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The initial engagement was sponsored by the COO, who was concerned about overall 
employee wellbeing, burnout, attrition and needed to maintain overall group performance in 
the aftermath of a shift to a long-term hybrid working model. 

Senior Leadership Team 
The Leading on 4RM® (pronounced ‘form’) programme was offered to the entire senior 
leadership team. Eight people (or roughly 45%) opted to take part, including the COO and 
various product and country heads within a global function. The cohort was gender balanced 
with participants spanning 3 continents and with a mix of tenure, from just 6 months to 17 
years. 

What became immediately clear is that many at this level were feeling the pressure 
themselves. Although this may not have been detected in their performance, all recognised 
the timely need for support. Everyone was looking to find a more sustainable way of 
performing and for guidance to develop a culture that helped their teams do the same. 

Disrupted & Sub-Optimal Routines 

Many behaviours that supported cognitive performance were being sacrificed in favour of 
shorter-term props to get them through. Exercise had diminished, caffeine consumption was 
high, and sleep was being neglected by many. ‘Not enough hours in the day’ was seen as the 
main challenge to wellbeing and productivity, and this was compounded by an ‘always-on’ 
culture that was developing as a result of hybrid working. 

Performance 

Whilst not outwardly underperforming most acknowledged a lack of consistent, sustainable 
form. They knew they could be doing better in a number of areas. They were all suitably 
experienced and skilled leaders, but a lack of form was affecting some of their more 
cognitively and emotionally demanding responsibilities such as providing feedback to their 
teams, having the difficult performance conversations and really advancing the strategic 
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agenda. In discussion they all recognised that these areas were the first things they avoided 
when ‘not on form’, and playing this back to them created the appetite to make change. 

 

 

 

 

 

 

 

 

Sustainability 

Performance wasn’t the driving concern behind the initial engagement, it was sustaining 
wellbeing and productivity. During the programme, each leader took measurements 4 times 
a day of how ‘in-control’ vs overwhelmed they were feeling.  This was combined with their 
behavioural data and calibrated against our benchmark to calculate their overall risk of 
burnout or burnout related symptoms.  

The data corroborated the COO’s concerns - at the start of the programme, 5 of the 8 leaders 
were at a medium or high risk of burnout related symptoms. 

By being empowered to make the targeted changes that mattered to them individually, the 
risk of burnout markedly decreased across the cohort, and without making any changes to 
their workload or external environment, by the end of the programme 6 out of 8 leaders were 
now at low risk of burnout. 

Mindset Shift & Behaviour Change 

Over 75% of the leadership team reported the programme had permanently shifted their 
mindset and changed the way they thought about how looking after themselves impacted 
their productivity. Although the actual psychological reframes and specific behavioural 
changes that needed to take place were highly individualised, as a cohort all the metrics 
shifted in the right direction.  Sleep improved (REM sleep increased 18%!), they ate better and 
reduced their blood-sugar imbalance, overnight blood-caffeine levels markedly decreased, 
intensity weighted physical exercise increased and they created more mental space to 
perform (formal mental exercise increased 28%). 

Culture 

Having taken part in the programme themselves, the leadership team recognised the value 
such an intervention could have on the wellbeing, retention, performance, and sustainability 
productivity of the wider team.  

There was broad commitment to role modelling sustainable behaviour themselves as well as 
actively empowering their direct reports to manage this better. In addition, the leadership 
team also wanted to do something proactive to foster a culture of ‘personally owned and 
organisationally supported’ performance throughout the whole function. 

By focusing on their form first, and what enabled it, 
their leadership performance leapt. Every leader 
reported an increase in their productivity, decision 
making, critical thinking ability, relationship 
management and engagement.  

“It has really helped me take a step back and assess 
where I am…it’s not about how much you do, it’s about 
what and how you do it”. 

COO of Global Function 
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“If we as MDs feel we need to give ourselves permission to take a break during 
the day, to go for a walk, what does that feel like for more junior members of the 
team?” 

Regional Head 

“There is a danger of getting into a negative spiral of how we do things. We are 
at an inflection point with a lot of potential people risk.” 

Global Head of Global Function 

 

Secondary Rollout 
In a cost-cutting environment, and being mid-budget cycle, the first step was to use available 
budget to offer the programme to all other Managing Directors.  

Cohort Selection 

To target those most in-need and maximise the use of limited investment, they utilised the 
free OwnLife ‘Personal Performance & Wellbeing Assessment’ (PAWA), a short psychometric 
style online survey that takes 7-10 minutes to complete. 

There was a high level of engagement.  Of 54 Managing Directors, 26 people completed the 
assessment, and 16 of these, roughly 30% of the population, opted to take part in the 
immediate programme. 

The aggregated and anonymised data the leadership team got from the PAWA confirmed 
that, like them, a lot of people were struggling to cope and at an elevated risk of burnout or 
leaving the business. 

Similarly, to the senior leadership team, this cohort was of mixed tenure, gender balanced 
and geographically diverse. 

Outcomes  

The outcomes of this cohort were consistent with those the senior leadership team 
experienced, but more dramatic as this self-selecting group were more in need. 

