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A Message from Magnus 

Never doubt that a 
small group of 
thoughtful, 
committed, citizens 
can change the 
world. Indeed, it is 
the only thing that 
ever has.

Margaret Mead, 
Anthropology Badass

A few minutes ago before sitting down to write 
this I was in a #WorkKind Community session 
exploring what #WorkKind means to us. As I 
looked over all of the the little squares full of 
smiling faces I was humbled. Humbled that 
people are committing to spend an hour together 
every week exploring, learning and sharing how to 
work in ways that are kind to ourselves, kind to 
others, and kind to the planet. I’m humbled again 
now because you’ve downloaded and are reading 
this guide. Thank you. You are the sharp point of a 
movement that’s already happening all around us 
— the #WorkKind Revolution. I hope you find this 
guide useful. Do please share any comments, 
ideas and suggestions with us. Together we are 
stronger. Together we #WorkKind.
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Too many people hate their jobs.

Back in 2017 Gallup [1] reported that 85% of workers hate their jobs or are, 
at best, disengaged. Five years on and these people are leaving their jobs 
in their millions. ‘The Great Resignation’, which started as the COVID 
pandemic ended, is showing no signs of slowing down. In 2022 more 
people are quitting their jobs than even before [2]. And those who aren’t 
leaving are ‘Quiet Quitting’ [3] — at work but doing the bare minimum to 
get by. Our research found that 84% of people say they would like to work 
in a kind organisation, yet only 66% describe their organisation as kind [4]. 
Too many people are struggling at work. Many are joyless, unhappy and 
scared. Their mental and physical health suffers, and they are unable to 
perform at their best.

Because work sucks, leaders have problems.

People cannot do their best work when work isn’t working for them. The 
‘War on Talent’ and the ‘Productivity Gap’ are urgent problems. In the UK 
alone, the cost to UK employers because of workers struggling with 
mental health is estimated at £45 billion [5].

Individuals, teams and companies thrive
when they #WorkKind.

This is the good news — there is a #WorkKind Revolution at work. In 
offices, factories, shop floors, home offices, video calls, and even in the 
productivity and social tools we use at work, more and more of us are 
experiencing the happiness, wellbeing, productivity, and performance 
benefits of working in ways that are kind to ourselves, kind to others, and 
kind to the planet. 

Revolutions are forces of transformative change, movements of people 
committed to overturn outdated and entrenched ways of thinking, being 
and working. The #WorkKind Revolution is stopping work suck and 
powering businesses. To join this Revolution we need to act like activists. 
#WorkKind Activists.

But before we get there, let me start with a story of how I did nothing 
because I believed I couldn't make a difference.
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I felt powerless. So I just sat there and 
watched as a senior colleague from 
the project management 
department continued to rip into my 
team. 

Apparently, my team were cutting 
corners, didn't know how to work 
properly with his department and 
were being completely unrealistic 
about their requirements and 
timeframes to get this project over 
the line.

All of this was untrue. I knew it. The 
team knew it.

But I sat and watched.

It was, without doubt, a very low 
point. And, although I didn't know it 
then, it was absolutely the beginning 
of the end of my time at that 
company.

Because that day I lost my team. 
They were deeply bruised by these 
unfair comments and accusations. 
My failure to speak up for them broke 
trust. And they left the meeting not 
really knowing where they were or 
what to do next, and believing that I 
wasn't much use to them.

All because of the actions of one 
unkind individual.

Not to mention my failure to stand 
up for them, for the project, and for 
myself.

Why didn't I act? Why did I let this 
unkind individual behave this way?

Because I believed that I couldn't 
make a difference.

I had been told by others (including 
by my boss) that if Joel acted up like 
this I should just let him get away 
with it and recover things with my 
team afterwards. Joel was on the 
board, behaved like this with 
everybody and got away with it.

Joel was, in fact, a scared little boy in 
a grown-up job who didn't know any 
other way to get things done but to 
force people. He'd been a bully at 
school and he didn't see any need to 
change that now. Especially as he 
was head of project management 
and on the board.

So I let him be unkind. 

Because I believed that I couldn't 
make a difference. 

I tolerated Joel's unkind behaviour –
just like others did every day.

And that's how unkind cultures grow 
— by people tolerating unkind 
behaviour because they don't believe 
they can make a difference.

You can.

If you only take one thing out of this 
guide, it is that you can make where 
you work kinder and you can do that 
right now, today, by changing one 
important thing:

Believe that your actions, as one 
individual, can make a difference.

By, as we will see, shifting your 
mindset from accepting and passive 
to passionate and proactive.

Don't believe me?

