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Q. Is the problem of people turning up 

for work even though they are unwell 

caused by poor employers with no 

sickness leave pay arrangements?

A. This could apply to some people, 

but the reason they are is linked to their 

job insecurity—they turn up to work ill 

because they are worried that if they 

have high sickness absence they may  

be vulnerable to redundancy.

Q. How do you encourage employers 

to take wellbeing seriously, when there 

are examples of massive organisations 

prospering while ignoring the wellbeing 

of their people? E.g Tesla, Amazon.

A. You need to provide employers with 

the costs of high stress-related sickness 

absence, poor productivity and higher 

than sector average accidents—bottom 

line performance data can help to drive a 

rethink on this.

Q. How do you identify and measure 

presenteeism?

A. There are a variety of scales that do 

this e.g. Stanford Presenteeism Scale. 

Q. What types of things should be  

considered in a good wellbeing audit? 

A. Ideally the wellbeing audit should look 

at a combination of specific strategic 

systems and operational behaviours 

specifically relating to wellbeing. The 

audit should review against a plan 

(policies, strategic objectives, leadership, 

risk management and resilience, etc.); 

do (stress management, safe systems, 

employee support mechanisms, etc.); 

check (surveillance, performance 

monitoring, ill-health and absenteeism, 

etc.); act (continual improvement, 

wellbeing performance reporting, etc.); 

management cycle and also benchmark 

against recognised wellbeing model 

factors such as health, good work, values 

and beliefs, relationships and voice and 

personal growth (development).

www.beingwelltogether.org/audit-and-

consultancy/five-star-wellbeing-audit

Q. How do you change a hire and fire 

culture into a hire and keep culture? 

Especially in our current environment 

where recruitment is easy and cheap, 

and running a wellbeing programme is 

complex and costly? 

A. By showing how this can make a 

difference to the bottom-line issues 

like sickness absence, accident 

rates, productivity and any relevant 

performance indicators.

Session:
The business benefits of managing wellbeing  
for organisations – Professor Sir Cary Cooper

https://www.beingwelltogether.org/audit-and-consultancy/five-star-wellbeing-audit


Session:
Leading in an age of disruption: balancing direction 
with connections – Ian Byrne, CEO Living Systems

Before answering each of the questions, it might be worth highlighting that as an organisation development 
consultancy we hold the premise that as soon as we initiate a conversation, or ask the first question, we 
are starting the process of change with that particular person or group. We pay as much attention to HOW 
we intervene into organisations as we do the WHAT, and without exception we believe that co-creating 
solutions with our clients is a key part of any culture change initiative. Please read my responses to your 
questions below in that context.

Q. How do leaders communicate to  

a disenchanted workforce who might 

not relate or engage with the issues 

surrounding wellbeing? 

A. To change an organisation we need 

to change the conversations. With 

this particular question we would start 

by engaging in conversations to truly 

understand the reality of what is going 

on at all levels of the organisation – from 

the top to the bottom – around this issue 

of wellbeing. Your question suggests 

that the workforce is disenchanted (is it 

the whole work force; is it certain parts 

but not others?) but its leaders are not 

(all of the leaders; some of the leaders; 

the most powerful leaders)? As a first 

step, engaging in these conversations 

with open minds and hearts, avoiding 

judgement would be a significant 

intervention in itself. To discuss this 

topic of wellbeing, we would encourage 

bringing together a guiding group of 

people which reflects a diverse cross-

section of your organisation to help you 

make sense of the information, agree a 

path forward and implement the actions 

coming out of the work. We always invite 

a few of those deemed to be the more 

difficult people to the group – they often 

turn out to be the biggest advocates in 

the end. 

