
Discover our award-winning culture change programme, 
 

change in a decade. 

MAKING EVERY

JOURNEY MATTER WITH

LONDON UNDERGROUND



The programme 

supported the biggest 

transformational 

change to London 

Underground (LU)  

in a generation.

Embarking on the largest business 
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“We had a big challenge in terms of shifting the culture 
of the organisation as part of a wider programme — 

transforming customer experience within TfL. Our biggest 
challenge was the gaps and inconsistencies in terms of 
leadership and people management. We wanted to do 

leadership differently.”



Without leaders 
modelling an excellent 
approach to customer 
service, culture change 
would fail across the rest 
of the organisation.

We worked in 

partnership with TfL 

to understand how the 

organisation worked

Diagnosis
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A personalised  
service

Reduced operational  
costs

Improved customer 
experience



Crucially, transformation needed 

to start with leaders. Without 

leaders modelling an excellent 

approach to customer service, 

culture change would fail across 

the rest of the organisation. 
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Making every  
journey matter

By engaging with all parties who 
would be impacted by our learning 
and development programme, we 
discovered that a complete overhaul 
of delivery processes was needed.
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“We chose to work with t-three because they provided 
a vast amount of evidence around their experience of 
working with leaders, particularly when it comes to 

experiential learning. They use aspects of neuroscience 
to help leaders recognise habits and attitudes that 

prevent real leadership and engagement with people.”



The strategy had to 
address not just the 
changes in roles, 
but the introduction 
of new processes 
and technology.

Social learning platforms

Facilitated workshops

Experiential learning 
using actors

1:1 coaching

Digital learning
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We designed the Stations Development  
Programme with the underground in mind. 



Gamification Peer-to-peer 
learning using 250 
change champions

350 technology 
advocates

On-the-job 
learning

Psychometrics/insights 
discovery



The strategy had to address not just the 

changes in roles, but the introduction of new 

processes and technology. Some processes had 

been in place for over 80 years and, with an 

average length of service of 25 years, employees 

had been conditioned to work in a certain way.
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Learning and 
development 
at every level

Behaviours needed to change, 
inspired by a change in 
mindset. 
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Leadership  
and management

Change  
advocacy

Process and 
technology



Our innovative and blended 

approach led to the creation 

of different learning 

programmes for senior and 

middle management, as well 

as station line teams. 
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“The tools offered by t-three were quite novel. The 

to take place in the organisation and opens up the 
door for one to one conversation and feedback 
about behaviours. It was a real paradigm shift  

for our organisation.”

Truth Teller© feedback tool enables conversations

https://www.t-three.com/en-gb/how-we-do-it/truth-teller
http://content.t-three.com/truth-teller-sample-report
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The Truth Teller© process 

was a great forum to 

test whether others who 

worked with management 

had noticed any changes 

in their leadership style.

Insight into 
the coaching 
programme. 

www.t-three.com18

https://www.t-three.com/
https://www.t-three.com/en-gb/how-we-do-it/truth-teller


This leader moved her goals 

from a self scoring point of 3/10 

to 8/10 and felt ‘profoundly 

more clear and confident 

about who I am as a leader’ as 

a result of the coaching work.
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“This is an exciting programme and we are delighted to be 

working at the cutting edge of learning design, using a blend 

of coaching, facilitation and a development centre approach to 

deliver a transformational experience. It’s been a pleasure to 

truly work in partnership with the TfL project team to deliver this 

complex and rewarding programme, where stations have moved 

to new ways of operating and customer satisfaction is improving.”



Employees are more 
engaged, customers 
are more satisfied, and 
leaders are performing 
even better than before.
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“Very good. This is 

real culture change 

on an epic scale. 

Very impressive and 

comprehensive.”

“A difficult and unique 

transformational 

culture programme 

with strong results. 

Measured customer 

service, operating costs 

and engagement.”

“Massive programme of 

change with amazing 

results; powerful 

balance of employee, 

customer, and 

financials.”

We received high praises from 
the HR Excellence Awards judges, 
including...



Background
Transport for London (TfL) grappled with numerous 
challenges as the pandemic struck, including a 95% 
plunge in revenue and ridership. However, the 
team spirit, openness and humanity demonstrated 
by colleagues was inspiring. Yet post-pandemic it 
became apparent that issues around fairness, 
transparency, support, and inclusivity pervaded the 
organisa�on, with employees voicing dissa�sfac�on 
at its exis�ng performance and talent approach.
TfL needed to reinstate confidence, reinforce 
organisa�onal culture, and improve overall 
performance. A new strategic people vision was 
created: “To be a great place to work for everyone 
to thrive”. Now there was an urgent need to
equip leaders to deliver on this.

