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INTRODUCTION

In 2010, Lynda Gratton of London Business 
School published ‘The Future of Work’1. 
It was based on research conducted with 
21 organisations and over 200 executives, 
covering a diverse range of industries, 
geographies and organisational structures, 
including those not for profit. It asked three 
questions:

• How will external forces shape the way 
my company and its people develop over the 
coming decades?
• How best can we prepare for these 
developments to ‘future proof’ the 
company?
• What can we learn from others about 
where to focus our attention and resources, 
what will be tough, and what will be more 
straightforward?

Nine years later, the London Insurance Market 
continues to look for its own answers to these 
questions, at both an enterprise and market 
level. 

In 2014, the London Matters report was 
published by The London Market Group (LMG) 
and The Boston Consulting Group (BCG), 
examining the competitive position of the 
London Insurance Market. This was followed 
up with a further report in 2017. There have 
been a variety of initiatives looking at how 
the Market needs to adjust for the future, 
separate to and building on the work of other 
organisations as they examine their business 
models. These have included embracing 
technological change to enable increased 
operational efficiency, as well increasing 
profits as the product offering shifts to 
1 Lynda Gratton, Future of Work, 2010w

recognise new markets and opportunities. 
Robotics, blockchain and digitisation have 
been, and continue to be, synonymous with 
the Future of Work.

The People element has typically focused on 
components of the employee lifecycle that 
can be altered. There are multiple initiatives 
to recruit and embrace diverse talent at an 
individual firm level, as well as cross-market 
initiatives, such as the award-winning London 
Insurance Life programme by the LMG. DXC 
Digital Minds looks to capture the passion 
for change and those wishing to shape the 
London insurance market, incorporating 
brokers, carriers, service providers and more, 
in order to find creative solutions to shared 
challenges. 
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There is a common narrative of technology 
enabling people to do more interesting 
and exciting things. However, through our 
consulting and speaking with our clients, 
we are seeing a gap between the future 
organisations are painting and the reality of 
what individuals are experiencing. Workplaces 
are looking different with dress codes 
becoming less formal and work flexibility 
more common, yet engagement is falling 
and attrition is increasing. Leadership teams 
are expressing frustration at why their 
initiatives are not having the impact other 
organisations have seen, even if it is what 
their own employee surveys say is wanted. 
Employees are increasingly disenchanted as 
they plug gaps and focus on rework rather 
than more fulfilling activity, or not feeling 
they have a voice at the table. Mirroring 
broader society, people are looking to take 
back control of their lives and are no longer 
trusting leaders in the workplace to make 
decisions in anything but their own interest. 
Preparing your organisation for the future is 
more than redefining roles and responsibilities 
for current positions or recruiting those with 
different skills, experience and backgrounds 
than you have done before. The organisation 
itself and how it interacts with those doing 

the work, will need to look very different from 
how it does now to keep people engaged and 
delivering what the business needs to create 
sustainable profitability.

Importantly, therefore, there needs to be 
a significant cultural shift to embrace the 
Future of Work, beyond looking at the 
workforce of the future, which is a component 
part. The good news is that employees are 
likely to be ahead in their acceptance than 
their organisations. As individuals and in 
their personal lives, people are not change 
adverse and have experienced rapid change 
over their lifetimes, regardless of their age. 
Organisations move at a far slower pace. 
Organisations that are able to embrace the 
momentum of their own people are already a 
step ahead.

This paper sets out what is meant by the 
Future of Work for the people agenda and how 
the London insurance market can embrace 
these. It will share practical examples of 
changes to the employee life cycle, as well 
as eight success factors r10 has identified to 
enable the required cultural change. 
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WHAT IS MEANT BY THE FUTURE OF WORK 
AND ITS IMPACT ON INSURANCE

The Future of Work report outlines five forces that will 
impact each other and shape the workplace by 2025. We 
are seeing many of these already. 



THE FIVE FORCES OF THE FUTURE OF WORK 
AND EXAMPLE IMPACTS IN THE LONDON 
MARKETS

Force Description London Market Impact

Technological 
developments

Increased information, 
Connectivity, Artificial 
Intelligence (AI), 
Monitoring of behaviour

• AI chatbots reducing load on call centres, 
leading to increased customer engagement and 
satisfaction.