Let's look at how one individual is 
changing the world for all of us.
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On 20 August 2018 a fifteen-year-old girl skipped school… She had reached 
breaking point already before then. She wrote a placard and staged a one-
person protest, sitting outside the Swedish parliament day after day. Six 
days later she was joined by a few of her classmates, some parents and 
even some teachers. Every Friday they sat there and their numbers grew. 
Social media lit up, their numbers swelled and one person's protest 
started to become a global movement. “SKOLSTREJK FÖR KLIMATET” –
School Strike for Climate – became #FridaysforFuture, a global movement 
of activists calling for urgent government action on climate change. And 
one lone individual would end up addressing world leaders, be included in 
the Forbes list of the World's Most Powerful Women, and be nominated 
for the Nobel Peace Prize. Two years in a row.

Greta Thunberg believed she could make a difference. She didn't stand by 
while bullies broke their promises and continued to ruin the planet. She 
shifted her mindset from accepting and passive to passionate and 
proactive. 

If one seemingly ordinary teenager can do this – make the entire world sit 
up and take notice – then don't you think you can create more kindness 
where you work?

It is time to think and act like an activist.

Just like Greta.

What is an activist? Check the dictionary and you’ll read that an activist is 
“a person who engages in activism — the practice of taking direct action 
to achieve political or social goals” [6]. Also, “a person who uses or supports 
strong actions (such as public protests) in support of or opposition to one 
side of a controversial issue” [7].

So, an activist is somebody who wants things to be better and who 
believes that their actions can make a difference, creating change in 
entrenched ways of thinking and behaving. 

And what does an activist look like? Placard in hand shouting at whatever 
she is protesting against? People ‘going floppy’ as they’re dragged off by 
the police? 

Yes, these are the popular images of activism.

But there is another image – an image of someone who looks like you and 
me.

Because an activist is someone like you and me.

Becoming a #WorkKind 
Activist
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I very much doubt if Greta any idea of the impact she was going to create. 
She almost certainly didn't picture herself leading a global movement. 
She simply saw something that was wrong and was prepared to do 
something about it.

Just like you. 

If you have read this far it's a fair guess that you think more kindness 
where you work would leave everyone and everything better.

And that's where activism comes in. I’d like you to think and act like a 
#WorkKind Activist. Don't worry, that doesn't mean I want you to sit 
outside your office in the cold all day…I do think, however, that you should 
use the tools of activism to create more kindness at work.

But it's likely that you won't know where to start, how to spread kindness 
effectively, how to get others to help you spread your message. And you 
may even be worried that being a #WorkKind Activist will get you fired. 
Yeah. Crazy, isn't it?

Let’s look at three characteristics common to all activists, regardless of the 
causes they support and their actions in support of them: 

1. They have a clear view that something is wrong and a belief that if 
things were another way it would be better for everybody.

2. They are out there in the public, challenging hierarchies, conventions 
and the status quo.

3. They capture attention through public actions and events and use 
social media to spread their message.

Don't worry if 2 and 3 make you nervous – the last thing I want is you 
doing nothing because the idea of being an activist seems overwhelming. 
And I certainly don't want you to get fired because you have done 
something outrageous – that certainly isn't going to help your cause 
where you work right now! As you read on, you will see how the power of 
your #WorkKind Revolution grows with the more people who get 
involved. Rest assured, it is a safe bet that you will not be on your own for 
long.

Welcome to your 'activist blueprint' – your step-by-step guide to 
becoming a #WorkKind Activist. And it all starts with your emotions. Of 
course.

Becoming a #WorkKind 
Activist
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The expectation that you will work late, no matter your family 
circumstances. The way your manager talks to you. How most people in 
meetings seem to be more interested in their devices than your 
scintillating presentation.

Unkindness at work takes many forms. And the way we emotionally react 
to unkind situations at work is unique to us. What we all share, and what is 
a powerful catalyst for change, is that we all feel tension.

Tension is the feeling you get when you sense the difference between 
what is and what could be.

We can all see problems at work. Such as, ”we've got too many keyboard 
warriors here." But this thought doesn't really inspire action because it's 
not connected to emotion. It is not causing us tension.

Tension is the feeling you get when you are emotionally connected to the 
difference between what is and what could be. Tensions come from our 
lived experiences. From our feelings.

So, if the thought “we’ve got too many keyboard warriors” doesn’t stir 
emotions, what happens when it’s personal?

You get an email ripping into you with harsh language, and your whole 
team is cc-ed. How’s that going to make you feel?

Of course, it’s going to fire up your emotions. Because it’s personal. You 
have been attacked. Publicly. You feel angry, put-down, and humiliated. 
You feel tension.

It is these feelings of tension about unkindness at work that will move you 
on to stage two in your journey to become a #WorkKind Activist – picking 
a Compelling Cause.

What kindness tensions do you feel at work? 