Approach
TfL embarked on an ambi�ous journey to align its talent/ 
performance management strategy with the values of being Open, 
Caring and Adaptable. In partnership with t-three, it launched 
Conversa�on Ma�ers – an ini�a�ve centred around fostering ac�ve 
listening, empathy/inclusion and effec�ve feedback mechanisms 
within the system that was sponsored by the Chief People Officer 
and listed as a corporate priority. In order for t-three to design a 
programme that truly achieved the desired outcomes, we 
undertook diagnos�c ac�vi�es beforehand. These involved 
employee surveys, employee listening groups, reviewing exis�ng 
data and senior leader interviews. These provided valuable insights 
into the barriers to open dialogue and steps to facilitate this. Laura 
Whitworth (t-three Commercial & Solu�ons Director and project 
lead) created a model containing three key ingredients and desired 
behaviours. This was to: Be open, Be brave, Be connected.
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Coaching through conversation and empathy shifts talent
and performance management at Transport for London 

Award Winning
Group Coaching Programme

https://www.t-three.com/


www.t-three.com25

A group coaching model was implemented, where 
colleagues could collaborate, share experiences, and 
learn from one another in a safe and empathe�c 
space. This provided clear goals of accountability for 
leaders and included interac�ve toolkits on 
conversa�on prompts and key models, a nudge 
campaign to embed learning and digital pla�orms for 
sharing challenges and successes. By taking a top-down 
approach, role modelling from the top was ensured. 
Some 642 leaders were taken through the programme 
by skilled t-three coaches within nine months.

Outcome
The ini�a�ve achieved a major success with a 97.6% 
net promoter score and similar metrics to denote its 
significant value. Proven by an 86% goal comple�on 
rate, the programme impacted areas like quality
of 1:1 conversa�ons, openness, and inclusivity.
Employee feedback on improved conversa�on with 
people leaders was also posi�ve, with a 74% 
agreement rate of those surveyed.

This interven�on helped improve the organisa�on's 
performance appraisal process and supported key 
strategies to enhance the internal talent pipeline, with 
a  4%  increase in internal recruitment. Employee 
engagement scores also exhibited a significant rise of  
3.7% , further consolida�ng the value of Conversa�on 
Ma�ers. A similar coaching programme, also delivered 
by t-three, is now being expanded to the next level of 
leaders, reinforcing its indispensable role in TfL's talent 
and performance management strategy.

CONVERSATION MATTERS. 
CORE INGREDIENTS
Through diagnostic interviews
with all areas of TfL, the three core
conversational ingredients have 
emerged as essential for TfL leaders:

BE OPEN
Conversa�ons that are open and fluid rather 
than closed and direc�ve. Leaders are 
authen�c and present.

BE CONNECTED
Collabora�ng through listening to people at 
all levels. Crea�ng connec�ons by valuing 
opinion and ideas across the board.

BE BRAVE
Le�ng go of being ‘expert’ and growing curiosity 
through conversa�on. Building engagement
and improving performance through
though�ul dialogue.

https://www.t-three.com/
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The programme went on to win the 2023 best
Coaching programme and personal development
Initiative at the business culture awards.

The judges’ comments included:

"Brilliant example of learning through 
adversity and staring that challenge

in the face and finding a solu�on. 
Though�ul data colla�on crea�ng 
opportunity for conversa�ons to 

evolve; tailored to individual needs. 
Excellent example of tangible results 

directly linked to talent and 
performance plans."

"TfL had a powerful experience as a result
of the pandemic, and they chose coaching

as a way of addressing the significant impact 
it had on their people and organisa�on:
a 95% drop in revenue. The programme 

design took a considered approach as to what 
would work best for their people and 

though�ully aligned this with the values of 
TfL. This was an innova�ve use of group 

coaching. Also, it was great that the legacy
of the programme, the development of both 

the HRBP’s and leaders in group coaching,
was a core objec�ve."

Laura Whitworth,
t-three  Commercial & Solu�ons

Director and project lead said
"It’s been a pleasure to work in

partnership with TfL on this 
project. The group coaching 
approach, combined with an 

emphasis on the quality of the 
conversa�ons translated into 

tangible ROI for TfL."
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in managing 
as a business

62% 49% 54% 35% 35%



TfL, in partnership with t-three, delivered 50,000 

employee training days, 7,500 1:1 coaching hours, 

along with 1,300 online learning hours. It’s been 

their biggest and most innovative development 

programme in LU history. 

Conclusion
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Alexandra 
Bode-Tunji
Programme Lead
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Transform your business, inspire your leaders, 
and improve performance with a blended 

learning and development programme.

CONTACT US

http://www.t-three.com/contact.php
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