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DARK TIMES 

Culture within Lloyd's and the London Market has gained strong public and industry interest 
over the past six months.  Stories have emerged in the press that point to a deeply ingrained 
culture of poor behaviours and norms, which have been allowed to persist for far too long.  
Lloyd’s recent announcement of key findings from its first market-wide culture survey provide 
some initial data to support these stories.  The results are sobering.  Across the four main 
themes of gender balance, speak up, well-being and leadership, notable facts include:1

 • 8% of respondents witnessed sexual harassment in the Lloyd’s market over
the previous 12 months

 • Only 45% were comfortable to raise a concern in the Lloyd’s market

 • 24% observed excessive consumption of alcohol in the Lloyd’s market during
the past 12 months.

 • 22% have seen people in their organisation turn a blind eye to inappropriate behaviour.

 • 1 in 6 do not believe senior leaders in their organisation take responsibility, especially when 
things go wrong.

This first foray by Lloyd’s into uncovering culture issues and communicating them is  
a commendable and much-needed step in the right direction. Those at the top of Lloyd’s  
have signalled their commitment to cultural transformation. In addition to the five-point  
plan launched earlier this year, Lloyd’s has now committed to a Gender Balance Plan, 
Standards of Business Conduct, a Culture Dashboard, and independent advisory group,  
and has indicated that more changes will emerge.

Yet there is an underlying and bigger question about whether some participants in  
the market, and broader industry, like (and benefit from) the “way it always has been.”  
Here, we are not only referring to inclusion and diversity themes but also the broader  
spectrum of cultural and conduct topics faced by insurance players. 

Going forward, the regulatory and public scrutiny on culture and conduct is unlikely to 
abate.  The conduct and culture dialogue has started, and will likely continue, to blend in 
with topics such as environment, social and governance priorities, as well as non-financial 
misconduct topics such as diversity and inclusion, bullying, sexual harassment, etc.  
The cost for organisations of not resolving these is high whether this is in the form  
of regulatory “add-ons” or fines hitting the bottom line, reputational damage impacting 
share price, loss of ability to attract and retain the best talent, and so on. 

Our experience shows that there is a need to go deeper to identify the best actions to 
address the complexity of the cultural issues within Lloyd’s and the insurance industry.  
We have seen, repeatedly, that sweeping one-size-fits-all interventions, like a single 
flare in a darkness, will burn brightly in the moment and then rapidly fade. Alone they 
will not lead to any real change in people’s behaviours. Instead, the industry must light 
a thousands small fires and continue to light them over a sustained period of time. Only 
then will they be able to shift behaviours and move toward its desired target cultural 
state over time. This note briefly explores our experience of how to drive targeted, and 
sustained cultural and behavioural change within large organisations such as Lloyd’s,  
and other insurance players. 

1 Lloyd's announces signature actions to drive cultural change, Lloyd's website, Press Releases, September 2019.
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IGNITE THE POSSIBILITIES 

Starting right requires establishing a common language.  Culture is complex, multifaceted. 
A simple working definition describes culture as the aggregate of employees’ behaviours, 
“the way things get done around here.“  When addressing culture, it is important that this 
is done with the business outcome in mind.  Culture is there to support the delivery of the 
business strategy and results. As shown in Exhibit1 below, organisational outcomes (for 
example, the bottom line, the avoidance of a misconduct event or increased market share) 
are driven by the collective behaviours of employees.  Behaviours, in turn, are influenced 
by what and how people think (mindsets) as well as the environment (drivers) around 
them.  Organisations that want to change the outcomes they see, need to change the 
behaviours, mindsets, and drivers.

Source: Oliver Wyman analysis

DRIVERS
i.e. the internal 

and external  
environment

Six categories of 
internal & external 
drivers such as 
the environment, 
context, leadership, 
structures, processes, 
infrastructure, 
systems, etc.