• AI to triage submissions on platforms feeding 
standard rating engines/referral loops.

• AI to identify fraudulent behaviour during 
claims.

Globalisation

New economic centres, 
Global talent pools, 
Increased exclusion 
of those unable to 
compete

• London reducing in importance, driven by 
regulation, cost, uncertainty (including Brexit).

• Global carriers increasing capacity allocated to 
domestic risks.

• UK carriers supporting local MGAs to catch the 
business locally before then being exported to 
the UK.

• Changing skills needs at all levels of 
organisations.

Demographic 
changes 

Delayed retirement, 
Increased life 
expectancy, 
Concentration of wealth

• Buyers of insurance changing with common 
exclusions, such as age, reducing potential 
market size.

• Digital first customer preference rather than 
face to face, e.g. apps rather than high street 
presence.

Societal trends

Individual needs 
rather than societal 
expectation including 
desire for autonomy 
and freedom, Falling 
trust in business and 
its leaders, Virtual 
relationships, New 
sources of happiness

• Greater accountability and visibility of leaders.
• Expectation organisations reflect diversity of 

broader society and customer base.
• Falling customer loyalty and unwilling to accept 

poor customer service as trade off on price.

Low carbon 
developments

Increased demand, 
Growing economies 
with large populations, 
Climate change, 
Virtual working, Less 
commuting.

• Changing insurance risks, meaning traditional 
exemptions need new solutions, e.g. Flood Re.

• Autonomous vehicles and alternative fuels 
mean new insurance requirements and  
demands.

• Greater flexibility of office requirements.
• Longer commutes as people live further away 

from place of work.
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As the above table outlines these five forces are already having a big impact on the current 
business models of insurers. For example, they shape the products that need to be developed 
(as well as those that will become obsolete); the assessment and pricing of risk; identifying 
who the customers will be and where they will be located; the allocation of capital across 
territories; and the distribution channels that will maximise these new opportunities. We cover 
this in more detail elsewhere. 
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THREE SHIFTS THAT REFLECT HOW THE 
EXPECTATIONS OF PEOPLE WILL CHANGE

In addition to these five forces, there are three shifts that reflect how the expectations of 
people will change. It is these three shifts that provide the context for the cultural change 
required. Combined, they provide significant opportunities and challenges to both individuals 
and organisations. The shifts are outlined below. 

ConnectivityMastery Quality of 
Experiences

1 2 3



In this context, Mastery refers to a future 
where individual value is based on the ability 
to differentiate from the crowd and change 
over the course of the working life. Gratton 
contrasts this with a ‘generalist’ ability where 
perhaps millions can do the same work but 
cheaper, faster and maybe even better. She 
talks of the opportunity to shift from mecha-
nisation to mastery. For example, the use of 
robotic process automation in the back office 
is replacing the ‘generalist’ ability of humans, 
potentially freeing them to add value through 
their insight and mastery, based on the exper-
tise gained over their working life.  It could be 
argued that the London Market is experienc-
ing this change over a much shorter period 
than other sectors, thereby creating increased 
resistance to change than might be the case 
elsewhere. Moving to offshore is working 
alongside robotic process automation making 
it appear more of a revolution to its people, 
rather than an evolution over time. Electronic 
Placement, (digitising paper-based processes 
as part of the London Market Target Operat-
ing Model), has needed to be mandated with 
financial penalties to accelerate the change 
required to compete in an increasingly digi-
tal world.  As the Electronic Placing Models 
evolve so will the paradigms used. They will 
no longer replicate paper processes but in-
stead will spot trends, create new products 
and value. This will change the skill require-
ments of organisations. As well as the need 
for people who are able to manipulate the 
data into a useable form, customer insight 
and behaviour specialists (common within the 
FMCG sector), will have growing importance 
for new product development. 

At the same time this change is happening, 
people are having to work out what it means 
for them. They can see the organisational 

change happening but are having to interpret 
what it means for themselves. This knowledge 
gap can result in a negative narrative that’s 
difficult to change. How are organisations 
helping their employees with this shift so that 
they can adapt to the new world of work in 
which they find themselves or are they sim-
ply cast aside alongside the legacy systems 
being replaced? 