Step 1: 
Feel the Tension
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One of my first jobs in the advertising industry was at a phenomenally 
toxic agency. The senior management were corrupt (as the tax authorities 
were to find out), office politics was a daily hazard and, as this was the 
Eighties, drugs were a problem too. Not the best place to learn my trade. I, 
along with a handful of people, was pretty unhappy about this, and we 
regularly gathered together (usually in the bar) to moan and say things 
like “something must be done”. Except, we didn't actually do anything and 
our group soon earned the name 'Cynics Corner'. We were marginalised 
and had no real clout in creating any improvements.

The mistake we made was to moan about everything and yet do nothing 
about anything.

Don't be that cynic in the corner.

Choose a single kindness tension that is obvious to everyone and that only 
a sociopath wouldn't feel tension about. This is your Compelling Cause – a 
potent symbol of unkindness which lots of people can identify with and 
which gives you something clear and single-minded that you can focus 
your – and other people's – energies for change on. Because, when you 
know what you don't want, it causes you to know what you do want.

Meetings are a good example of a Compelling Cause. People showing up 
late, not paying attention, and using them as stages for their egos to run 
rampant. People feel tension about meetings and see the possibilities for 
them to be so much better. Imagine if you set the intention for every 
meeting that everyone left that meeting feeling better than when they 
arrived? How different would things be?  People would certainly be 
keener to show up to, get more out of, and contribute more in these 
kinder meetings. Creating kinder meetings is a no-brainer when you look 
at them this way.

So, identify a single kindness tension that you know lots of people feel 
tension about – your Compelling Cause – and resolutely focus your call for 
change on that. A 'shopping list' of unkindness can be hard to get your 
head around. A single-minded focus on your Compelling Cause is what is 
going to get your #WorkKind Revolution started.

And let’s make one thing very clear. 

Step 2:
Pick A Compelling Cause
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You can tackle kindness tensions whatever level you are at and whatever 
role you have.

If you are in the early days of your career you probably won’t be able to set 
meeting policies…but there are things you certainly can do: make a point 
of turning up on time, thank people who do the same, and kindly ask 
latecomers to make it on time next time. And you can also talk to your line 
manager and colleagues and encourage them to do the same.

Revolutions don’t tend to come from the well-established ‘old guard’,  
unless it’s a coup and an attempt to seize power. Which, if you're 
contemplating and senior enough, please do it kindly. Thank you.

Back to your #WorkKind Revolution.

Before you rush to man the barricades there is a bit of personal work you 
have to do first. Once you have picked your Compelling Cause, you need 
to remind yourself that not everything at work is terrible.

I once worked for a company whose values, behaviour, and culture I felt 
were so toxic that every time I woke up on a weekday morning, I wished I 
hadn't. Every single day at work was a struggle and I hated the job. And so 
did lots of other people – there were Cynics Corners everywhere. If I hadn't 
been one of their managing directors, I would have joined all of them.

One day, after a particularly unpleasant session with the board, I was 
travelling back home on the train. Mentally bruised, feeling under-valued 
and determined to get out, I did something that fundamentally changed 
my experience of working there.

I made a list of all the kind people and behaviours I could think of. Then I 
wrote down all the positives I could think of: free food, staff discounts, etc. 
Everything made it onto sheet after sheet of paper as the train buffeted 
me and my G&T in a can on our way home. I was making a list and 
everything was nice, so I didn't have to check it twice (sorry, couldn't resist 
that!).

Step 2:
Pick A Compelling Cause
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It is very easy to get stuck in negativity, feeling angry or depressed about 
the unkindness you experience and witness at work. Dwelling here won't 
make things better. It may sound odd but the fastest way to create a 
kinder workplace is to start by acknowledging the kindness and positives 
that do exist there. 

This G&T-stained list was immensely powerful because it got me out of 
disempowered cynic mode and into solution mode. I immediately felt 
more optimistic. 

I gave myself hope by reflecting on the positives and facing towards 
solutions. Problems are solved by finding solutions, not by finding yet 
more examples of the problems. When you look towards solutions you will 
feel an uplift in your emotions. Hope is more powerful than anger. Hope 
propels us towards finding solutions.

The list and the G&T finished, I reflected on where I was, how I felt and 
what I needed to do next.

I had a kindness tension which was my Compelling Cause.
A cultural expectation and fear of reprisals for not conforming meant 
there was a stupid collective expectation that people would be at their 
desks as early and as late as possible. These long hours were burning 
people out, attrition was shocking and our reputation as a sweatshop was 
growing. To say people felt tense about this was absolutely an 
understatement.

The toxicity of the company was no longer overwhelming.
My list made me realise that this was not actually the worst company on 
the planet and that every day I could find kindness and positivity, as well 
as contributing to it myself. Cynics Corner no longer beckoned and I was 
actually looking forward to going in to work the next day.

I had ideas for this kindness tension that were in my power
to do something about.
I was a managing director – I could make things happen. I now had a 
Compelling Cause which I could do something about and which would, in 
turn, encourage other #WorkKind Activists to join the revolution.

