
WE HELP BUSINESSES 
CHANGE FASTER 
THAN THE WORLD 
AROUND THEM



But it’s our 
ability to 
connect the 
dots between  
them that 
creates 
real impact 

WE SPECIALISE IN 5 AREAS…

PURPOSE

STRATEGY

LEADERSHIP

ENGAGEMENT

CULTURE
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GET EVERY TEAM ON A MISSION TO  
ACTUALLY DO BUSINESS BETTER 

We are specialists – in team and approach – in helping businesses harness 
the power of purpose to change faster than the world around them.

CHANGE IS NOT ABOUT 
FRAMEWORKS, PROGRAMMES, 
OR CLASSROOM LEARNING. IT’S 
ABOUT CHANGING THE WAY YOU 
DO THE WORK, IN THE WORK.

EMOTIONAL COMMITMENT 
IS WHAT MAKES PEOPLE 
RUN THROUGH WALLS - 
AND ACTUALLY DELIVER.

ACCELERATED CHANGE 
AND PERFORMANCE IS 
DELIVERED BY TEAMS, 
NOT INDIVIDUALS.

We believe...

OUR PURPOSE
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“  businessfourzero helped us 
co - create the next chapter in 
our strategy, culture & leadership. 
It was tough but brilliantly 
rewarding and the businessfourzero 
team were outstanding.”
Natasha Adams, CEO, Tesco Ireland
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What we do
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PURPOSE DRIVEN 
BUSINESSES 
(NOT BUSINESSES 
WITH A PURPOSE 
STATEMENT)

PURPOSE
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A Purpose simple and powerful 
enough to galvanise the whole bank

With a new CEO in role, a new exec team around 
her, and fierce competition amongst challenger banks, 
TSB needed a compelling direction to mobilise all 
employees and drive growth.

Our approach
1.     Aligned Exec. We got the newly formed executive leadership team 

committed behind the new organisational purpose. 

2.   The blueprint. Designed a simple but powerful articulation of the 
business direction going forward.

3.   Senior leadership immersion. Ran a series of ignition events to 
engage senior leaders and get them committed to leading the change. 

4.   Teams mobilised. Activated the entire business around the narrative.

SUBSIDIARY: TSB

90%
FEEL THEY’VE BEEN 
AS OR MORE EFFECTIVE 
IN DRIVING STRATEGIC 
OUTCOMES

3X
more products 

bought by 
customers

118%
increase in 
confidence in 
talking about the 
new strategy
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THE IMPACT

2020 Statutory loss of 
£204.6m pre-tax

From: 

2021 Profit of 
£157.5m

To: 

“  This is a great set of results. With a focus on 
delivering our Money Confidence purpose, we 
have seen outstanding income growth in 2021, 
made improvements in the products and 
services we offer customers, and become 
a more efficient and resilient bank.”
Robin Bulloch, CEO

30%
increase in colleague 
engagement 

90%
of senior  

leaders crystal 
clear on the 

strategy

60%
OF PEOPLE REALLY 
BELIEVE IN PURPOSE
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WHY: PURPOSE 

WHAT: DRIVERS
The key things that all of us must 

focus our time and money on to drive 
our Purpose and commercial growth.

HOW: 
BEHAVIOURS

How every one of our 
people must operate to 

deliver our Purpose 
and strategy.

A simple & stretching affirmation of the 
role we play in customers’ lives – that will 

inevitably create multiple opportunities for 
growth and positive social impact.

WHAT MAKES FOR GOOD  
STRATEGIC DRIVERS?
• Create advantage
• Point of view, not bucket
• Force choices

WHAT MAKES FOR 
GOOD BEHAVIOURS?
• They feel like ours
• They raise the ceiling, not the floor
• Single minded call to action

WHAT MAKES FOR 
A GOOD PURPOSE?
• Differentiates us
• Directs our innovation efforts 
• Creates decades of stretch
• Defines where we play

OUR APPROACH TO PURPOSE DRIVEN CHANGE
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STRATEGY POWERED 
BY THE CONVICTION 
OF LEADERS 
(NOT BURIED IN 
LIFELESS DECKS)

STRATEGY
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Strategic clarity that ignited 
strongest growth in a decade
After years of impressive results IHG was operating 
within an increasingly competitive industry which 
had moved on at a staggering pace. The business 
needed a commercial and cultural lift. That meant a 
stretching commercial ambition to galvanise senior 
leaders, and a bold strategy to drive execution 
and step change the rate of growth.