Whilst the shift to Mastery focuses on stand-
ing out from the crowd, the shift to Connectiv-
ity focuses on the increasing importance of 
collaboration and cooperation. In insurance, 
we are seeing this most clearly with Insurtech. 
In-depth industry knowledge is combining 
with technical expertise with the aim of the 
combined team being stronger than the sum 
of its individual parts. Rather than a tradition-
al approach of expertise being determined 
by someone’s job title, career path or years 
of experience, it is increasingly measured by 
competency and networks. Teams expand be-
yond the organisational environment, flexing 
according to the skills required at that point of 
time. In these smaller agile teams, there is lit-
tle space to carry people but instead all have 
a contribution to make or else be discarded. 
Ownership and accountability are central to 
success as there is no organisation to hide 
behind or get lost in. 

For large institutions to benefit from such 
collaborations, especially when they’ve led to 
investment, it’s important that the respective 
cultures continue to be nurtured to enable on-
going success. This may result in a ‘third way’ 
being created, that combines the best of both 
cultures rather than assimilation by the dom-
inant party, thereby stymying the innovation 
that was sought in the first place. 

1 THE SHIFT TO MASTERY

2 THE SHIFT TO CONNECTIVITY
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This is perhaps the biggest challenge organ-
isations face as it is driven by the individual 
and what they want to be happy. The expec-
tation or the desire for a job for life if you just 
knuckle down and do what the organisation 
asks is fast declining. People are used to 
personalisation in their private lives and are 
increasingly expecting it in their professional 
one. A one-size fits all approach to people 
strategy is no longer going to work if you are 
wanting to keep your workforce happy and 
engaged. Engagement is falling and feedback 
often refers to poor communication and the 
organisation not listening. This then impacts 
on employee wellbeing, which standalone initi-
atives will find hard to counter if the overriding 
culture does not change. People need to feel 
valued and that their lives have a purpose.

Organisations therefore need to think how 
they can personalise the experience of the 
employees they wish to attract and retain, 
tailoring it to their individual definition of what 
it means to be happy at work and perform 
at the best of their ability. This goes beyond 
flexible workspace, agile working or choosing 
your own benefits from a list, which is the 
organisation setting the framework and where 
for some, it is flexibility for the organisation 
rather than the individual. What if the first 
question an employee was asked was – how 
do you want to work and the organisation 
committing to deliver this, against the em-
ployee’s commitment to deliver the business 
strategy through SMART objectives?

The Future of Work has moved beyond its 
original research and is increasingly used to 
look at individual industries, as individuals 
and organisations seek to navigate and make 
sense of the world around them. It is often 

seen as synonymous with technological de-
velopment but as the forces outlined above 
show, it is far broader than this and it is there-
fore important that organisations do not find 
themselves focusing on too narrow a defini-
tion and leave themselves exposed unneces-
sarily.  Like the tortoise of Aesop’s fable, the 
comparative slow and steady approach of the 
London insurance market gives the opportuni-
ty to learn from the experience of others and 
tailor their approach accordingly. Recognis-
ing its own unique strengths and capitalising 
on them in the context of the Future of Work 
could create real differential.
 

3THE SHIFT TO QUALITY OF                                                 
EXPERIENCES
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The employee lifecycle encapsulates every stage of an employee’s journey through an 
organisation. It should reflect the overarching business strategy and be developed within this 
holistic framework rather than isolation. Diversity of talent and thought should be like DNA 
running through every area of the organisation rather than standalone initiatives. A solid and 
thorough plan with robust project management is essential. Fail to plan, plan to fail is a cliché 
for a reason, especially for people-related projects where there are so many moving parts. 
However, it is important that this does not mean it is constrained by bureaucracy and slow 
decision making. Agile projects need agile decision making, which aligns with the needs of a 
changing workplace. 

