
 

The Leadership Message Process  – Providing the ‘Why’ to Deliver 

the ‘What’s’ 

Abstract 

This paper discusses the case for organisational core purpose and the role it can play in an ever-changing 

business landscape, including the impact of geopolitical turbulence and changing generational demographics. 

DeltaV’s core purpose Leadership Message methodology is outlined, specifically the importance of providing 

the strategic ‘Why’ to drive the operational ‘What’s’ and deliver high performance through employee 

involvement, engagement and emotional connection.  A case study relating to New Look, the British fashion 

giant, is discussed to show how the Leadership Message methodology can create transformational change and 

deliver strategic intent.  

 

1. The Case for Core Purpose  
 
We are experiencing one of the most challenging business environments in in recent history.  The consensus 
among 1,400 chief executives of the globe’s largest companies is that the world is growing more fragmented 
and unstable with 74% citing geopolitical uncertainty as a big threat to business growth (PwC).  Global events 
such as political uncertainty in Hong Kong, China’s slowing economy, the uncertain Middle East situation and 
the Brexit battle in Europe have emphasised the need for a greater sense of meaning.   
 
In a turbulent VUCA world which is volatile, uncertain, complex and ambiguous, there is a need for leaders to 
step up and provide vision, understanding and clarity to facilitate agility (Johannsen).  With political and social 
instability at their highest levels since the 1960s global companies are increasingly turning to the power of a 
core purpose to help their employees navigate the VUCA world that they work in.  A survey of CEOs of global 
companies with an existing organisational purpose found that nearly 40% had changed their organisational 
purpose within the last three years or were considering doing so soon (WEF and Marsh and McLennan). 
  
Research by Jim Stengel on 50 purpose driven organisations concluded that they significantly outperformed 
the Standard and Poor 500 market, recording a 382.3% increase compared to a loss of 7.99% for overall 
Standard and Poor 500 growth.  In the ‘soft’ measure of employee engagement, purpose also wins out with 
employees regularly citing a compelling purpose as an ‘extra mile’ motivator and loyalty builder.  Having a 
sense of purpose at work is linked to long term success and those employees who believe their organisation 
has a strong sense of purpose also believe their organisation performs better in terms of financial 
performance, brand proposition, employee engagement and customer experience (Deloitte).  A core purpose 
also builds and sustains employee wellbeing through a sense of meaning, engagement, positive emotions and 
supportive relationships (Seligman).  
 
The evidence for core purpose is therefore clearly established and evolving workforce demographics are 
further driving the importance of a compelling core purpose in workplaces. 

 

2. The Power of Core Purpose  
 

Employees, particularly the Millennial generation (born 1980-1995) and the Gen Z (born after 1995), are 
increasingly looking for a sense of purpose in their work, so much so that 60% of this demographic believe that 
a sense of purpose is important to their choice of employer (Center for Generational Kinetics and Barnum 
Group).  The generational talent landscape is changing as more and more Millennials and Gen Zs enter the 
workforce; by 2020 they will make up more than half of the UK’s working population, yet disturbingly they are 
the least engaged cohort in the workplace (Gallup). 
 



 

Whatever their age, most employees want to feel emotionally connected to their organisation and inspired, 
motivated and passionate about their role; they want to feel they are doing something worthwhile and 
valuable.  Studies have shown that highly engaged employees are three times more productive than their 
dissatisfied counter parts.  Yet how many employees are emotionally engaged with their organisation’s core 
purpose?  How many organisations even have a core purpose either relating to a strong motivating legacy 
and/or future aspiration?  Why does the organisation’s existence matter?  What is the value to its customers?   
What creates passion in the organisation? What can the organisation excel at?  The answers to these questions 
will reveal insights that will help build a unique core purpose which will increase commitment and loyalty 
amongst both employees and customers and drive business growth.  
 
This is what DeltaV’s Leadership Message methodology is designed to achieve – a one page strategic overview 
of Why, Where, When, What and How; which has the potential to create and sustain a purpose driven culture 
through igniting employee motivation and releasing their potential.  
 

3. DeltaV’s Leadership Message   
 
Often organisations understand the need for a core purpose but then fail to follow a rigorous evidence-based 
approach which captures the imagination, creativity and excitement of their workforce.  Creating and 
connecting an organisation’s core purpose throughout an organisation takes focus and expertise.  DeltaV 
Partners have years of experience working with Leadership Message methodology across many sectors 
including retail, banking, insurance and engineering industries.  The great companies we work with recognise 
the motivational power of ‘Why’ and choose to create or refresh their core purpose.  They realise that a core 
purpose gives their people a rallying cry, generating passion and inspiration based on their emotional as well 
as tangible USP.  By creating a core purpose supported by a vision, mission, priorities and values, they increase 
their employee and customer commitment levels and build their brand power enabling them to drive growth 
and take advantage of new markets and opportunities.   
 
