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ALIGNING EMPLOYEES 
TO THE STRATEGY 

BACKGROUND

The company provides a range of health 
and travel insurance products and services 
and emergency assistance to travellers, 
home owners and motor car owners. It 
operates in 34 countries.

Operations in the UK and Ireland were es-
tablished in 1973 and have grown rapidly 
thanks to an entrepreneurial management 
team. The company currently employs 
around 350 staff and has a turnover of ap-
proximately £60 million. The company’s 
two contact centres operate around the 
clock every day and handle nearly two mil-
lion inbound and outbound calls each year. 
Around two million car owners rely on 
their roadside assistance services.

The company is owned by a significant 
participant in the global insurance and 
financial products market.

OBJECTIVES

The company’s management was aware 
that its rapid growth had also created 
operational barriers that would impede 
future growth. This was already showing 
signs of flattening. In the main, this was 
attributed to the way in which people were 

recruited and managed and the mixed suc-
cess in aligning those people to the com-
pany’s strategy and market positioning. 
GPR Dehler was engaged to establish what 
the ramifications were and what remedies 
needed to be implemented.

KEY RESULTS

Four key barriers were identified and pro-
grams were developed and implemented 
to remove them. This involved:

--   Creating a set of core values, with be-
havioural profiles

--   Launching an internal communications 
program

--   Changing the recruitment process: this 
brought about a substantial reduction in 
recruitment costs and a 40% reduction 
in staff turnover.

 --   New human resources disciplines were 
introduced in order to manage the em-
ployment cycle from induction to exit 
interviews.

As a result, the company was able to con-
tinue its growth strategy, supported by its 
managers and employees.

Experience. Performance.
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IDENTIFYING AND REMOVING 
THE BARRIERS

The company’s business is conducted 
primarily over the telephone and by email 
and is highly dependent on the quality of 
their contact centre staff. Aligning employ-
ees to the company’s growth strategy was 
not a nice-to-have; it was essential to the 
success of that strategy.

An initial review of the company’s recruit-
ment, retention and people-management 
abilities highlighted four key barriers that 
were causing people to straggle behind the 
business.

1. WE HAVE CORE VALUES 
BUT WHAT ARE THEY?

There was a sense within the company that 
its values broadly ranged around being en-
trepreneurial and being growth-focussed. 
There was also a culture of responsibility 
and accountability and a desire to be crea-
tive in finding new services and solutions 
for customers.

That said, if you asked different people, 
you received different viewpoints – both 
in terms of the values and the priorities. 
What the company had not done well was 
to define their values, document them, 
communicate them and instil the behav-
iours to drive them.

A program of discussion groups and web-
based surveys produced a list of 25 core 
values in which people believed. An in-
tense workshop with senior management 
rationalised these to six that were deemed 
most relevant to the company’s ambitions 
and needs.

A definition was placed alongside each 
value to add clarity and ensure that eve-

ryone understood the meaning and the 
behavioural expectations.

2. HE WHO OWNS IT SHOULD 
COMMUNICATE IT

The company’s growth strategy was 
clearly owned by the CEO. Just as clearly, 
that strategy impacted on everyone in the 
organisation. And vice versa. However, the 
CEO’s daily contact was almost exclusively 
with his senior management team. Rarely 
did he have the time to engage with people 
further down the organisation.

That had to change. If the company was 
going to get employees behind the plan, 
communicating with them had to become 
a priority. And that communication had to 
come from the top.

A communications strategy was developed 
that would inform and enthuse employees, 
let them know about ongoing successes, 
communicate the opportunities and 
the benefits to them of staying with the 
company and, above all, communicate the 
values of the organisation and how these 
translated into everyday behaviours.

To support this, a full time internal com-
munications manager was appointed, 
reporting directly to the CEO.

Among the key components of the com-
munications program were:

 --   Setting out the core values so that eve-
ryone could see them, and ensuring that 
they are continuously communicated 
and reinforced through initiatives such 
as site posters and building the values 
into the business day to day processes.