Our approach
1.   Case for change. Challenged leaders’ beliefs about where 

the business was at – and where it might end up – to spark 
breakthrough conversations and get them on the same page 
around the commercial imperative.

2.   Strategic drivers. Picking up a 200-page undifferentiated 
strategy, we forced the Exec to have tough conversations 
about the big outcomes they were shooting for 
and align on how they create real advantage. 

3.   Ignited Senior Leaders. Having created 
an iconic 2X strategic narrative for the 
business, we launched to senior leaders in 
Los Angeles and equipped them to lead 
for it with focus and conviction.

94%
feel they’ve been 

as or more effective 
in driving strategic 

outcomes
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THE IMPACT

“  This was a truly defining turnaround moment for 
IHG. I can’t imagine a prior meeting being better 
than this one and it will be a hard act to follow.”
Senior Leader, IHG

4.3% highest net 
system size growth 
in a decade whilst... 
taking 15% out of 
the cost base

100%
OF SENIOR LEADERS 
CLEAR AND COMMITTED

111%
increase in membership 
in IHG rewards

96%
of people clear 
on delivering 
their strategy

90%
of senior  

leaders crystal 
clear on the 

strategy
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CRAZY 8 – FROM 
BIG OUTCOME, 
DOWN TO 
COMMERCIAL 
OPPORTUNITY, 
AND BACK UP

Translate purpose into a 3 year 
horizon with purposeful stretching 
goals – which done right can hard 
link our commercial ambitions, 
purpose and strategy together. 

Drivers are the bold outcomes 
that if achieved will ensure we 
deliver our goals and move 
forwards towards our purpose.

The 5 – 6 critical actions or 
initiatives we must focus on 
to deliver each driver.

CRITICAL 
ACTIONS

STRATEGIC 
DRIVERS

STRATEGY
PURPOSEFUL 

GOALS
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LEADERSHIP TEAMS & 
COALITIONS CREATING 
COLLECTIVE MOMENTUM 
(NOT BRILLIANT INDIVIDUALS  
RADIATING COLLECTIVE 
DYSFUNCTION)

LEADERSHIP
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Shifting leadership behaviours 
ready for a new phase of 
performance
Reckitt had an iconic culture – iconically tough. It had 
fueled rapid growth but was no longer fit for purpose 
and was hitting business reputation and investor 
confidence. The new CEO and his new exec team called 
on us to transform the culture, and ignite that shift by 
getting every leader to actually operate differently. 

Our approach
1.   Leadership shift. Defined the behaviours that retained what was 

brilliant about Reckitt, and built new muscles geared for a new 
phase of growth. We immersed senior leaders in a behavioural 
change process to begin applying new micro-behaviours in the work.

2.   Leadership activation. Created several high-profile global events 
that brought all their leaders together to connect the dots between 
the strategy, their behaviours and their culture, and having direct 
conversations about how they role model the shift. 

3.   Leadership performance. Shaped powerful cross-business 
conversations about how the behaviours connected to strategy, 
then worked with regional and functional leadership teams to 
identify how and where to unlock performance in their teams. 

4.   Leadership team ignition. We worked with divisional leadership 
teams, including DACH, to sharpen their leadership priorities, 
‘leading-for-good’ behaviours and re-engaging their business. 
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THE IMPACT

17.4%
like-for-like net 
revenue growth 
through covid 
(2020-2021)

“  Thank you for helping restore 
the soul of Reckitt.”
Laxman Narasimhan, former CEO Reckitt (now CEO Starbucks)

