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• Wellbeing Conference 2026



Context: The Shape & Presence Programme
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Global transformation 
designed to create a 
more sustainable and 

partnership-led 
operating model

Move towards Multi-
Country Clusters and 
strengthened regional 

collaboration

Significant 
organisational 

redesign affecting 
structures, processes 
and ways of working

Focus on balancing 
organisational 

sustainability and 
colleague wellbeing 

Commitment to 
Design Principles 
moving from the 

global north to south 
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David Maisters Trust Equation 

Trust =
Credibility + Reliability + Intimacy

Self−Orientation

“Do I believe what 

this person says?”

Can I depend on them 

to do what they say

Do I feel safe sharing 

concerns 

or vulnerabilities with them

Whose interests are they focused on



Connecting to the vision
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CONNECTED 
RESTRUCTURING 

DECISIONS BACK TO 
MISSION, JUSTICE AND 

LONG-TERM 
SUSTAINABILITY

REINFORCED THE 
IMPORTANCE OF 

DIGNITY, EQUALITY 
AND LISTENING 

THROUGHOUT THE 
PROCESS

DESIGNED 
CONSULTATION 

APPROACHES THAT 
PRIORITISED 

FAIRNESS AND 
INCLUSION

KEPT THE FOCUS ON 
SUPPORTING 

COMMUNITIES AND 
PARTNERS DESPITE 

DIFFICULT DECISIONS



Reducing Uncertainty Through Clarity
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STRUCTURE

CREATED CLEAR CONSULTATION 
TIMELINES, GOVERNANCE 

STRUCTURES AND DECISION-
MAKING PROCESSES

VISIBILITY

PROVIDED WEEKLY UPDATES, 
DROP INS WITH HONEST 

COMMUNICATION ON PROGRESS, 
RISKS AND NEXT STEPS

RESPONSIVENESS

ESTABLISHED CENTRAL FAQS, 
DROP-IN SESSIONS AND 

ACCESSIBLE HR SUPPORT 
THROUGHOUT CONSULTATION

HUMAN IMPACT

ENSURED COLLEAGUES 
UNDERSTOOD NOT ONLY WHAT 

WAS CHANGING, BUT WHY, 
ACKNOWLEDGED EMOTIONAL 

IMPACT
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Supporting Manager Resilience

Provided managers with guidance, scripts and coaching to navigate 
difficult conversations

Encouraged leaders to focus on empathy, consistency and psychological 
safety

Created regular leadership alignment sessions to reduce mixed messaging

Recognised that managers themselves also needed support during 
transition
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What’s coming next
Date Activity ELT action required

14th July Directors and ELT discuss shifts in decisions in their 
areas and to create any new role profiles required

ELT / Directors to action

16th July – Midday 18th July ELT and BPs to check impact tables, including any 
shifts to matching and pooling

ELT and BPs to prioritise this 
work during these dates

18th July Heads up session for those who have had their 
impact status changed as a result of decisions

ELT to arrange and deliver

21st July ELT outplacement briefing ELT to attend

22nd July ELT decisions briefing ELT to attend

23rd July Heads up for Affected staff ELT to arrange and deliver

23rd July
6th August
20th August
10th September

Interview panel member training ELT to attend one session if 
they are part of an interview 
panel

24th July All staff briefing ELT to attend

24th July – 15th August 1:1 meetings held between colleagues and ELT to 
discuss decisions and individual impact

ELT to arrange and deliver
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Lessons Learnt

Don’t brief too early

Engage at the outset and take people along, if you can in the design

Communicate, communicate, communicate

Too much information is never enough

Somes times you won't know the answer, and that’s ok answer 



Thank You
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