 --   Quarterly presentations by the CEO 
to all staff. These are held in groups of 

The company had invested in grow-

ing its business, market share, serv-

ice range and technology but had 

not matched that with investments 

in the recruitment and management 

of its people. As a consequence, far 

too much time was spent fighting 

fires and resolving problems that 

should never have arisen.
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around 50 employees and cover details 
such as business progress, major new 
themes, new clients and individual 
employee successes. Each presentation 
includes time for a question and answer 
session.

 --   Feedback mechanisms that enable peo-
ple to, anonymously, put questions to 
the CEO and have the answers circu-
lated to all staff by email.

3. SOLID REASONS TO 
CHANGE THE RECRUITMENT

Contact centres have a relatively high 
employee turnover. Best in class in the 
industry is around 11 per cent. The com-
pany had turnover rates approaching 40 
per cent.

The company utilised over 25 agencies 
for recruitment. This was cumbersome 
and it was costly – agencies take between 
15 and 23 per cent of the first year salary. 
And, because of the nature of the industry, 
employees often felt a stronger bond with 
the agency than with the employer.

The decision was made for the company to 
take over the recruitment process. The tri-
ple aim was to build their own recruitment 
brand, improve the recruitment process 
and the filtering of applicants, and reduce 
recruitment costs.

A web-based recruitment filtering system 
was built that used the company’s core 
values to measure the suitability of appli-
cants. There were three tests that appli-
cants had to pass. The first assessed their 
motivational profile and measured this 
against an established motivational profile 
of employees who stay with their em-
ployer for a long time. The second assessed 
values and behaviours in order to identify 

applicants whose values matched those of 
the company. The third was job-specific, 
assessing technical skills, background and 
experience.

This filtering process substantially reduced 
the number of applications that had to be 
sifted through – requiring only one person 
working full time instead of the previous 
three. It also had the benefit of removing 
much of the subjectivity while adding a 
layer of consistency to a process and mak-
ing it easy to replicate.

Applicants who passed the three tests were 
interviewed by line managers (previously 
the initial interviews were conducted by 
human resources staff), who were given 
training in competency-based interview-
ing techniques. 

In order to generate traffic to the web site, 
an advertising campaign was created, 
supported by the strategic distribution of 
posters and flyers and the implementation 
of a major web optimisation program.

4. MANAGING THE PEOPLE 
WHO MANAGE THE PEOPLE

The company’s human resources staff 
were battling with a couple of key prob-
lems. Firstly, they spent a great deal of their 
time putting out fires. It was not uncom-
mon for them to be told on a Thursday 
afternoon that sixteen new staff were re-
quired for a campaign starting on Monday. 
Secondly, there was a lack of consistency 
in the way people operated. Processes were 
sometimes good, sometimes not and no 
two people tended to do things the same 
way. A number of important changes were 
introduced to resolve both of these issues.

A life-of-employee program was cre-
ated that covers all stages from induction 
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through to exit interviews and includes 
personal development planning, perform-
ance reviews and succession planning. 
Specific tasks and processes were built 
around each of these.

Formal performance appraisals were in-
troduced, commencing three months after 
employment and then moving to annual 
reviews.

The timing of induction processes was 
changed from ‘we need it tomorrow’ to a 
scheduled induction program every two 
weeks. This gave human resource staff 
the time to prepare and required business 
development staff and line managers to 
coordinate and plan their activities more 
effectively.

Post-induction interviews were intro-
duced to help improve the quality of the 
induction process. And a program of 
web-based interviews was commenced 
to obtain employee feedback and gauge 
satisfaction rates.

HANDING IT BACK TO  
THE CLIENT

The recruitment tasks outsourced to our 
firm were run as a complete system for 
two years before being handed over to the 
client to manage in-house.

EASY ON PAPER

This project, like many of our engage-
ments, looks straightforward on paper. 
The reality is far from it. Our skill is not 
just in identifying problems and designing 
solutions, but in making those solutions 
work – often in a tough business and cul-
tural environment.

GPR Dehler has an excellent record of 
implementing change programs in Aus-
tralia, New Zealand, Asia, Europe, North 
America and Southern Africa. Every-
thing we do is geared towards achieving 
results – not writing reports. We have the 
management and planning skills as well 
as hands on consultants with experience 
to overcome obstacles and transform 
good ideas into effective and successful 
programs. Significantly, we do this with 
minimum disruption to our clients’ busi-
ness operations.