We would use these conversations 

to define a multi-pronged approach 

of action. Typically this would involve 

activities such as:

• Inviting your leaders to share their own 

personal struggles and successes 

with all sorts of wellbeing, to legitimise 

talking about the topic

• Establishing a clear line of sight 

between employee wellbeing and 

organisational effectiveness

• Create wellbeing as something 

to be invested in by being seen to 

amplify those managers around the 

organisation who are getting some 

things right – maybe having them 

host conversations to share their 

own journey with other managers, 

as well as later down the line, talking 

with those managers across the 

organisation who may be driving 

productivity too hard, at the expense 

of wellbeing

• Keep educating people with new 

information and data about wellbeing, 

providing context around the situation 

we face ourselves in, and the challenges 

it is creating at all levels to wellbeing

• Bringing the challenges diverse groups 

are experiencing to life. If someone 

lives in a nice three bedroom house, 

for example, it can be hard to relate to 

these issues. They need to be able to 

put themselves into the shoes of others 

– e.g a younger employee who lives in 

a cramped three bedroom flat with little 

shared space being forced to live and 

work from their bedroom; or a single 

person living on their own

• Ensuring the leadership team 

themselves role model care and 

compassion around wellbeing  

(This can be a significant disconnect 

between what leaders say about 

wellbeing, and how they conduct 

themselves in their day to day work  

or treat their direct reports).



Session:
Leading in an age of disruption: balancing direction 
with connections – Ian Byrne, CEO Living Systems

Q. How do you assess a manager’s 

capability to effectively manage people?

A. So, I would classify a manager’s 

capability in three areas: their ability to 

invest in and develop themselves as a 

person; to manage performance and 

their ability to develop their people:

• Self-development is often missed 

in our development of managers. It 

invites us to sit back and reflect on 

ourselves which is given little time 

when the orientation is to complete 

this task and then the next one, or 

more likely do all five tasks at the same 

time. There is no “assessment” here 

other than managers do it

 – Encouraging self-reflection by 

journaling can be illuminating for 

people as they see themes and 

patterns they hadn’t noticed before 

 – Encourage leaders and managers 

to devote time and energy to learn 

about who they are and how issues 

of family background, gender, 

race, sexuality affects their self-

perception and the perception of 

others. Developing self-knowledge 

ensures that we can be effective 

in our roles managing and leading 

others and helps people identify 

the values by which they live their 

lives, as well as developing their 

intellectual, emotional, physical  

and spiritual capabilities

 – Develop relationships with 

peers with whom you can check 

perspectives or talk through 

challenges and strategies and  

align values and practice

 – Employing an executive coach is 

also an effective way to accelerate 

and deepen self-development

• Performance management relies  

on input skills such as providing 

effective feedback and coaching  

for performance

 – Some organisations rely on 

manager survey questions to 

track manager effectiveness in 

this area, such as “have you had 

a performance meeting with your 

manager in the last six months?”, 

“do you get regular feedback from 

your manager on your performance 

in your role?”, as well as tracking 

output measures such as business 

performance data

• Career development relies on input 

skills such as listening, questioning 

and pure coaching skills

 – Some organisations rely on 

manager survey questions to track 

manager effectiveness in this area, 

like “is your manager interested 

in your personal wellbeing and 

career development?”, “Have you 

had a conversation around your 

career development in the last 

12 months?”, as well as tracking 

output data like the number of 

successful development moves/ 

promotions occurring over time 

within each manager’s team.

Q. What do you think is the most 

significant challenge in re-setting 

an individual’s or an organisation’s 

mindset towards wellbeing?

A. For me it all starts with the 

leadership at the top. All too often 

organisations introduce extensive 

wellbeing programmes further down 

the organisation and ignore the 

Executive Team. Unfortunately this 

ends up destroying the credibility of 

the programme – as everyone knows 

how the CEO/ top leaders treat their 

people, and they take their lead from 

that. Any cognitive dissonance means 

people struggle to buy into any wellbeing 

communication and has the potential 

to render any organisational change 

initiative ineffective. So you need to start 

at the top – by inviting the team at the 

top to look into the mirror and do a reality 

check on what they are actually creating 

both for themselves and their people, 

before looking out the window to engage 

others. We find so often that leaders want 

something different to happen lower down 

the organisation and don’t or can’t yet see 

that what they have lower down is of their 

own individual and collective creation. 