It was time to pick up my placard.

Step 2:
Pick A Compelling Cause
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“Be the change you want to see in the world.”

Attributed to Gandhi, it is simple and direct advice.

Yes, when Greta picked up her placard and sat outside the Swedish 
parliament, she was calling for urgent action on climate change. But her 
most powerful message was: “Here I am, a teenager, willing to strike from 
school, push past my shyness and send a clear message that we need 
urgent action.”

When Rosa Parks refused to get up from her seat for a white person, she 
was saying: “Black people have had enough of this injustice and I'm not 
prepared to put up with it anymore and neither should you”. Her actions 
started the Montgomery bus boycott. Originally intended for just one day, 
it lasted over a year until the law was changed.

YOU are the message.

The placard is YOU: how you behave, what you say, how you say it, what 
you commit to, how you treat others.

Your #WorkKind Revolution begins by embodying the kindness you 
seek. 

Everything else is conversation, which you will need and will generate –
but only by taking action.

To emphasise: whatever your level, whatever your role, you can do 
something today on the kindness tension you have chosen as your 
Compelling Cause.

Greta didn’t try to persuade other schoolchildren to strike – she did it on 
her own. And then they followed.

Rosa Parks didn't call for a bus strike – she simply didn't give up her seat.

You can just turn up on time for a meeting, thank others who do and ask 
the latecomers to do the same.

You can pick up the phone when you receive a 'keyboard warrior' email 
and suggest that you chat things through.

You can welcome new colleagues with kindness.

You can do something. 

You can be your placard.

Step 3:
Pick Up Your Placard
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When I walked into work the next day after my G&T-fuelled breakthrough 
session on the train I immediately got my management team together for 
a 10-minute stand-up.

They walked into the room suspiciously. What was going on here? Were 
there going to be firings? What was I up to?

I told them that I didn't want them or anyone else in work before 8.30am 
and after 6pm. And no sending or answering of emails outside of these 
hours either. I made clear that I was going to be working this way, without 
exception.

There were grumblings about workloads and deadlines. To which I replied 
that if I heard of or saw anyone working longer hours more than three 
times, then I would assume there was a problem. I had, I said, utter faith in 
these line managers to investigate and co-create a solution, and I didn't 
need to know about it.

And so we got to it. I was as obvious as I could be about my arrival and 
departure times, making lots of noises as I packed up for the night. My 
team supported me and people followed their lead. Work hours reduced. 
No deadlines were missed. In fact, productivity improved.

Because people weren't burnt out.

Because we had rejected an unkind way of working. 

And because we nurtured our first followers.

Step 3:
Pick Up Your Placard
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One of the most powerful TED talks of all time is by the American author 
and entrepreneur Derek Sivers. He stands on stage providing a 
commentary to a video of some people dancing. You may have seen it –
over 9 million of us have.

If you haven't, do watch it. It is funny, insightful and a must-see for any 
#WorkKind Activist, for one clear reason: he breaks down, step by step, 
how to nurture your first followers.

Nurturing your first followers is essential for your #WorkKind Revolution to 
build momentum because you want to get to the Magical 25% as quickly 
as possible. What's that I hear you say? More on that later...

Check out Derek's video [8]. Props to Derek - he inspired my thinking.

Just in case you need it, and before we get into nurturing people, here's a 
reality check. 

Your #WorkKind Revolution is not about you.

Yes, you are the instigator and have what it takes to do something – to be 
the placard. Your job, however, is to make your revolution mainstream so 
that it becomes 'the way we do things round here'. And to do that, you 
need followers, who quickly become the revolutionaries. Not you.

But you need to get things started. Once you have picked up your placard 
and are embodying the kind behaviour you are seeking to encourage, you 
need to get nurturing.

1. It takes guts to be the very first follower – honour their courage

There will be a wonderful moment when somebody acknowledges the 
stand you are taking for kindness. You are looking for that moment when 
the first person stands beside you. Or, in Greta's case, when the first 
person sat down beside her. 

Standing beside you means agreeing with the Compelling Cause, 
committing and acting publicly. My very first follower was Sam, one of my 
management team who, immediately on leaving my meeting, got her 
team together in an impromptu stand-up and encouraged them to start 
working more normal hours, promising no repercussions. She then 
followed that up later in the day by getting everyone to down tools at 5pm 
and join her in the bar. Great work!

Step 4: Nurture Your
First Followers
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Getting off a call at 5:15pm I joined them in the bar, taking care to thank 
Sam for her support and her initiative in taking her team out. We chatted 
for a few minutes until I felt it was best to leave Sam with her team. I took 
out my wallet, handed her my credit card and wrote down my PIN on an 
old train ticket. “Buy drinks for your team with this but treat it kindly!” I 
downed my drink, thanked her again, and left them to it.

