Kristi Cloutier, a 26-year-
old jobseeker, found the programme to be extremely 
helpful in helping her find a career path she had not 
considered before. 

“ALiGN helped me to understand what jobs I’d be better 
suited for and to narrow down my search for jobs where 
my personality traits would fit. Because of that, I ended 
up with a job that I am happy in.” 

Some of the learnings so far would be to have 
incorporated the e-learning for jobseekers and 
career counsellors from the start as this was added 
in later and proved invaluable in getting the most 
from the Spark instrument. Similarly, more thought 
around capacity building for counsellors around using 
psychometrics would have been valuable from the 
outset as many had never used them before. 
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EXCELLENCE IN TECHNICAL INNOVATION

OVERVIEW

Here2there.me Ltd (H2t) is based in North Wales and 
was incorporated in August 2019. The company was set 
up in response to the challenges that our clients were 
experiencing in relation to person-centred planning 
and outcomes recording. This was predominantly in 
the social care and education sectors. Previously the 
people involved in H2t had been involved in providing 
consultancy, training and app development.

CHALLENGE

Our work usually centres on supporting people or teams 
to progress and achieve. How do we engage people 
in this process, so they take ownership of their plan 
(because there always is one), and how do we measure 
the impact of our interventions?

These are two eternal challenges, particularly in relation 
to services who provide personalised support, within 
social care, health, education, criminal justice etc. 
Often this work involves supporting individuals with ‘soft’ 
outcomes. Things that are hard to measure in tangible 
ways.

In addition, there are often a whole range of people 
in the individual’s life. This includes professionals from 
different agencies, family, friends, co-workers etc. How 
do we ensure these people work in a coordinated way 
without the individual having to tell their story over and 
over again?

H2t is a project (and associated online tool called 
ForMi) that has been piloted for 2 years, supported 
by R&D funding from Welsh Government SBRI (Small 
Business Research Initiative). It was piloted within 10 sites 
across Wales and England through to April 2022. The 
ForMi tool builds on learning from Appreciative Inquiry, 
Most Significant Change Technique (MSC), Swansea 
University’s DEEP programme and other approaches.

Roger Rowett has led on the project and developed 
the concept of this online tool with the support of Stuart 
Short (Technical Lead). There are now four Directors 
including Vicky Allen and Kat Applewhite. All bring 
complementary experience and expertise to the project.

We are now approaching people across a range of 
sectors who interested in the ForMi tool and the related 
consultancy and training that we offer. Currently we are 
working with organisations and services supporting people 
with a learning disability, family support, young people 
receiving Hospice support, Child and Adolescent Mental 
Health and volunteers working for environmental projects.

We are also targeting ForMi at mainstream organisations 
who wish to develop their workforce in innovative and 
effective ways.

APPROACH

Because of our success in applying for other 
competitions and the subsequent R&D contracts 
and funding that this brought with it, we felt that we 
were in a good position to submit an entry for the ABP 
Awards. Even through we were in a pre-launch phase, 
our concept had attracted a lot of interest which was 
underpinned by funding of over £100k. Even though 
the money was obviously very welcome, the faith that 
people had in our product gave us the ambition to 
apply for the ABP Award and other opportunities which 
would help raise our profile.

OUTCOME

Success and outcomes were measured by the funding 
and support we had received from government bodies. 
We also had independently commissioned reviews and 
benchmarking reports. This is how we knew we had a 
concept and product that had significant potential to 
help organisations develop both their service users and 
their employees in a highly innovative and effective way.

RUNNER UP
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OVERVIEW

Inemmo provides professional management and 
leadership development learning solutions and executive 
coaching that improves leadership performance.

CHALLENGE

Since the Brexit referendum, the term ‘levelling up’ has 
been interpreted to mean addressing geographical 
inequalities through promises of economic investment 
such as road/rail infrastructure projects outside London. 
However, the Financial Times recently asserted ‘levelling 
up’ is “a running joke amongst No.10 staff – it’s a slogan 
without a purpose”.

For Inemmo’s young coachees, the process of ‘levelling 
up’ is a personal psychological experience, grounded in 
their lived experience in (typically) socially immobile and 
underserved black and brown communities in London. 
In the UK, meritocratic education discourse continues to 
present schools as ‘engines of social mobility’ regardless 
of an individual’s circumstances. 

Yet research by Ownes and de St. Croix (2020) still 
question whether schools can make up for the significant 
structural disadvantages of students with certain 
backgrounds, be they poor or marginalised in some 
way. This practical and psychological challenge is well 
articulated by the coaches

APPROACH

Over the last three years, at no financial cost to 
themselves, 24 young people have been coached 
and mentored to develop their self-awareness and 
emotional intelligence in order to build their resilience, 
self-leadership, and accountability.

Short coaching experiences are provided, with an 
ongoing mentoring programme for individuals who want 
to benefit from significant long-term interventions to 
support social mobility and the attainment of career and 
life goals.

Inemmo used evidence-based business psychology 
models:

• Coaching methods adapted from Cognitive 
behavioural therapy help the young people address 
their self-limiting beliefs, such as the often-quoted old 
adage used in schools and internalised by black and 
brown people in their early years, “You have to work 
twice as hard to be equal”.  

• The ‘Sedona Method’ to enable the young people to 
examine their wants and explore their psychological 
needs for control, security, approval, separation and 
oneness.

• Validated Big Five personality model (Lumina Spark) 
suitable for coaching around inclusivity, valuing 
diversity, derailing, self-esteem and how to navigate 
complex relationships.