When they do – the payback can be 

significant for everyone – them included.



Q. With an ageing workforce, who may 

have ingrained ‘old school’ attitudes 

towards work and management, how 

do we start to break through and 

introduce these new ways of working? 

A. Again, this is a difficult question 

to answer as it involves changing an 

established culture. Taking everything 

that we have said above in responding  

to the other questions, we need to  

start with leadership at the top –  

and for them to commit to personal  

change before attempting to engage  

in organisational transformation. 

For leaders further down the 

organisation, my advice would be to 

create a localised culture of focusing on 

wellbeing – creating a team underneath 

you that does buy into the importance 

of wellbeing and people engagement. 

Often, even within an ‘old school’ 

organisation you may find that there 

are people who would prefer a more 

human way of doing business but may 

feel unable to even voice their wishes 

and desires. So, improving psychological 

safety within your team to really hear 

about how people feel can expedite 

the process. One short cut to making 

this happen is to build greater personal 

connection between people.

All too often in organisations many 

people just know the people they work 

with on a transactional basis – and know 

little about them as people. As soon as 

we connect personally, however, we end 

up caring about them as people, not just 

cogs in the machine. It then becomes 

almost impossible to ignore issues that 

arise around wellbeing. One way to start 

this is to have a team ‘catch up’ at the 

end of the week over drinks. During this 

time, it is forbidden to talk about work 

– instead it is a bit about sharing about 

ourselves as people and our lives. 

Session:
Leading in an age of disruption: balancing direction 
with connections – Ian Byrne, CEO Living Systems



Session:
Diversity and inclusion – Thames Tideway

Q. How do you measure peoples’ 

feeling of inclusion? 

A. We have an annual engagement 

survey, which includes those types of 

questions, and we also ask for feedback 

after events to see how they went. 

Q. How did you go about rolling out 

discussion guides? Did you come up 

against any objections? How did you 

manage that?

A. The guides came out of a desire 

for mandatory training, and because 

we had done conscious inclusion 

pre-Covid we didn’t want to roll out 

training that would do little more than 

make people feel better. So we took 

advantage of everyone’s engagement to 

do something, and created the guides 

to encourage conversations that we 

knew could potentially make people feel 

uncomfortable as this was necessary in 

order for the guides to have any value 

and achieve meaningful change.

To have any meaningful long-term 

change, people ultimately need to be 

able to talk about race and the impacts 

of attitudes towards race. Before sending 

out the guides, we held 3 speaker events. 

The speakers were Afua Hirsh, David 

Olusoga and Akala; all of whom had 

written books which provided the basis 

of the event themes. We encouraged 

people to read each book before the 

event to encourage questions. 

Q. What would you recommend  

doing in an organisation employing  

few or no individuals from minority  

and underrepresented groups to  

foster a culture of inclusion and 

promote diversity? 

A. Senior buy-in, be clear about what 

you want to achieve and why. What has 

caused the change in mindset? You can 

use external benchmarks to help provide 

a starting point, you can also work with 

D&I organisations. We work with ENEI 

and inclusive employers who can come in 

and help provide guidance. But like I said 

at the start you need to know what your 

objectives are and why you are doing 

this, as otherwise it may look like a token 

gesture and not work.  

Q. How do you recommend starting 

to collect diversity related data or 

qualitative feedback? 

A. Send out clear communications to 

your employees outlining what you are 

doing, why you are doing it and what you 

plan to do with the data. Be transparent. 

For qualitative data, one option is to run 

a workshop, but make sure you create 

a safe space and ensure confidentiality. 

A survey is another way to gather data, 

especially if you include a ‘free text’ box 

and ensure it is anonymous. 

Policy/statement from senior leaders as 

part of communications - as buy-in from 

them is crucial. 