As Derek Sivers says, “The first follower is actually an underestimated form 
of leadership in itself. It takes guts to stand out like that. The first follower 
is what transforms a lone nut into a leader.”

Sam was my very first follower. I was confident her team would be with 
her on working less, but more effectively.

2. Welcome your followers as equals
Your very first follower has a crucial role – they will show others what to do 
in order to follow. 

Hearing of Sam’s impromptu team night out, all of my management 
colleagues took their teams out to the bar the next evening. It was quite 
the party. I was there from the beginning, thanking them for their 
support. And, once again, I left my credit card to take a battering.

As I walked around the building mid-morning the next day, just as clearly 
as I could see the hangovers, I could also see that the mood had lifted.

3. Keep showing up with your placard
People join your revolution not because of you but because people in their 
networks — people they like, respect, and admire— join your revolution. 
New followers emulate other followers, not the person who started it.

But you do have a crucial role as these first followers join you— keep 
showing up with your placard.

It is through our daily thoughts, words, and deeds that change happens. 
So, when these first followers see you being kind every day in all sorts of 
ways, they will be inspired to do the same. Whatever your compelling 
cause is, you must be public in your support of it and support those 
people who have also picked up their placards.

For me, that meant publicly getting in and leaving on time, as well as 
acknowledging people I could see doing the same and encouraging 
others to follow their lead.

It also meant leveraging the power of contagion by making this revolution 
as social as possible.

Step 4: Nurture Your
First Followers
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One way to think about how you work is a network of networks.

Individuals in teams, workgroups, disciplines, interest groups, divisions, 
buildings, countries – there are many organising structures.

Networks are connections that enable communication.

Networks, by their very nature, are social.

The larger your network, the more you can communicate.

The more diverse your network, the wider you can communicate.

At work we are all nodes – connection points – in multiple networks.

Some people and places are hubs, nodes with connections that greatly 
exceed the average.

Networks are held together by hubs.

Revolutions, like all ideas and all communication, need networks to 
spread.

This enables us, as #WorkKind Activists, to leverage one of the Laws of 
Success and have a target to aim for.

The First Law of Network Success

Why do some paintings sell for $1,000,000 and some for $1?

The artists could have gone to the same art school and been equally 
talented. Yet one has ‘made it’ and the other is unlikely ever to.

To be a successful artist isn’t simply about talent. 

It is also about networks.

Highly successful artists are known by the ‘right’ people. 

“The First Law of Success: Performance drives success, but when 
performance can’t be measured, networks drive success.”

In his brilliant book, The Formula: The Five Laws Behind Why People 
Succeed, the network scientist Albert-László Barabási [9] reveals the 
science and cultural phenomena that explain the power of networks in 
creating success. He illustrates his first ‘Law’ by showing us why some 
artists succeed and many struggle.

Step 5:
Make It Social
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When something is subjective and its value can’t be directly measured, 
the power of the network determines success. He uses empirical evidence 
to explain how the art world is made up of a number of influential galleries 
– hubs – and how these galleries communicate and rely on each other to 
identify who – a node – is hot and trending. Get in with a good gallery and 
as an artist you’re likely to make it. Selling your art at craft sales and you’re 
unlikely to hit the big time.

There are two lessons here for us as #WorkKind Activists:

1. For your #WorkKind Revolution to spread it needs to be 
communicated across as many networks as possible.

2. Hubs – people and places of influence – are key to spreading your 
revolution within and between networks.

What does that look like in practice?

Encourage diversity and connect with the connectors.

You want your followers to be as diverse a group as possible. If they are a 
similar-minded group of people who are quite different to the majority, 
they are unlikely to draw different types of people into the #WorkKind 
Revolution. Think back to your school days – the geeks, goths or other 
such sub-groups who chose not to run with the majority; most people 
kept a safe distance from them. So, especially in the early days of the 
revolution, actively encourage as diverse a group of followers as possible.

There are two types of connectors you should encourage as your first 
followers – the super-connectors and the influencers. They could be the 
same person but, as hubs in your networked revolution, they play two 
different and complementary roles.

You will know who they are – they are the ones who seem to be on first-
name terms with just about everybody in the organisation and have a 
knack of hearing the latest whisper before anyone else. These are the 
super-connectors – the hubs between networks who, because of the sheer 
number and diversity of people they know, will accelerate the spread of 
the revolution. These people thrive on the new and exciting, so encourage 
them to see the #WorkKind Revolution this way.

Step 5:
Make It Social
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Influencers can be found at all levels of seniority and are often also super-
connectors. Influencers are the ones others pay attention to. When you 
encourage these influencers to follow you and pick up their own placards, 
you super-charge the speed of transmission of the #WorkKind Revolution 
message both in and between networks. 

Basically, super-connectors and influencers are going to make the 
#WorkKind Revolution more popular more quickly.