Despite many great examples of core purpose-driven success the vast majority of companies continue to focus 

soley on the strategic levers of where they wish to go (Vision), when they want to arrive (Mission) and what 

they need to do to achieve these (Priorities). Some will create terms to represent organisational values to help 

employees understand how they should behave as a team member.  Yet mostly these value definitions are 

communicated one-way via presentation style events then placed on the walls, boards and web site of the 

business before being generally forgotten.    

The ‘Why’ and the ‘How’ are critical levers of human motivation; making ‘Why’ the most used word in strategy 

debates is an incredibly powerful driver of aspirational change.  The defining of an organisation’s ‘Why’ 

enables the creation of aligned values to drive purpose-driven change.  Engaged employees are driven by the 

why rather than the what.  How many employees today are being shaped by their roles rather than doing the 

shaping?  How many employees are emotionally engaged with their organisation’s core purpose?  How many 

organisations even have a core purpose?  Without a core purpose, an organisation (and its employees) does 

not know its reason for being and is unable to identify and create values that create an emotional connection.    

By creating a Leadership Message an organisation sets out to fulfil its purpose and this provides the emotional 
fuel for the journey towards the vision and the achievement of the mission through their chosen business 
priorities in a value driven way. The DeltaV methodology and facilitation process is aligned to the neuro-
linguistic programming (NLP) principles of head, heart and hand. By using the NLP elements of thinking, feeling 
and doing, we help an organisation’s people think through the rationale of and feel an emotional connection 
with their Leadership Message. By going through this process each individual will be more ready to commit to 
action and role model their unique part in the future journey.  
 
  



 

Diagram 1 below shows how DeltaV brings together the various strategic strands to achieve a powerful,  
compelling and unique organisational Leadership Message.    
 
Diagram 1. Leadership Message Framework  
 

Purpose Why Reason for existence driving multi-stakeholder emotional reponses  

Vision  Where Measurable intent within the strategic context  

Mission When Specific strategic outcome (often financial) within a time frame 

Priorities What Priority areas of focus and critical activities  

Values How Behavioural terms to create culture and drive decision making/process 

 
 
DeltaV Partners often work with global strategic consultancies in a partnership approach to complete a holistic 
strategic route map.  Within an integrated framework DeltaV facilitates and engages with employees at all 
levels across the organisation to create the ‘Why’ and the ‘How’, with the strategic business direction and 
strategy of the Vison, Mission and Priorities being facilitated by the strategic consultancy through the 
leadership team.  Through our work we ensure the workforce is involved in the creation of and connected to 
the entire Leadership Message, thus driving engagement, motivation and discretionary effort.  One exemplar 
of this integrated strategic approach relates to the UK High Street and online fashion company, New Look.  
 

4. New Look Case Study  
 

At the end of 2017 New Look were in the middle of a major restructure having entered a Company Voluntary 
Arrangement (CVA).  Years of poor sales, high staff turnover and loss of market share left the business on the 
verge of collapse and its people lacking confidence and optimism.  The business was in need of a reframe.  
New Look set out to transform its stressful blame culture into the passion required to succeed and return to 
the thriving British retail giant it once was. 

Brought in to rescue the business, Chairman Alistair McGeorge commissioned DeltaV Partners to support his 
leadership team and their people through a leadership development programme, including ground-breaking 
resilience and wellbeing interventions.  He wanted to inject confidence, optimism and resilience into New 
Look’s people to bring them back together as a team whilst preparing them to rescue the business they 
loved.  

Following an emerging turnaround of fortune and promising figures after the delivery of our programme, Mr 
McGeorge credited DeltaV’s work with helping build the confidence, optimism and resilience of New Look’s 
people stating that “the atmosphere in the place is fundamentally different to what it was...”. 

Having created a strong platform for recovery, the leadership team identified a need to review, refine and 
refresh the legacy core purpose so as to focus more on ambitious future aspirations.  DeltaV were delighted 
to be asked to help the strategic leadership team engage and involve their workforce in the creation of a new 
and inspirational Leadership Message.  Working with OC and C, we helped deliver a compelling Leadership 
Message strategic route map, whilst engaging and connecting with everyone of New Look’s 16,000 people in 
their 519 stores and Support Centres across the UK and Ireland.   