Useful books:

• Inclusive Leadership: The definitive 

guide to developing & executing an 

impactful D&I. By Charlotte Sweeney  

& Fleur Bothwick

• Blindspot: hidden biases of  

good people

• Inclusion nudge guidebook

• Racism at work: The danger of 

indifference

• Harvard business review > diversity 

specials (subscription needed)



Session:
Mindfulness – Robert Marx, Sussex  
Mindfulness Centre

Q. How do you recommend breaking 

down some of the negative stereotypes 

that mindfulness has? 

A. Encouraging people to do it. If they 

try it for themselves, they may find it isn’t 

how it’s portrayed in those stereotypes. 

The mindfulness community also has 

a responsibility to ensure mindfulness 

reaches a more diverse audience so 

more people can try it. There is very solid 

research which goes a long way to showing 

it’s a serious, evidence-based approach.

Q. Do you have any recommendations on 

how to incorporate mindfulness into work 

rather than it sitting outside of work and 

occupying ‘social’/‘extracurricular’ time?

A. If you do mindfulness for any length 

of time and regularity, it often starts to 

affect everything you do, not just work. If 

you are just doing mindfulness for half an 

hour now and then in extracurricular time, 

you aren’t really doing mindfulness. The 

more you practice, the more you see that 

it infuses a quality of appreciation into 

and centres everything you do, whenever 

you choose to remember it. 

Q. One of the previous speakers made 

the statement that ‘wellbeing isn’t 

mindfulness at lunch’. How would you 

respond to that? 

A. I’d agree! See my previous comment: 

mindfulness also isn’t mindfulness when 

it’s just now and then in a lunch break. 

In fact, anything done now and then in a 

lunch break won’t have any lasting effect 

on wellbeing – there’s nothing special 

about mindfulness in that. Anything that 

might bear significant lasting fruit takes 

sustained time and commitment from 

staff; as well as from their managers and 

leaders to make it possible for staff to do 

it. To make mindfulness a culturally valued 

pursuit it needs to be embedded not just 

in a lunch break, but in all the systems and 

arteries of the organisation. Having said 

this, we all start somewhere, and a lunch 

break isn’t such a bad place to start. 

Q. How do you recommend organisations 

who promote mindfulness begin to 

demonstrate the positive impact it  

can have for an organisation? 

A. Evaluate it. Use quantitative measures, 

get qualitative feedback, talk to people. 

You can easily show reductions in stress 

and improvements in wellbeing this 

way. Then you could try harder data like 

measuring the impact of staff sickness 

due to stress and staff presenteeism. 



Session:
The impact of 2020 on wellbeing at work and  
the challenges in the new ways of working –  
Mike Clancy, General Secretary, Prospect

Q. How do you see the role and function 

of unions developing in the future work 

environment, particularly considering the 

additional factor of the gig economy?

A. Unions already represent the varied 

forms of worker in the economy. However, 

that may not be widely understood as 

the media image of the unionised tends 

to be that of the public sector employee. 

In fact, we represent self-employed 

and freelance alongside those directly 

employed. This is particularly the case 

for Prospect, where we have substantial 

membership amongst freelance and self-

employed in the creative sector. 

There must be a national debate about 

the future of work, with a clear voice for 

workers and their institutions. Unions were 

reached for by government in the spring 

of 2020 as the pandemic hit to discuss, 

nationally and by sector, how support 

schemes and associated mechanisms 

should be shaped. Referring to ‘we have 

worked with the Unions’ became a means 

by which Ministers conveyed to civic 

society that their voice was being heard. 

Now, if it was that right thing to do in 

the unfolding crisis, it is the right thing 

to do in the recovery. If we are going to 

reframe the labour market; rebalance 

power; confer new rights and obligations, 

then the breadth of union experience is 

essential to that debate and endeavour.

Q. What do you think are the biggest 

lessons learned for the employer from 

the pandemic? How do you think this 

will impact day to day working life?