CONSISTENT GROWTH
DESPITE 70% OF 
THEIR PORTFOLIO 
BEING SENSITIVE TO 
COVID-19

118%
increase in 
confidence in 
talking about the 
new strategy

-18 TO 
+9%

REVENUE 
GROWTH

5.4%
market 

share growth
(DACH)
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Emotionally 
commit to 

the need for 
change

Challenge 
assumptions and 

get clear what 
good looks like

Apply new 
behaviours in 

the work

HOW TO ACTUALLY SHIFT LEADERSHIP BEHAVIOUR IN THE WORK 

Form habits 
and deepen skilled

application

ACCELERATEAPPLYSTIMULATECOMMIT
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EVENTS AND EXPERIENCES 
THAT CREATE DEEP & 
SUSTAINED COMMITMENT 
(NOT A MOMENTARY 
SUGAR RUSH)

ENGAGEMENT
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Creating iconic experiences to unite 
games makers around the world
EA is the greatest games company in the world. But 
when we started working with them, performance 
was at an all-time-low – and they had just been voted 
worst company in the US by consumers.

For years we’ve partnered with EA to shape strategy 
and culture, and bring all their distinct studios together 
into one worldwide studio network.

Our approach
At the heart of our approach was an annual event – Core Summit – 
an immersive, high impact experience designed to re-energise, 
inspire and connect games makers across the world, including:

1.   Reconnecting to the concept of play in different ways through 
the lens of neuroscience and anthropology

2.   Going behind the scenes of exciting new companies pushing 
the boundaries in different disciplines

3.   Spending time with players with an extreme relationship to 
gaming and understanding what it is that really drives them

4.   Having direct conversations about things they weren’t 
getting right and learning from high profile mistakes to 
drive improvement.
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THE IMPACT

30%
INCREASE IN 
EMPLOYEE 
NPS IN FIRST 
3 MONTHS

3X
SHARE PRICE 

IN 3 YEARS
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“ You pushed us really hard to think 
differently about what being a 
gaming company means over 
the next 10 years and it changed 
not only our strategy but 
fundamentally the way we 
think about making games.”
Patrick Söderlund, former 
Chief Design Officer, Electronic Arts





A CULTURE DESIGNED TO 
GET THE BEST PERFORMANCE 
FROM EVERY TEAM, FAST 
(NOT ENDLESS ANALYSIS 
& INTERVENTIONS)

CULTURE
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Helping the UK’s biggest retailer 
be greater than the sum of its parts
Tesco are the UK’s biggest retailer, with a strong global 
presence beyond the UK. For five years they had been 
tirelessly executing their turnaround, re-asserting 
themselves as a market leader. 

The new CEO, Ken Murphy, faced into enormous pressure 
from the city – many believed the stock was undervalued – 
and higher expectation from colleagues. His challenges were 
multiple: how to realise the full value of the different lines 
of business and accelerate new growth; whilst riding market 
disruption and pandemic uncertainty; not to mention an 
acute awareness of the role Tesco could and should play 
in the fight against climate change. 

It would take a bold strategy. Ambitious stretch in purpose. 
And a high impact plan to mobilise teams and shift 
performance – from the top to the frontline. 
Critically, a plan that connected the dots 
through purpose, strategy, engagement 
and leadership to shift the culture to one 
of real focus and outstanding execution.

Here’s how we did it...
97%
of colleagues 
inspired by 

core purpose
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Our approach

1.   Purpose. We stretched the exec team’s thinking 
to reimagine the role the business plays in society 
and the lives of customers. Together we aligned 
on placing planet at the heart of their purpose, to 
become ‘Serving customers, communities, and the 
planet a little better every day’. 

2.   Purpose Goals. Defined ambitious targets for 
creating that impact. The result was full business 
commitment to hit net zero across its entire value 
chain by 2050. Exciting for Tesco. Exciting for retail. 
Exciting for the future of business. 

3.   Strategic Drivers. Deployed a bottom up and top 
down approach which identified 36 opportunities 
to deliver on their purpose. We coached the exec to 
size each opportunity, align 
on which prioritise, then define the four key 
drivers underpinning the strategy. 