In the next page, we outline examples of how an organisation’s employee lifecycle may change 
in preparation for the Future of Work. Some activity may address more than one shift so you 
will see duplication. You may be doing some already or see them as common sense. Others 
may seem too big a change for organisational acceptance. r10 can work with and support you 
so you can get your organisation where you want it to be. Using our Five Step Framework, we 
can tailor this to your individual needs taking into account what it is that you want to be doing, 
whether that’s continuing with the day to day activity or developing the future.

THE IMPACT OF THE EMPLOYEE LIFECYCLE

1. ATTRACTION

2. RECRUITMENT

3. ONBOARDING

4. DEVELOPMENT

6. SEPARATION

5. RETENTION
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THE SHIFT IN MASTERY, CONNECTIVITY, 
QUALITY OF EXPERIENCES AND THE EMPLOYEE 
LIFECYCLE

• Beyond employee surveys, use a mix of quantitative and 
qualitative data to provide behavioural insights into what 
the most (and least) engaged employees are doing and 
how happy they are doing it.

• Move from trying to be all things to all people to 
individually tailored campaigns matching what potential 
employees want with what the organisation needs.

• Be where the people you want are and interact with 
them in the way they want. It is not about shifting the 
organisation geographically but to proactively look for 
the diverse talent you need.

• Use conversion and retention as measures of success to 
help focus on quality rather than quantity.

1 ATTRACTION

• Know the skills your organisation lacks that will stop it 
achieving its business strategy.

• Prize the whole person and recognise that they 
may demonstrate the skills you need outside of the 
workplace. This will be even more relevant to happiness 
as this is what they choose to do with their time. This 
is especially relevant for internal opportunities. Don’t 
define them by their job titles.

• Snooze you lose. With record levels of employment, you 
will need ever-faster recruitment processes to secure 
scarce talent with immediate decision making the 
default. Think ‘hire in a day’.

• Start connecting them with their new internal network.
• Get the necessary admin out the way before they 

join, involving them only when absolutely necessary. 
Digital is a great enabler for this. Paper should be the 
exception.

• Agree their individual commitment so you both know 
what is expected before they arrive.

the diverse 
people you 

need now and 
in the future

2 RECRUITMENT

securing the 
candidates that 
will make your 
organisation 

better

3 ONBOARDING

contributing 
from the first 

day, if not 
before



12 I ORGANISATIONS FOR ADULTS

• Focus on the personal of personal development plans – 
don’t just think about it through a work or career lens but 
let it be driven by their growth mindset.

• Treat development like you would an IT programme. 
Refresh, upgrade and improve to avoid becoming 
obsolete.

• Base around what happiness means to an individual. 
• An inclusive culture values the opinions of all. Reverse 

mentoring offers a formal way to engage with diverse 
viewpoints and gain insight. Don’t rely on the chain of 
line management.

• Development may include gaining experiences outside of 
the current organisation. Support them in this and they 
will be an advocate and positively impact your attraction 
and recruitment strategy.

4 DEVELOPMENT

• If needs are changing, give employees the 
opportunity to change with them should they 
wish.

• Put individuals in control of how they want to 
work.

• Look at what is happening around you, partnered 
with data to see what is really happening in your 
organisation and identify potential risks.

• Recognise that employees are unlikely to want to 
spend their entire careers with your organisation and 
that their timetable for moving on may differ from 
yours.

• Regardless of the reason for them leaving, treat them 
as adults and continue to nurture the relationship. 
Again, this will feed into your attraction strategy.

• Leaving is not always forever. By ensuring every 
separation is a positive experience, the opportunity 
grows of re-appointing people that have flourished 
outside an organisation to come back and share their 
expertise.

grow 
professionally 
and personally

5 RETENTION

continued 
performance, 
flexibility for 

changing needs

6 SEPARATION

smooth 
transitions 

to new 
opportunities, 

whoever 
initiates



Below we set out 8 key success factors 
for embracing the Future of Work in your 
organisation. This is based on our own 
research, conversations with clients and what 
we see in the London Insurance Market and 
beyond. We are happy to talk about any of 
these in more detail.

Before you start, you need to know where 
you’re heading. People change in isolation 
of a business strategy will not result in the 
outcomes you desire. Therefore, begin with 
the business strategy, making sure that the 
People function is at the table and not an 
afterthought.