EXCELLENCE IN USING BUSINESS  
PSYCHOLOGY FOR SOCIAL IMPACT

WINNER
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A unique personalised coaching contract was agreed 
with each young person and no two agreements were 
the same. Based on their needs, the frequency of 
coaching was increased when jobs were applied for, 
or critical conversations were needed. The coaching 
always started with weekly support, which was reduced 
as self-efficacy and confidence were built. An ongoing 
assessment of needs shaped the future frequency of all 
coaching interventions.

Personalised goals were set and later assessed, with all 24 
of the young people reporting a positive impact on their 
personal and career goals, and 16 reporting a significant 
positive impact. One of the coachees was supported 
throughout the setup of a technology business 

The application of the coaching and mentoring 
programme was based on taking the young people 
through repeated iterations of Kolb’s 4 step learning 
cycle:

1. Concrete Experience e.g., team exercises with 
peers and the creation of videos describing 
what they stand for https://www.youtube.com/
watch?v=ICmjOfRBPOs

2. Reflective Observation e.g., coachee gathers 
feedback to help plan for their future success. This 
included feedback on interview performance, as well 
as management feedback on performance at work. 
Coachee also keeps a personal journal to document 
their growth

3. Abstract Conceptualisation e.g., understanding and 
applying the ‘Big Five’ to support valuing diversity and 
the building of productive, long-term relationships

4. Active Experimentation e.g., role-playing conflict 
situations ahead of challenging interactions, such 
as discussions with parents or older adults/teachers 
who can have a massive positive or negative impact 
on the young person’s future. Here are the young 
people’s views on this:

OUTCOME

The programme has instilled in the young people a 
strong sense that they are part of the true ‘levelling up’ 
agenda.

How did Inemmo measure success?

The programme was designed with assessment in mind, 
using an adaption of the 

Kirkpatrick 4 levels:

Level I – The young people’s reaction to the programme 
was overwhelmingly positive. When asked for an overall 
rating for the INEMMO ‘Levelling-Up’ Coaching and 
Mentoring Programme, 23 scored 5/5 (Excellent) and 1 
scored 4/5 (Very Good).

One student commented “I would very strongly 
recommend the INEMMO ‘Levelling-up’ Coaching 
& Mentoring Programme to everyone. For me, the 
experience has been amazing. Thank you for always 
being in my corner”, and another said “Thank you for the 
years of support and coaching”
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Level II – when asked at least six months into the 
programme about their retained knowledge of their 
strengths, possible derailers and how to better relate to 
others, 19 scored 5/5 (strongly agree) and 5 scored 4/5 
(agreed). In addition, 22 scored 5/5 for knowing how to 
have greater impact and influence, with 2 scoring 4/5.

Level III – the coachees assessed the impact and 
practical application of what they learnt. One coachee 
gave feedback, “All the help you gave me is very 
much appreciated. I used to suffer badly with imposter 
syndrome but with your support, I no longer engage 
in that behaviour. It’s like a big weight has been lifted 
off me and I can breathe again. Instead, I have grown 
to understand and appreciate my value both on a 
personal and a professional level.”

• Some further words from participants: “Without this 
coaching, I don’t think I would be where I am today. 
The structure, personalisation and delivery pushed me 
to my limits helping me uncover my true potential”.

• “It has been life-changing – what happens when you 
have the courage to take your place in this world, 
and Joy and Atiya helped me see that. Thank you. If 
not for your interventions, I know that I would still be 
lost and having conversations with myself that are 
unhelpful and do not move me forward. I am now 
very proud of myself and all I have achieved.”

• “Before joining the programme, I was not as 
confident, flexible and well-rounded as I am today. 
Their investment in me has led to roles in Engineering, 
Technology and Consulting with Rolls-Royce, Google 
and BCG. One year into coaching, I founded   
https://www.motivez.co.uk with a team of six, which 
supports thousands of young people’s access to STEM 
jobs and to become change-makers.”

https://www.motivez.co.uk 
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OVERVIEW

Project LEAP was established by Sakshi at the age of 17 
to provide guidance to volunteers who were involved in 
a very disorganized social-service sector in New Delhi, 
India. The project inspired 300 volunteers within the first 
month to deliver quality education to 1600+ families 
consistently for 4 years. The project focuses on providing 
the right skills, mentoring and coaching to the volunteers 
and acts as a learning & development center for youth 
volunteers. Today, skill-based training is provided to youth 
volunteers around the world who are working towards 
any social cause. 

CHALLENGE

One of the biggest challenges in social sector is to retain 
volunteers to allow for consistency of social work. This 
is critical to provide the beneficiaries with a stable and 
consistent approach of help and support that they 
deserve. 

APPROACH

To tackle this challenge, the project guidelines targeted 
the issues that volunteers face in their volunteering 
journey and eliminated them (or reduced them) to 
ensure higher retention. This included smaller changes 
like zero to minimal travel time to volunteer, to bigger 
changes like making the project zero-cost ensuring no 
money goes out of the pocket of the volunteers. Finally, 

LEAP also catered to the professional growth needs of the 
volunteers by focusing on their skill development, training 
needs analysis and communication skill enhancement. 

OUTCOME

 A 100% volunteer retention rate was achieved by Project 
LEAP which is unheard of. This made Project LEAP the first 
UNESCO Kindness Leader awardee in 2018. In total, LEAP 
volunteers taught 1600+ families in Delhi and trained over 
600 volunteers globally. 
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EXCELLENCE IN USING BUSINESS  
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