MINDSETS
i.e. attitudes,
perceptions, 
and beliefs

Commonly held, 
attitudes, perceptions, 
biases, values, 
assumptions, beliefs 
amongst groups  
of people in 
the organisation

Change Drive Create
BEHAVIOURS

i.e. what people
say or do

Description of  
behaviours and  
how they play out day  
to day. Behaviours  
can be bucketed broadly 
into affiliation/orientation, 
how work gets done,  
what success looks like 
through12 dimensions

 OUTCOMES

The results achieved, 
“events” occurring,  
and/or the lasting  
impact in the  
organisation,  
as a result of the  
organisation’s  
drivers, mindsets, 
and behaviours

Exhibit 1: Culture flow diagram

Understanding culture requires unlocking multiple parts

We believe that organisations within the insurance industry need to develop a more 
complete picture of the current-state behavioural and mindset patterns, including the 
subcultures that they believe they need to address.  Survey results can provide a good 
starting point. But they have their limits. The next step is getting beyond the current 
presenting symptoms to delve into the root causes underpinning the patterns, doing so 
across the organisation and within each team (at a subcultural level).  To do this typically 
involves a data-rich process that can involve multiple tools, techniques, and data sources.  
For example, a combination of subcultural interviews, in-person and virtual focus groups, 
behavioural “grey” dilemmas, case studies, organisational network analyses,  
and other existing internal and external sources of information can be collectively 
synthesised and distilled using advanced analytics.  Knowing the reasons why a group 
of people behave the way they do and creating a culture (i.e. the root causes) is critical, as it  
helps inform what tangible actions leaders can implement to change these behaviours. 
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As well as addressing the current unacceptable behaviours, companies need to be clear on 
the desired future culture and acceptable behaviours. Many insurance organisations have 
a set of corporate values or principles, and some have an articulated purpose.  Lloyd’s has 
recently launched its three Standards of Business Conduct, which will be applicable to all 
market participants. We see the opportunity for organisations to build off and reinforce (or 
develop) the purpose, values, and standards, making them their own future light – their 
North Star.  Importantly these need to be embedded in practice (and not just corporate 
wallpaper).  This means that organisations need to be able to concretely articulate  
what needs to change (including in terms of people’s behaviours) from the current to  
the aspirational future state. Equally important, they need to understand how to retain  
and amplify the productive parts of today’s behaviours and culture. 

In articulating the future state, there is the opportunity for insurance players to rally and 
activate employees through a thoughtful process of engagement and co-creation. Some 
organisations miss this opportunity.  Yet, doing so helps drive buy-in and commitment, 
which are key ingredients for successful large-scale change.  

CARRY THE TORCH…

Behavioural and cultural change takes a lot longer than most think. Many organisations 
focus on bigger, often structural or procedural changes, and forget the smaller, 
incremental opportunities.  It is critical that the early changes are sustained and spread as 
you learn more about what works in different parts of the organisation and with different 
teams.  It is important to invite employees into the early stages of the change journey to 
create ownership for the ongoing change. Experience has shown that by doing this the 
organisation is able to embed a test, learn, and adapt its approach to change so that it 
caters for the diversity of the organisation and people within it.

Organisations need to support individuals through the iterations of behavioural change.  
Both research and our experience show that working in 90-day cycles, or waves of 
behavioural change, improves the adoption of the desired behaviours and delivery of 
associated results. As shown in Exhibit 2, a behavioural wave typically involves building 
awareness through a “jolt” intervention (informed by data-rich insights from root-cause 
analyses), which is then reinforced through a series of (ideally weekly) targeted nudges 
and initiatives, with an impactful close-out to acknowledge the behavioural change.  
Leadership’s role in starting to model the new behaviours during the 90-day processes is 
critical, as it helps create or reinforce a safe space. There is a wide range of nudges and 
interventions that can be deployed: for example, coaching, learning, communications 
(group discussion, dialogue, media use, crowdsourcing), ritual building, story crafting, in 
person event.  Creativity in addressing root causes and reinforcing behaviours is essential, 
but this must remain anchored within the specific context of each business and team.
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Source: Oliver Wyman analysis

Exhibit 2: 90-day cycles to help drive sustainable behavioural change

CULTURAL  
INTERVENTION

PRE-ACTION POST-ACTION

High

Low

Level of  
engagement

1
Results of data-rich 
diagnostic used to 
develop plan of actions

2 
Engineered "shock" to 
raise awareness of target 
behaviours & actions

3
Follow-up interventions 
 (ideally every ~8 days)

4
Close-out working 
session to reinforce 
behavioural change

AWARENESS
Becoming aware of
the new behaviours 
and need to change

NUDGING
Starting to experience 
the impact of the new 
behaviours

REINFORCING
Frequent repetition of
new behaviour delivers
consistent feedback

IMPACT
Positive results  
showing at a buisiness  
level and personal level

SUSTAINING
Changes to reinforcing 
structures help embed 
the change

Below the line nudges - seeking to increase  
the propensity to develop on the job
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… AND CONTINUE CARRYING 
IT FORWARD