No one has a crystal ball and can say 
definitively what the future looks like, but by 
working through future scenarios and their 
impact on your organisation, you can identify 
the extent of change required and appropriate 
timescales to do so. Involving those at the 
whole level of the organisation and external 
stakeholders, helps to test the robustness of 
such exercises and gain buy in at the outset to 
what may lie ahead and test outcomes as you 
go.

It is common to find that organisations spend 
time looking at what their competitors are 
doing rather than understanding their own 
culture and employee needs. If they do look 

outside, it may be to organisations with a 
reputation of being ‘the best’, identify the 
tangible factors they have and then importing 
them into the organisation. However, flexible 
benefit plans and work places, beanbags and 
table tennis tables won’t automatically make 
people more engaged and organisations more 
effective. Words like ‘innovative’, ‘diverse’, 
‘forward looking’ might feature in candidate 
attraction campaigns as those are the people 
you want. However, if the experience in the 
workplace does not match this ‘sell’, such 
people will not be hanging around.

Be honest. Use your data, talk to people and 
understand the gap between where you are 
now and where you want to be. Not all people 
will see things the same way. Be prepared to 
listen. It may be challenging and take time, 
but the change you want to see will be more 
likely to ‘stick’. 

The organisation has a wealth of information 
at its fingertips. However, not all know how to 
use it or are measuring it against the old world 
of work rather than looking at trends and 
changes to show how the organisation might 
be moving towards a new way of working. As 
set out above, people change quicker than 
organisations. Looking at the data can provide 
the insight into what people are actually 
doing on a day to day basis, rather than what 
their role profile, line manager or business 
head may believe. You may have more of 
an innovation culture than you imagined. It 
is also an opportunity to challenge myths. 

EIGHT SUCCESSFUL APPROACHES TO CULTURAL 
CHANGE
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1 STRATEGY DRIVEN

2UNDERSTAND YOUR OWN 
CULTURE

3 USE YOUR DATA



For example, in a recruitment market where 
the paying out of accrued bonuses is part 
of a standard remuneration package, does 
it still bear out that attrition peaks at bonus 
time or is it spread more evenly through the 
year, therefore forming a part of an ongoing 
engagement and retention strategy. 

Data is also important in measuring success. 
Seeing how trends are changing, both 
positively and negatively, illustrate impact. 
At the very least, it should be prompting the 
question ‘why?’.

Another consideration around data is 
expecting perfection. Repeated data cleansing 
delays decision making at the outset. 
Instead, the data can be refined as you go 
as more information comes to light and you 
have a greater understanding of what the 
important drivers are. When dealing with an 
unpredictable future, looking for perfection 
is an unnecessary, but tempting, rabbit hole. 
However, it is important to understand what 
the weaknesses are so that these can be 
taken into account when analysed.

This is not just looking at within the 
organisation but also beyond it. Do not 
forget about customers, suppliers and key 
external stakeholders. Internally, it needs to 
include those with responsibility of all key 
areas, as well as the business. This should 
include those at all levels of an organisation, 
identifying both audiences and targeted levels 
of engagement. Practising cohesiveness and 
collaboration will help with understanding 
of how this should be reflected culturally 
throughout the organisation. The ‘top’ should 
not and can not have all the answers. Often, 
external consultants will be necessary to 
facilitate self-reflection and bring in what is 
happening externally to broaden discussions.

Transparency should also be a founding 
principle. That does not mean sharing 
everything with all employees as that can 
mean unnecessary worry, especially if they’re 
not privy to the context in which conversations 
are happening. It means being open about 

4 ENGAGE THE RIGHT PEOPLE

5 BE TRANSPARENT
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the reasons for change and what it means 
for the individual. Hard conversations are far 
easier to have when honest. Treat individuals 
as adults who can deal with bad news, 
giving them information to interpret what 
they are being told and how it impacts them. 
Resentment and disengagement come from 
a culture of mistrust or perceived insincerity 
of message. Be prepared to say ‘I don’t 
know’ when necessary, including when a 
decision has yet to be made.  This is also the 
opportunity to show the organisation lives by 
the values its employees want. 