4.   Behaviour Shift. Started small, first defining 
a plan to shift the culture on a single page: 
consisting of three cultural outcomes, four leadership 
expectations, and a handful of hardwiring initiatives. 
Then rolled out our behaviour change process down 
through people leaders to identify and apply new 
micro-behaviours in the work.
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THE IMPACT

Highest
market share
in 4 years

Tesco commits to 
net zero emissions 
from its supply 
chain and products 
by 2050

33%
SHARE PRICE JUMP 
SINCE STRATEGY 
LAUNCH

NPS 
JUMP FROM

14 to 23

97%
of colleagues 
inspired by 

core purpose

95%
of colleagues 
excited about 
Tesco’s new 

direction
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THE LEVERS OF A PURPOSEFUL PERFORMANCE CULTURE
Storytelling and 

engagement that fuel 
commitment, belief 

and progress

SOFTWIRE
HARDWIRE

Leaders leading 
brilliantly and living 

the right behaviours 
in the work

Simple core processes that 
accelerate progress and 

reinforce the culture

Attracting the right 
people, developing 
and equipping them 
to do their best work

Every team set up 
to accelerate change 
and performance

Consistent and 
effective decision 

making at all levels

CONTINUOUS
MOMENTUM

ACCELERATING
PROCESSES

EVERY TEAM
SUPER–

CHARGED

PURPOSEFUL 
TALENT 
ENGINE

BETTER 
DECISIONS

LEADERS 
OUT

FRONT

WHY X WHAT X HOW
TOTAL CLARITY AND 

EMOTIONAL COMMITMENT 
TO OUR MISSION
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CONNECTING THE DOTS

WE GET EVERY TEAM ON 
A MISSION TO ACTUALLY 
DO BUSINESS BETTER  
(NOT ONE-OFF PROGRAMMES 
THAT CREATE LITTLE CHANGE)
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OUR PURPOSE DRIVEN CHANGE WAVE

THE EXEC 
ALIGNED AND 
LEADING FOR 
THE CULTURE 

WE NEED

TOP LEADERS 
COMMITTED AND 

READY TO 
ENGAGE THEIR 

TEAMS

EVERYONE 
CLEAR AND INSPIRED 

BY THE CULTURE 
WE WILL BUILD AND 

PERSONALLY  
COMMITTED

EVERY TEAM 
USING THE 

BEHAVIOURS 
TO DRIVE RAPID 
IMPROVEMENT 

DAY TO DAY

EVERY TEAM 
AND INDIVIDUAL 

FOCUSED ON 
WHAT THEY WILL 

DO TO DRIVE 
THE CHANGE

CHANGES 
HARDWIRED TO 

REINFORCE 
THE CULTURE

EVERY 
LEADERSHIP 

TEAM APPLYING 
THE CHANGE TO 

THEIR WORK EVERY 
INDIVIDUAL 

LEADER 
ADOPTING NEW 
HABITS TO ROLE 

MODEL

LEADERS 
AND LINE 

MANAGERS 
EQUIPPED 
TO HAVE 

POWERFUL 
CONVERSATIONS

CREATING CLARITY & COMMITMENT

(3 MONTHS)

POINTS ON THE BOARD

(3 – 6 MONTHS)

ACCELERATE AND ADAPT

(ONGOING)
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How we do it
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“  businessfourzero’s ability to grapple 
with us in the business – to develop, 
challenge, understand the global 
context and deliver in extremely tight 
timescales – was nothing short 
of the work of magicians.”
Sarah Morris, COO,  Bain Capital Europe

(Formerly Compass Group &  Aviva)
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OUR EXPERTISE

Insight skills to drive 
behaviour change

+ Facilitation skills to drive 
breakthrough conversations

Practical understanding 
of what will and won’t work 

in the real world

+ Commercial focus that 
ensures every piece of 

work drives business impact 

Expansive thinking to 
solve problems and create 

new opportunities

+
Cut through language 

and design to evoke emotion

Human   X   Commercial   X   Creative
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OUR BEHAVIOURS

STAND IN THEIR SHOES
C

R
EATE BETTER WAYS FORW

A
R

D

S
A

Y
 W

HAT NEEDS TO BE SA
ID

TH

IN
K RETURN

ALWAYS
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theo.keane@businessfourzero.com

Chief Growth Officer

Say hello