Which moves us on to the target to aim for – the Magical 25%.

The Magical 25% Tipping Point

How many people does it take to create the critical mass required to 
reverse the view of the majority?

A research paper [10] by Dr Damon Centola and colleagues from the 
University of Pennsylvania state that the tipping point, convincing the 
majority that change is not socially risky, is reached when a quarter of the 
demographic in question adopt a change to the status quo. The change 
then rapidly becomes mainstream.

Once this tipping point of 25% is reached, the study found that those 
going against the norms were then able to convert anywhere from 72% to 
100% of the population of their respective groups. Prior to the efforts of 
this revolutionary minority, the population had been in 100% agreement 
with the original position that the revolutionaries had now successfully 
overturned.

Significantly, this finding isn’t about positional power in a hierarchy. 
Commenting on this study in The Scientific American [11], Arnout van de 
Rijt, a sociologist at Utrecht University in the Netherlands who studies 
social networks and collective action, said:

“This is not about a small elite with disproportionate resources. Rather, this 
is about a minority trying to change the status quo, and succeeding by 
being unrelenting. By committing to a new behaviour, they repeatedly 
expose others to that new behaviour until they start to copy it.”

Step 5:
Make It Social
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Let's just take a moment to reinforce the key points that Arnout van de 
Rijt is making:

• Visible commitment – picking up your placard

• Being unrelenting – keep on keeping on

• Repeat until copied and, obviously, keep on repeating

Now you can see why I call it the Magical 25% – because once a quarter of 
the people you work with are also revolutionaries you have reached the 
tipping point.

Think about where you work right now. How would you reach a quarter of 
the people who work there? How many people is that? 

There are, however, a couple of important watch-outs here:

The proportion has to be just right.

In the Pennsylvania research one of the groups had twenty members, four 
of whom were the revolutionaries lobbying for change. They made no 
further progress. In another group there were also four revolutionaries and 
it was only when they were joined by another member, taking the 
proportion to 25%, that they were then able to convert the majority. In the 
workplace you may have a tight-knit team of twenty who convert to the 
revolution quickly. Another team with looser connections may take longer 
or they may never connect because they do not all identify closely with 
that particular group. In the real world the Magical 25% will apply, but a 
quarter of which group?

When you have groups of people who work well together and who have a 
strong sense of shared identity, the 25% tipping point will work on smaller 
groups. So that tight-knit team of twenty who treat each other kindly will 
convert when the fifth person joins the revolution. Compare that with a 
fractious team of twenty; they may never all convert because many of 
their members don't identify closely with the group.

You revolutionaries are just going to have to keep going to reach the 
tipping point and beyond. Which brings us to our next watch-out.

You won't know when you are near the 25% tipping point.

Step 5:
Make It Social
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Professor Centola who discovered this tipping point warns:

“One of the most interesting empirical, practical insights from these 
results is that at 24% – just below the threshold – you don't see very much 
effect. If you are those people trying to create change, it can be really 
disheartening” [16].

Revolutionary efforts can falter when people fail to see the change they 
seek. Professor Centola describes this as “a convention to give up”. The 
reality is that these revolutionaries can be very close to the tipping point 
and just not know it. The professor has a few words of encouragement:

“So I would say to Black Lives Matter, #MeToo and all of these social 
change movements that approaching the tipping point is slow going, and 
you can see backsliding. But once you get over it, you'll see a really large-
scale impact” [16].

Fortunately, work is an especially fertile ground for this tipping point:

“Businesses are really great for this kind of thing because people in firms 
spend most of their day trying to coordinate with other people, and they 
exhibit the conventions that other people exhibit because they want to 
show that they're good workers and members of the firm. So you can see 
very strong effects of a minority group committed to changing the culture 
of the population” [16].

Where you work is a social network. Reach out to the super-connectors 
and influencers and recruit them to the revolution, and keep on keeping 
on, because your #WorkKind Revolution benefits individuals and it also 
benefits the organisation they work for. 

You will be met with resistance to change. From entrenched ways of 
thinking and also from some senior management concerned about 
erosion of their power. The secret, as always, is for all you revolutionaries to 
keep demonstrating how your kindness leaves everyone and everything 
better.

Step 5:
Make It Social
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The revolution is not and never was about you. You might be the spark 
but it will always be bigger than you and belongs to everybody involved.

Greta never wanted to be a revolutionary. Speaking to the Financial Times 
in 2019 [12] she said, “I don’t really like being in the centre of attention. I’m 
not used to that. All my life I have been like the invisible girl at the back 
that no one sees or listens to.”

At the UN Climate Action Summit in New York later that year she 
lambasted world leaders, [13] “This is all wrong. I shouldn’t be up here. I 
should be back in school on the other side of the ocean, yet you all come 
to us young people for hope. How dare you?”