A. The core lesson is that for many roles 

we can redesign and locate them in a 

blended working pattern that will improve 

work life balance, and potentially improve 

diversity and inclusion in the labour 

market. But a further and associated 

lesson is that lots of roles do not have the 

‘blended working’ opportunities, so as 

we focus on the positive of redesigning 

some roles/environments, we must not 

create more inequality of opportunity  

and a two-speed economy. 

There are many more lessons, but I would 

also cite that there is a massive spectrum 

of experiences between those who 

welcome ‘working from home’ to some 

extent and others for whom it has been 

intrusive ‘living at work’. 

Finally, that we will be dealing with 

significant mental health issues in the 

recovery and renewal phases long after 

we have hopefully managed to control 

the virus. This will have an ongoing 

impact for employers to deal with.

Q. How do we ensure that site-

based staff are reached by wellbeing 

initiatives and programmes when the 

typical provisions consider office-

based workers in the most part?

A. The answers here relate to my 

previous comments about not ‘running 

away with’ the on-trend energy of the 

‘working from home’ commentariat. 

Millions of employees/workers in 

essential and other occupations, have left 

home to work throughout the pandemic. 

They will continue to have different 

experiences to office-based workers. 

And even within an office environment 

certain jobs (cleaning, reception, facilities 

management) do not allow for working 

from home.

It is vital that wellbeing initiatives and 

support recognise the variety of work 

types, not just the ones easier to reach. 

I think this is an issue that pre-dates the 

pandemic but has just been brought into 

sharper focus.



Session:
Building the business case and strategy for 
wellbeing – Stephen Haynes, Head of Programme, 
Think Talk Together

Q. There have been reports that mental 

health related time off has increased by 

40% over the past year or so. How much 

of this do you think is due to a genuine 

rise in mental health related time off, 

and how much of it do you feel is due to 

a reduction in stigma, and an increase in 

awareness around mental health in the 

workplace, and therefore time off is just 

now being correctly recorded? 

A. This is a really interesting question 

and opens up a number of discussions. 

In short, the answer is yes, but in reality, 

it’s a little bit of everything because it 

is influenced by multiple factors and I 

would argue that there isn’t yet sufficient 

or consistent published data to help us 

fully understand this (whether in the grey 

literature or published scientific data). 

We can hypothesize that the increase in 

mental health related absences from work 

is related to multiple factors – for example 

an increase in societal awareness, 

reduction in stigma within workplaces 

and a corresponding uplift in increased 

prevalence of mental ill health (in part 

related to the pandemic). However, in our 

experience, just because an organisation 

has a very robust, supportive and open 

culture relating to mental ill-health, 

does not necessarily mean every 

employee (that is struggling with their 

mental health) would feel comfortable in 

reporting the reasons for their absence.

Q. How do you recommend going 

about capturing the ‘right data’ and 

analysing it properly to inform good 

wellbeing decisions? 

A. There is no short answer to this, but as 

a starting point, consider which factors 

in your business can influence/relate to 

worker wellbeing (from the nature of the 

work your business entails, right through 

to how you record sickness absence, 

what support services are in place, exit 

interview outputs, staff surveys, staff 

representative groups etc.). Then look 

at what data you currently have (or 

can access) relating to each of these 

areas – and consider how robust is it 

currently – what does this information 

tell you, and importantly what doesn’t 

it tell you – so you can look at filling any 

gaps. For example, how robust is your 

current absence policy and reporting? 

If managers are not currently following 

the policy, try to explore why/what could 

be done to optimise it e.g. run some 

focus group discussions with managers. 

Right up front though, think about 

what you currently know about worker 

wellbeing – capture what you need to e.g. 

exposures to work-stressors and their 

resulting impact on employee wellbeing 

and engagement and build your wider 

employee wellbeing data set around this. 

Q. There have been studies that 

report a significant rise in empathy 

from leaders at work due to the 

pandemic. How do we ensure that 

these conversations remain a priority 

for organisations and leaders after the 

immense impact of COVID-19 subsides 

and the impact of poor wellbeing may 

not be as obvious or as widespread?