 

 

 

 

 

 

 

 

 

Each MD took over 500 measurements of their cognitive 
performance, and the change before and after the intervention 
was marked.  Average ‘form’ increased 17.6% which translates 
to an average of 13.2 less unproductive hours per working 
week. 

“I’m thinking more strategically, procrastinating less and have 
much higher productivity in the afternoon and evening. I have 
created new mental models, and these changes are for life”. 

MD, Regional Head of Function 
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The impact on sustainable performance was more pronounced.  At the start of this 
programme, every single person was at a medium or high risk of burnout, but after the 
intervention, 62% of these people had moved to being at low risk of burnout.  Again, this 
result was achieved purely through a personal development-based intervention without 
making any changes to working conditions or workload. 

 

 

 

Leadership performance increased in all areas (decision making, pro-activity, communication, 
problem solving, relationship management & situational leadership), 78% reported a 
permanent shift in mindset and 100% recommended the programme to their colleagues. 

Wider Rollout 
Over time, internal advocacy generated increased demand from a wider population of 
Managing Directors, as well as appetite to put Directors and other people managers in their 
teams through the programme.  

In parallel, armed with a consistently strong business case (data from the 2 cohorts 
demonstrating a greater than 10X return-on-investment) and supporting data from the 
Personal Performance & Wellbeing Assessment, it was acknowledged that there was a 
broader need across the function, the senior leadership team allocated budget to expand the 
rollout in the next financial year. 

Over the course of 2023 the programme was offered to all remaining leaders and people 
managers within the function and an additional 3 cohorts totalling 25 leaders have now been 
through the programme, with the same consistent outcomes – an average increase of in-role 
performance of 17.1%, a 38.7 percentage point decrease in burnout risk score, and 100% 
recommending to colleagues and reporting a transformational experience. 
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Summary Insights 
Observations on Demand/Need by Seniority   

In the graph below, each orange dot represents the average measures for a single user who 
‘checked-in’ on the OwnLife app 4 times each day for a 2-week period at the beginning of 
the programme. The y-axis is a measure of how in-control vs overwhelmed they felt, using a 
visual analog scale (VAS). The x-axis is a measure of their relative cognitive performance, 
how close they were performing relative to their best (4RM®), over the same 56 different 
occasions.  

The purple diamond represents the averages for the 8 participants from the Senior 
Leadership Team (SLT) and the blue triangle represents the averages for the other 59 
leaders.  

• The SLT reported feeling significantly less overwhelmed and were performing 
significantly closer to their best than the averages of the leaders below them.  

• The average Coping and Cognitive Performance scores for leaders beneath the SLT 
were relatively consistent (SLT-1 to SLT-3) 
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Overall Impact 

In the graph below, the red square represents the group averages from the baseline 
tracking at the start of the programme and the green square represents the group average 
from the second tracking period after the programme intervention. 

Average coping score increased from 41st to 65th percentile – in real terms this equates to a 
50% reduction in the amount of time they spent feeling out of control or overwhelmed, or 
2.5 less hours every day! 

Cognitive performance scores increased from 42nd to 59th percentile – in real terms this 
equates to a 16.4% increase in measured Cognitive Performance (4RM®).  

Collectively the group moved from being very close to the Fragile Zone, where only small 
increases in external pressure lead to large decreases in cognitive performance (as 
represented by a shallow gradient), to the edge of the Stable Zone where performance is 
much more resilient to external work pressures (as represented by a steep gradient – i.e. 
even a big increase in external pressure causing someone to feel significantly more out of 
control doesn’t have a big impact on their overall cognitive performance). 
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Culture & Retention 

By embracing the OwnLife approach, this global function has invested in a programme that 
has brought individuals from across the globe together around the common challenges of 
maintaining productivity in highly demanding environments. There is a new openness in 
discussing and sharing what sits behind the ability to perform at high levels and sustain 
wellbeing. An already supportive culture has become an increasingly empowering one - every 
single participant recorded an increase in personal productivity, over 80% found the journey 
transformational, and 100% are advocates of the OwnLife programme to their peers.  

Understanding that developmental interventions can be foundational, globally experienced, 
and universally successful has enabled this forward-looking function to reap the rewards of 
a meaningful improvement in performance and wellbeing.  

 

 

 

“I am finishing earlier yet getting more done...I’m 
sleeping better than I thought I could.” 

“Somehow I have created more time…and I 
have loads more energy.” 

“I don’t know where to start it’s been so valuable…it’s 
made me think more and make better choices.” 

“I am sleeping so much better…I’m way less stressed 
and I understand how to make changes.” 

“It’s helped in so many ways…by putting myself 
first, others benefit inside and outside work.” 

“The programme has resulted in significant changes…my sleep, 
exercise…I feel so so much better, less tired and truly on top of things.” 

“It’s created a loop, this light comes on when I have a choice, so I think 
more about what I do. It’s really increased my self-awareness.” 

“It’s helped me make changes I wasn’t aware affected 
my form…I recommend it whenever I can.” 

“I have much higher productivity in the 
afternoon and evening.” 

“I am getting better value out of the time I have at work and am able 
to leave it behind more comfortably at the end of each day.” 