Sustaining the momentum is about putting in place the right conditions to scale change 
across the whole business, tracking progress and adapting over time to unforeseen changes 
and requirements.  A wave-based approach respects that these big exercises do not happen 
in a vacuum, and most insurance players are also undergoing significant change in other 
ways – for example, technological, sociodemographic, regulatory, and those envisioned 
by the Future of Lloyd’s programme. In order to manage capacity for change, it can be built 
into existing initiatives. The roll-out of subsequent waves anchors new ways of working 
in the day-to-day systems, processes, and infrastructure. Taking a wave-based approach 
encourages learning by doing, which paves the way to creating a psychologically safe space 
for people to thrive and evolve.

To support the change journey, organisations need to measure what matters.  Lloyd’s has 
recently announced a new Culture Dashboard. In addition, we would encourage leaders of 
individual organisations to investigate if further cultural indicators will be helpful to ensure 
their culture remains relevant. These should be targeted to the specific issues within their 
own company and benchmarked against their future-state purpose, values, and behaviours.  
Large groups of people tend to experience organisational drift towards a set of persistent, 
inward-looking behaviours over time. Hence appropriate monitoring and management will 
be important in sustaining change.

To support the behavioural waves, insurance players should pilot targeted structural and 
procedural changes (informed through root-cause analyses), which could span incentives, 
governance structures, process, policies, etc. as shown in Exhibit 3.  In addition, they need 
to build a compelling narrative and a case for change, as there may be strong pockets of 
resistance, typically those subcultures or individuals are currently benefiting from the status 
quo. There needs to be a clear articulation about how the changes will have a positive impact 
at the organisational level as well as the individual (“what’s in it for me”) level, crafted in  
a way that emotionally connects to the audience. 
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Exhibit 3: Six categories of drivers  

NUDGING

DRIVERS

BEHAVIAOURS

Tone & direction from the top 

Leadership at every level:  
tone from the top and middle

Leadership competences/skills 

People capabilities  
& competence – bringing  
in the right people  
& helping them grow

Demographics 

Recruitment, onboarding

Career path, learning 

Performance management 

Proposition, pay, reward,  
recognition 

Flexible working,  
wellbeing, decapitalise  
inclusion and diversity 

Location & physical  
environment 

How direction & tone  
are  translated into the  
organisation & externally

Communications

Engagement techniques

Brand

Governance, structures 

working practices

Boards, committees, 

Structure & reporting lines 

Roles & responsibilities

Policies, procedures, 

Risk appetite & 
measured risk-taking

Reporting, metrics, & KPIs

Regulatory requirements 

Outsourcing.,  
third parties, partnerships

Infrastructure & systems 
that are deployed within 
the organisation

Systems, IT, data, analytics

Tools, resources, equipment 

Internal & external context that organisation operates within

History, past events, legacy

Strategy

Purpose

Values

External drivers  
and trends (PESTEL)2

Competition

Reputation

LEADERSHIP COMMUNICATION 
ENGAGEMENT

CONTEXT INFRASTRUCTURE 
& SYSTEMS

ORGANISATION 
& GOVERNANCE

PEOPLE 

 

MINDSETS

OUTCOMES 
 THAT  

MATTER

DRIVERS
i.e. the internal 

and external
environment

MINDSETS
i.e. attitudes, 

Change Drive Create
BEHAVIOURS

i.e. what people
say or do

 OUTCOMES

Understanding culture requires unlocking multiple parts

MINDSETS

& BEHAVI OURS

2 Political, Economic, Social, Technological, Environmental and Legal.
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LIGHTING A THOUSAND FLAMES

Changing culture in organisations is rarely a quick fix.  In this case, there have been ingrained 
patterns and norms that have built up over time within insurance players, including in the 
330+ year Lloyd’s market. Culture is changed when behaviours are changed.  Behaviours  
are changed when the new task becomes automatic.  This takes time.  But, importantly, 
it also takes commitment, sustained effort, and reinforcing actions by each of the 

organisations and the leaders within the Lloyd’s and insurance industry.

Lighting a thousand flames… starts with a single flame.  Are you ready to put the effort into 
correctly identifying the right flames to ignite for your organisation?
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