A. The unexpected impact of the 

pandemic has caused leaders around 

the world to prioritise the wellbeing of 

their people as they strive to navigate 

the resulting impact on their business 

operations. Having clear and relevant 

data to inform leaders both now and as 

we come through the pandemic should 

remain a priority – after all, employees 

are any organisations top ‘asset’ and no.1 

‘customer’ – but unless leaders have a 

good understanding of the wellbeing of 

their people and understand how their 

wellbeing drives business performance, it 

will be harder to quantify and keep on the 

top of every leader’s radar. The pandemic 

has meant businesses are talking more 

with their people and we’ve seen growth 

in measures to keep in touch and greater 

application of pulse/wellbeing related 

surveys. Key will be ensuring we’re asking 

the right questions to inform the right 

decisions i.e. don’t just do engagement 

surveys when you can also meet 

legislative requirements by assessing 

work-stress exposures and importantly 

link these to your bottom-line and the 

wellbeing of the workforce for example. 



Session:
Embedding wellbeing into organisational culture – 
Mark Ormond, Managing Director, Tribe

Q. How would you recommend a small 

company tackle culture change as the 

approach outlined is very complex and 

large scale?

A. For a small company the critical 

elements remain the same, they can just 

be tackled in a more agile way. The way we 

would always look at this would be to break 

down the critical/important factors that we 

see in driving a change in culture and that’s 

what we’ve built our approach round:

• Activate: This is about making sure you 

understand what the cultural challenges 

are in the business and building some 

consensus about what needs to 

change i.e. a future vision. For a small 

organisation this could be a simple 

survey/focus group type approach, 

analysis of data and then bring a group 

of people together to discuss/agree 

what needs to change for the future

• Motivate: This is about breaking that 

vision down into a few key behaviours 

that make the difference, and giving 

people the chance to understand and 

practice those new activities. For any 

organisation (large or small) these 

should be focused and simple, and 

finding innovative and interesting ways 

to bring them to life will help them 

stick in people’s minds

• Cultivate: This is about those new 

behaviours sticking for the long-

term. Reinforcing them through 

communications, recognising and 

rewarding individuals for demonstrating 

them and measuring and feedback. This 

all helps to create a learning loop and for 

a small organisation this doesn’t need 

to be overcomplicated, again it’s about 

focus, simplicity and ‘sticking with it’.

Q. How do you recommend organisations 

balance their messaging when they say 

that everything is a priority? (safety, 

wellbeing, revenue, productivity)?

A. Calling something a ‘priority’ is 

misleading as priorities always shift.  

If something is seen as fundamental to  

a business, then it should be a value e.g.  

if safety and wellbeing are important,  

I would see them as core to the way the 

job gets done. The messaging should 

reflect that ‘we’re in business to fulfill our 

promise to our customers, but this has to 

be done in a way that keeps our people 

health and safe’. This type of messaging 

can become a test you hold yourself 

to i.e. can we genuinely do this job in a 

way that still maintains the health and 

wellbeing of our people.

Q. If engaged leadership is necessary 

for change, how do you engage 

uninterested leadership in necessary 

organisation wide change?

A. Give them different information and 

find different ways to present/share it. 

There is a great story of a purchasing 

manager that couldn’t engage his senior 

team in the complications/challenges of 

the way individuals bought PPE within 

their organisation. So, one morning prior 

to the board meeting he brought a great 

bag full of all the different types of gloves 

the organisation bought across the globe, 

complete with price tags, and emptied 

them out all over the boardroom table. Quite 

obviously, the senior team saw very quickly 

the complications/challenges of the way 

that PPE purchasing was being handled. 

With culture change, we are constantly 

working on different ways to expose 

the reality of the current organisation to 

find the right hook to get uninterested 

leadership to be engaged, once you  

get it right, they often shift very quickly.
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