Greta never wanted to be a revolutionary, but she had had enough. She 
had reached her personal tipping point and something had to be done.

She had to inspire others to change and to call for change.

Just like you.

Your role is the spark that inspires action. And then somebody will join you 
and together you hope it will go the way Derek Sivers describes in his TED 
talk:

“And here comes a second follower. Now it's not a lone nut, it's not two 
nuts – three is a crowd, and a crowd is news. So a movement must be 
public. It's important to show not just the leader, but the followers, 
because you find that new followers emulate the followers, not the leader. 
Now, here come two more people, and immediately after, three more 
people. Now we've got momentum. This is the tipping point. Now we've 
got a movement.”

New followers emulate the followers, not the leader.

So, get it going. Then let it go.

Step 6:
Let It Go
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On 31st October 2018 about 1,500 people gathered in peaceful protest in 
London's Parliament Square. The organisers had only expected a couple of 
hundred. It was Extinction Rebellion's ‘Declaration of Rebellion’ against 
the UK government. Their call was to “accelerate history towards a 
brighter, more habitable future here on Planet Earth” [14].

This was two months (two months!) after Greta had sat on her own 
outside the Swedish parliament. She addressed the crowd [15]:

“So we can’t save the world by playing by the rules. Because the rules have 
to be changed. Everything needs to change. And it has to start today. So 
everyone out there: it is now time for civil disobedience. It is time to rebel.”

Remember Joel, the project manager who ripped into my team? By 
playing by the rules and not challenging him I failed my team. I failed 
myself. And, in truth, I failed the company.

I left shortly afterwards because I had lost the confidence and support of 
my team and I could no longer lead them effectively.

Never again.

Never again will I stand by and watch unkindness at work. 

We simply cannot continue working in ways that no longer serve us, our 
communities and the planet.

It is time to rebel.

It is time to become a #WorkKind Activist.

Now you know how.

I can't wait to hear your story.

We Can’t Play by the
Rules Any More 
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If you only take one thing out of this guide, it is that you can make where 
you work kinder and you can do that right now, today, by changing one 
important thing:

Believe that your actions, as one individual, can make a difference.

You can tackle unkindness as a #WorkKind Activist whatever level you are 
at and whatever role you have. This is your guide.

Step 1: Feel the Tension
Tension is the feeling you get when you are emotionally connected to the 
difference between what is and what could be. Tensions come from our 
lived experiences. From our feelings. You’ll be feeling tension right now 
about unkindness at work.

Step 2: Pick a Compelling Cause
Choose a single kindness tension that is obvious to everyone. This is your 
Compelling Cause – a potent symbol of unkindness which lots of people 
can identify with and rally around. 

Step 3: Pick Up Your Placard
Your #WorkKind Revolution begins by embodying the kindness you seek. 
The placard is YOU: how you behave, what you say, how you say it, what 
you commit to, and how you treat others. 

Step 4: Nurture Your First Followers
People join your revolution not because of you but because people in their 
networks — people they like, respect, and admire— join your revolution. 
New followers emulate other followers, not the person who started it. 

Step 5: Make It Social
For your #WorkKind Revolution to spread it needs to be communicated 
across as many networks as possible. Hubs – people and places of 
influence – are key to spreading your revolution within and between 
networks.

Step 6: Let It Go
The revolution is not and never was about you. You might be the spark 
but it will always be bigger than you and belong to everybody involved.

Key Takeaways
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The Kindness Corporation exists to make work better for everyone. We 
believe that workplace kindness has the power to transform how we work, 
the experience and culture of the organisations we work in, and the 
positive impact those organisations have on the world.

Insights, ideas and best practice are tools we can all use to 
#WorkKind.

That is why we are committed to publish guides and reports that support 
anyone at any level in any organisation to #WorkKind.

We started in January 2021 when The Kindness Code: Seven Keys to 
Unlocking the Power of Work was published. It's a book for anyone who 
wants more kindness at work. No matter where you are on the career 
ladder, you will find science-based information, insights and practical tips 
to instantly ignite kindness within your organisation. 

We followed that up in November 2021 with The State of Kind Business 
Report — the first-ever and most comprehensive original research, 
analysis and insights about people's lived experience of kindness at work. 
It gave us our benchmark for The Kindness Index™, our measure of the 
fundamental human skills, competencies and behaviours that influence 
how we feel, engage and work together.

On World Kindness Day 2022 we published this guide, How to Start a 
#WorkKind Revolution.

And in January 2023 we will be publishing The ROI of Workplace 
Kindness — all the research and every single data point that proves 
#WorkKind makes work better for everyone. 

In upcoming guides and reports we will be exploring themes like:
• The Power of Kind Feedback
• Managing Upwards Kindly
• B-Corps + #WorkKind = More Impact

Let us know if there are areas you'd like us to explore.

