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Not-for-profit work attracts people who care deeply.
That commitment is powerful — and fragile.

When systems, leadership capability and clarity don’t keep pace with 
the emotional and operational demands of the work, even the 
most purpose-driven teams burn out, disengage or leave.

And when that happens, it’s not just a people issue.
It impacts service delivery, continuity, funding 
confidence and community outcomes.

This guide is about creating the conditions 
where people can keep doing meaningful 
work — well and sustainably.

Not by asking them to give more.
But by designing workplaces that 
support them properly.
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Capability Before
Capacity

Most workforce issues in not-for-profits aren’t caused by lack of effort.

They’re caused by lack of clarity.

People want to do a good job, but they’re often left guessing:
What does good actually look like here?
How am I expected to show up when things get hard?
What matters most when priorities compete?

A clear behavioural and capability framework removes that ambiguity.
It shifts the focus from just what needs to be done, to how work is done — especially under
pressure.

When expectations are clear:
Performance conversations are easier
Feedback feels fair, not personal
Values stop being posters and start being lived

Capability creates consistency.
Consistency builds trust.

Without it, performance becomes dependent on individuals — not systems — and that’s
where pressure, conflict and inconsistency start to take hold.



Strengths Reduce
Friction

In many not-for-profits, development focuses on fixing gaps.
That often creates frustration and fatigue.

A strengths-based approach does something different.

It helps people understand:
How they naturally contribute
Where they do their best work
How to work better with others who think differently

Tools like CliftonStrengths provide a shared language that improves collaboration, reduces
misunderstanding, and allows leaders to place people where they are most effective.

This isn’t about personality labels or feel-good development.

It’s about using evidence-based insight to design teams that work with human behaviour —
not against it — reducing friction, rework and unnecessary pressure on already stretched
teams.



Engagement Isn’t
Sentiment — It’s

Structure

People can care deeply about a mission and still be disengaged at work.

Engagement comes from everyday experiences:
Knowing what’s expected
Having the tools to do the job well
Feeling recognised for meaningful contributions
Seeing opportunities to grow

The Gallup Q12 measures these fundamentals.

Not how people feel this week — but whether the workplace is set up to support
performance and wellbeing over time.

For not-for-profits, this matters because disengagement doesn’t just affect morale.

It shows up in service inconsistency, increased turnover, leadership fatigue and reduced
capacity to deliver on your mission.

decrease in absenteeism                 decrease in turnover                     fewer safety incidents

83% 43% 64%



When culture issues show up in not-for-profits, they rarely arrive neatly labelled.

Leaders notice the signals — fatigue, frustration, disengagement — but without clear insight,
it’s difficult to know where to focus or what will genuinely make a difference.

The Culture Clarity Survey provides a grounded snapshot of how work is actually
experienced across the organisation.

It measures alignment between personal values, everyday behaviours and the culture people
need in order to do their best work.

The gaps between these areas highlight where energy is being supported — and where it is
being quietly drained by unclear expectations, leadership behaviours or systems that no
longer fit the work.

This clarity allows leaders to move away from assumptions and toward targeted, practical
action.

At The People & Culture Office, we use the Barrett Model to surface this data in a way that’s
practical, not theoretical — giving leaders clear direction on where to focus and what to
shift.

Because culture change doesn’t start with new initiatives.
It starts with understanding the current reality.

Culture Clarity Before
Culture Change



Purpose is a powerful attractor in the NFP sector — but it cannot carry a workforce on its
own.

When purpose is unsupported by clear systems and capable leadership, it often leads to:
Over-commitment
Boundary erosion
Quiet burnout

Sustainable purpose looks like:
Clear connection between roles and mission
Regular recognition of impact, not just effort
Development pathways that allow people to grow without leaving

People stay when meaning is matched with support.
Without that support, purpose becomes a pressure point — not a strength.

Purpose Needs
Support Systems



Every hire shapes the culture — whether intentional or not.

Intentional recruitment looks beyond technical skills and asks:
How will this person work with others?
What values will they reinforce?
What behaviours will they model under pressure?

Hiring with intention reduces turnover, protects team cohesion and avoids the hidden cost of
poor fit — which small, interconnected NFP teams feel quickly and deeply.

Recruitment isn’t a transaction.

It’s a long-term investment in how work feels for everyone else.

Recruitment is
Culture Design



In not-for-profits, leaders are not just decision-makers.
They are emotional reference points.

How leaders respond to stress, conflict and uncertainty shapes:
Psychological safety
Communication quality
Willingness to speak up

Emotionally intelligent leadership creates environments where people can be honest, resilient
and focused — even when the work is heavy.

This isn’t about being “nice”.
It’s about being aware, consistent and intentional — especially when the pressure is on.

Because leaders don’t just manage work.
They shape how work feels.

Leadership Sets The
Emotional Tone



Wellbeing in not-for-profits is not a perk.
It’s a responsibility.

Purpose-driven work carries emotional load, and without proper support, that load
accumulates.

When wellbeing is embedded into systems and leadership practices:
Burnout decreases
Retention improves
Teams remain effective over the long term

Supporting wellbeing isn’t about lowering standards.
It’s about making performance sustainable — and meeting your responsibility as an
employer under increasing psychosocial risk obligations.

Wellbeing Protects
the Mission



You don’t need to do everything at once.

But doing nothing isn’t neutral — it has a cost.

The strongest not-for-profits start by:
Clarifying expectations
Strengthening leadership capability
Measuring what actually matters
Designing systems that support people to do their best work

At The People & Culture Office, we work alongside not-for-profit leaders to translate
evidence into action — cutting through complexity and building workplaces that are clear,
consistent and sustainable.

We understand the realities of regional organisations, stretched teams and growing
demand.

Because the mission deserves more than good intent.
It deserves structure, clarity and leadership that can carry it — now and into the future.

Where To Start 



w : www.thepeopleandcultureoffice.com

e : simone@thepeopleandcultureoffice.com

Follow us on Facebook : @thepeopleandcultureoffice

Follow us on Instagram  : @thepeopleandcultureoffice

Follow us on Linkedin : @simonepickering


	Unlocking Your Organisation’s Potential
	Not For Profit: Empowering People,  Elevating Potential, Achieving Tomorrow

	Introduction
	Building a Capable, Sustainable Workforce
	Not-for-profit work attracts people who care deeply. That commitment is powerful — and fragile.
	When systems, leadership capability and clarity don’t keep pace with  the emotional and operational demands of the work, even the  most purpose-driven teams burn out, disengage or leave.
	And when that happens, it’s not just a people issue. It impacts service delivery, continuity, funding  confidence and community outcomes.
	This guide is about creating the conditions  where people can keep doing meaningful  work — well and sustainably.
	Not by asking them to give more. But by designing workplaces that  support them properly.
	requires sustainable people
	Sustainable impact


	Capability Before Capacity
	Capability creates consistency. Consistency builds trust.
	Without it, performance becomes dependent on individuals — not systems — and that’s where pressure, conflict and inconsistency start to take hold.

	Strengths Reduce Friction
	Engagement Isn’t Sentiment — It’s Structure
	decrease in absenteeism                 decrease in turnover                     fewer safety incidents

	Culture Clarity Before Culture Change
	Purpose Needs Support Systems
	Recruitment is Culture Design
	Leadership Sets The Emotional Tone
	Wellbeing Protects the Mission
	Where To Start
	w : www.thepeopleandcultureoffice.com
	e : simone@thepeopleandcultureoffice.com
	Follow us on Facebook : @thepeopleandcultureoffice
	Follow us on Instagram  : @thepeopleandcultureoffice
	Follow us on Linkedin : @simonepickering