Thanks to an ambitious turnaround strategy the New Look story, which began in 1969 as a single fashion 
store in the UK, is back to delivering an exciting, engaging and evolving customer experience through their 
stores and online via newlook.com, with 5m followers on social media, across Facebook, Instagram and 
Twitter.  There is much more for New Look to achieve and DeltaV is proud to partner this great British fashion 
icon on the next stage of its inspiring journey. 

  



 

5.  Corant Global Case Study  

The challenge 

BCG Insurance was formed in 2019 when several independent brands (Ed, Besso, Piiq, Cooper Gay, Epsilon and 

Globe) came together as the insurance arm of BGC, a New York based global broker and financial technology 

company. 

It quickly became apparent that the Group businesses were very different – not only in terms of products but 

also culture, ways of working and even what stage of the business lifecycle they were at. They were also 

geographically dispersed across the globe, with some 900 employees across the Group.  

At the start of 2020, Group CEO Steve Hearn decided that the Group needed an independent name (ultimately 

becoming Corant) and with it an identity that would allow the overall business to strategically align in order to 

capitalise on the significant opportunity in the marketplace. Whilst other organisations were consolidating 

around one name, Steve wanted to keep the identity of the brands outward facing to the market whilst bring a 

group culture forward to create synergies and productivity improvements. 

The solution 

In the 4th quarter of 2020 Corant embarked on a well proven process to affect the change they wanted, the 

DeltaV Leadership Message Process in a programme called Project Ambition.  

From the outset, the Delta V team recognised the importance of involving employees at all levels of the 

business in its process, across multiple territories and brands, at various levels of engagement. This would be 

crucial in winning hearts and minds and in ensuring that we had captured the broadest possible range of 

experience and opinions.   

We involved some 80 members of the business across 10 global territories, from all levels and brands, who 

became our ‘Creators’. The events were run over Zoom with the support of our Zoom Moderators to enhance 

the experience for the creators. 

By taking part in diagnostic events, creative ideas sessions and strategic clarity workshops with ongoing online 

cultural assessment and confirmation processes, the Delta V team was able to start extracting the shared 

values, ambitions and common strategic strands across the Group businesses.  

Some 500 hours of interviews and workshops were carried out, as well as the use of sensing technology to 

garner further insight which measured feedback at various stages of the process.  

Via a process of careful analysis and refinement, working closely with the business’ leadership team, we were 

able to identify and gain agreement on a shared purpose and vision for Corant, supported by values, strategic 

pillars and a target financial outcome.  

The results 

The literal outputs of Project Ambition after 3 months included: 

● Recognisable employer brand positioning built by its own people encompassing a clearly articulated 
purpose, vision, values, strategic pillars and financial target outcome.  

● ‘One team’ concept at the top two levels of leadership, with the Executive committed around a 
shared ambition 

● Clear framework for inward decision making 

● An actionable plan to help begin the process of truly embedding the purpose and values within the 
business, building useful relationships and sharing expertise across the Group 



 

● The creation of working teams aligned to the purpose, vision and values with clarity of the strategic 
intent and key priorities to achieve the financial outcome 

 

The process produced a surge in engagement, at all levels, across the business. It has provided leaders with the 

clear context to lead, story tell and make decisions in pursuit of shared business goals. 

Feedback has been overwhelmingly positive, with participants in the programme reporting feeling positive 

about the future, excited about opportunities and united in a shared vision for the Group.   

Corant has been left with a fantastic strategic platform from which to drive the business forward, further 

inspiring client confidence, attracting the best talent from around the industry, growing the international 

footprint, sharing expertise across brands and creating Group operational capability and excellence, 

particularly around digital and technical requirements. 

 

  



 

Testimonials 

“The creation of the Leadership Message is a powerful process which delivers a highly bespoke outcome with 

very high improvement in employee engagement and ownership. The execution and roll out has again been 

brilliant despite the limitations that the pandemic has created.” 

Steve Hearn, CEO, Corant Global 

“I was very impressed with how Delta V worked. Despite having to run Project Ambition workshops entirely 

virtually, sessions were interesting and engaging and the team was always well prepared, able to flex where 

needed and extremely proficient at teasing out the information they needed in a gentle yet efficient manner.  

The real magic was how they then distilled such huge amounts of information and occasionally divergent 

viewpoints and experiences into a coherent and cohesive purpose and values of which we can all be proud. We 

have a great platform for the development of Corant Global moving forward.”   

Amy Smith, Marketing & Communications Director, Corant Global 

 

 