Our Guides & Reports

ttps://thekindnesscorporation.com/the-kindness-code-book/
https://thekindnesscorporation.com/state-of-kind-business-report
https://thekindnesscorporation.com/kindness-index/
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I am grateful to all of the academic and management thinkers who have 
explored the many aspects of kindness. Most of the references below will 
be of interest to the general reader. I have also referred to a number of 
articles in academic journals and have provided a full citation for these.

[1] In 'The World's Broken Workplace' Jim Clifton, Chairman of Gallup, 
introduces the research that reveals 85% of workers globally hate their 
jobs: https://news.gallup.com/opinion/chairman/212045/world-broken-
workplace.aspx Retrieved 9th November 2022

[2] HR Review in April 2022 report that 'The Great Resignation' is not 
slowing down: https://www.hrreview.co.uk/hr-news/the-great-resignation-
is-increasing/141632 Retrieved 9th November 2022

[3] In September 2022 Gallup confirm that 'Quiet Quitting' is real and 
probably more than 50% of the US workforce: 
https://www.gallup.com/workplace/398306/quiet-quitting-real.aspx
Retrieved 9th November 2022

[4] The State of Kind Business by The Kindness Corporation is the first and 
most comprehensive research on the lived experience of workplace 
kindness: https://thekindnesscorporation.com/state-of-kind-business-
report/ Retrieved 9th November 2022

[5] Back in 2020 Deloitte research reported on the cost of poor mental 
health, which has probably increased post-pandemic: 
https://www2.deloitte.com/uk/en/pages/press-releases/articles/poor-
mental-health-costs-uk-employers-up-to-pound-45-billion-a-year.html
Retrieved 9th November 2022

[6] To read one dictionary definition of an activist, see: 
https://www.dictionary.com/browse/activist Retrieved 9th November 2022

[7] And for another, see: https://www.merriam-
webster.com/dictionary/activist Retrieved 9th November 2022

[8] To watch Derek Sivers’ TED talk, see: 
https://www.ted.com/talks/derek_sivers_how_to_start_a_movement
Retrieved 9th November 2022

Endnotes
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[9] Read the First Law of Success as well as the other four, according to 
Albert-László Barabási, The Formula: The Five Laws Behind Why People 
Succeed, Pan Macmillan, 2019

[10] The full details of this study into the 25% tipping point can be read in 
this paper: D Centola, J Becker, D Brackbill, A Baronchelli, ‘Experimental 
evidence for Tipping Points in Social Convention’, SCIENCE, 8 Jun 2018, Vol 
360, Issue 6393, pp. 1116-1119

[11] To understand how a committed few can influence the many, read: 
https://www.scientificamerican.com/article/the-25-revolution-how-big-
does-a-minority-have-to-be-to-reshape-society/ Retrieved 9th November 
2022

[12] Greta Thunberg was interviewed by the Financial Times on becoming 
the face of a global movement, see: https://www.ft.com/content/4df1b9e6-
34fb-11e9-bd3a-8b2a211d90d5 Retrieved 9th November 2022

[13] You can read about Greta Thunberg’s speech at UN Climate Change 
Summit New York, as well as much more about Greta here:   
https://en.wikipedia.org/wiki/Greta_Thunberg Retrieved 9th November 
2022

[14] Extinction Rebellion’s ‘Declaration of Rebellion’ can be read here: 
https://extinctionrebellion.uk/event/declaration-of-rebellion-2/ Retrieved 
9th November 2022

[15] Greta Thunberg’s speech, as well as quotes from many other civil 
disobedience leaders can be found here:  
https://en.wikiquote.org/wiki/Civil_disobedience Retrieved 9th November 
2022

Endnotes
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About The Kindness Corporation
The Kindness Corporation solves two inter-related people problems: Work 
sucks for too many people and Leaders need these people to thrive. 
We help work suck less and businesses thrive more. All of this we do with 
kindness — we call it #WorkKind. With the world's largest data set and, as 
leaders of workplace kindness research, we know the 15 proven benefits 
that drive the ROI of kindness. We train and workshop with individuals, 
teams and companies to help them #WorkKind. The most committed we 
measure, benchmark and certify as kind. 

www.thekindnesscorporation.com

About the #WorkKind Community
You’ll spend roughly 11 whole years working during your lifetime. 
Miscommunication, deadlines, re-orgs, competing interests, 
overwhelming workloads, organisational changes, crappy bosses (and 
more) will all arrive in 'waves'. They’ll turn into big swells that will ripple 
across the rest of your world. The difference between surviving and 
thriving at work is learning how to surf. The #WorkKind Community is 
your tribe. Come join us. It's a group of people who meet on Teams for an 
hour each week to support each other through the 'waves' of work.

www.workkind.community

Connect
We'd love to hear your insights and observations and answer any 
questions you have. Email hello@thekindnesscorporation.com.
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