The role of the line manager is key. Changing 
employee expectations without those of line 
managers is often why many transformation 
initiatives fail. Development and support 
of this group is essential with Change 
Management and Learning & Development 
working in close partnership. For example, 
allowing people to increasingly work from 
home, doesn’t mean that line managers 
automatically know how to shift to managing 

against output, despite what policies or 
guides might say. This creates anxiety on their 
part and also on the part of the employee, 
despite the good intentions of the policy. 
Work being what you do rather than where you 
do it needs to be embraced by everyone to 
realise its potential.  

Do not forget about a holistic approach to 
employee wellbeing. All initiatives should be 
assessed through the lens of the impact on 
the individual and actions to mitigate this. Ten 
minutes of meditation won’t even out the long 
days of constant pressure to deliver without 
enough time or resource. Practical tools 
and professional advice can help individuals 
through the change as shaped by their 
individual experience. However, standalone 
programmes will have limited success if the 
processes and organisational culture cultivate 
a stressful experience by unintentional 
design. Giving individuals control, reducing 
uncertainty and time to make big decisions 
can all help to reduce anxiety. 

6 INVEST AND DEVELOP YOUR 
LINE MANAGERS

7 INCORPORATE WELLBEING
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The more an organisation treats its people like children, the more they behave as such. 
Permission to proceed rather than forgiveness to fail inhibits innovation and thinking for 
oneself. Lengthy whole company policies written to address the behaviour of the individual 
add to a culture where individuality and innovation are not encouraged. Some people have not 
needed the permission of the organisation via a job title or description to change the way they 
work and what they are doing. Others, through the way they have seen others be treated or 
maybe even experienced themselves, have started to behave like robots ahead of what they 
see as the inevitability of their role becoming obsolete. They follow processes to the letter, 
no longer think how that process could be improved because they’ve never been listened 
to so to paraphrase, they keep quiet and carry on. Managers may get frustrated by the lack 
of contribution from their teams but it can be difficult to expect an adult relationship when 
individuals have been increasingly treated like children, without autonomy over their lives.

This organisational ‘unlearning’ is not easy. It challenges existing relationships within the 
organisation, as well as shifting the basis of decision making, such as policies and processes. 
Do not underestimate the impact this has right the way through an organisation, especially 
at the highest levels. Freedom and trust do not necessarily keep pace with seniority and the 
increased responsibility and accountability. It is often a reason why individuals find themselves 
leaving the corporate world behind to embrace a start-up culture.

8 TREAT EVERYONE AS ADULTS
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As a standalone concept, preparing for the Future of Work can seem daunting and result in 
organisational paralysis. However, whilst you are standing still, others are moving ahead. 
The ‘Future of Work’ is increasingly becoming the ‘Present of the Individual’. It is here now, 
far faster than we could have foreseen. Take for example the area of IT. We all have more 
knowledge than ever before thanks to our smart phones. We have information at our finger 
tips and are no longer reliant on an expert to show us how things are done as apps have been 
designed intuitively. 

However, we can see in our work with our clients in and around the London Markets, that the 
world that has evolved externally, is not yet reflected internally. People do not work in a bubble, 
removed from the outside world. They have friends and family that share experiences, on top 
of the wealth of information that is more available than ever before. For some it produces 
excitement, others fear and in actions that impact the present, employees (and customers) are 
voting with their feet and moving to environments that reflect the way in which they wish to 
work.

r10 was established specifically to lead transformation and change within the London 
Insurance Market. We have worked alongside our clients as they have navigated their own 
journeys through new technologies and operational efficiency. One of the key drivers behind 
r10’s decision to launch its People Advisory business is the gap we see between organisations 
adjusting their technology and operations for the future, and their ability to harness those gains 
with their people so the three elements dovetail. The longer this area is ignored, the greater the 
challenge will be. By using our Five Step Framework, we will work with you to create a people-
focused work environment, where people can contribute their best, improving productivity and 
creating the happy place where everyone wants to be now and in the future. 

CONCLUSION
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If you wish to know more detail on any of 
the issues outlined and how r10 can help 
your organisation, please contact us.

020 3086 8780www.r10.globalinfo@r10.global


