
Collaborating on the journey 
to be a purpose-led organisation

June 2025

Our learnings



Contents

Foreword

Executive Summary

Section 1: Background and context

Section 2: Building shared understanding & commitment around purpose

Section 3: Bringing purpose to life through strategy 

Section 4: Driving purpose through the organisation

Section 5: Working and learning with others

Closing remarks

2



Foreword

At Nest, we were keen to participate in this report to capture the learnings from our collaboration. We are deeply proud of our new purpose and 
keen to share what we have gained from the experience of going on the journey to become purpose-led. Not only do we aim to have a wide and 
positive direct impact through the realisation of our purpose (Building financial peace of mind for all), but one of the Pillars in our new strategy is 
about shaping the system. Delivering on this includes leading by example and influencing areas where we think we can make a difference. For us, this 
means many things but covers working with others (including experts) to challenge ourselves to think deeper and harder about our ambition and 
commitments, and then inspiring others to do so as well.  We hope that this report and what it describes will help other organisations. The response 
from a colleague when asked ‘If you were to go back and do this again, what, if anything, would you do differently?’ comes to mind: ‘Move more 
quickly – have more confidence that others would come along.’ We urge other organisations to have that confidence from the outset.

As an independent charity, a Blueprint for Better Business helps business to be inspired and guided by a purpose that benefits society and 
respects people and planet. Our work is about stimulating and energising a different way of thinking and behaving in business. We work with 
leadership teams to help them to build a shared understanding of what it is they want to achieve, providing space for them to have honest and open 
conversations about the opportunities and challenges – providing a firm foundation for the work that follows. We were keen to work with Nest given 
their unique heritage and the role they play in shaping an industry that has significant impacts on our collective future. We recognised that they were 
at a critical point – having achieved much of their original remit, the leadership team wanted to explore the focus for the next stage of Nest’s 
development and the role they wanted to play in the wider system. We were delighted to be asked to work with them during this period.

The Forward Institute Advisory Practice partners with organisations to design and deliver bespoke programmes that embed responsible leadership 
and drive long-term cultural and systemic change. In April 2024, Forward Institute partnered with Nest to support its strategic ambition of moving 
from having a strong sense of purpose to truly becoming a purpose-led organisation. Nest recognised it was at a critical inflection point—facing a 
more competitive external landscape and stepping into a new phase of internal maturity. This evolution demanded strategic clarity accompanied by 
a shift in leadership, which moved to more collaborative and collective ownership, underpinned by unified purpose. Rather than applying a fixed 
model, Forward Institute brought a flexible and responsive approach. Grounded in curiosity and deep listening, the team worked to understand 
Nest’s specific context and the shifts in leadership required.
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Executive Summary

Nest’s journey to becoming a purpose-led organisation

1. Background & Context

• In 2023 Nest undertook a comprehensive review to evolve from having a sense of purpose to becoming truly purpose-led and collaborated with 
Blueprint for Better Business and the Forward Institute to guide this transformation.

2. Building Shared Understanding & Commitment

• Nest used Blueprint’s Framework and Five Principles to create a shared language and belief system. They engaged all levels: Board, Executive, 
cross-functional teams.

• The work emphasized relational change, lived experiences, and inclusive engagement (e.g., creating a 'Purpose Hub', running all-staff events etc).

• They avoided a “bang/fizz” by sustaining momentum through dialogue, reflection, and iterative rollout.

3. Bringing Purpose to Life Through Strategy

• Nest’s Purpose: “Building financial peace of mind for all” became the foundation for a refreshed strategic framework.

• They aligned their strategy aligned member-centric goals and broader societal impact.

• A performance measurement framework (PMF) was developed to track progress via goals, pillars, and enablers.
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Executive Summary (cont’d)
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4. Driving Purpose Through the Organisation

• Evolution of leadership was facilitated by Forward Institute to support a more deeply unified, purpose-driven leadership.

• The Executive Committee and Leadership Community engaged in deep reflection, trust-building, and shared ownership.

• The leadership moved toward actively owning and shaping the future—together. 

5. Working and Learning with Others

• Nest are a member of Blueprint’s Purpose-In-Practice Community (PIPC).

• Peer learning and Labs in the Community helped to shape Nest’s approach to embedding purpose sustainably.

Closing Reflections

• Purpose is now embedded in Nest’s culture, strategy, and operations.

• Staff feel more inspired and aligned with the organisation’s direction.

• The journey continues, but significant progress has been made toward becoming a truly purpose-led organisation.

https://www.blueprintforbusiness.org/purpose-in-practice-community/


Section 1: Background and context

In 2023, approximately 10 years after its launch, Nest realised that it was an inflection point, both in terms 
of what it faced externally and internally. Externally, the organisation recognised the marketplace in which 
it operated had changed across many dimensions. Internally, Nest knew that it was now firmly established 
as a robust large-scale pension scheme, with more confidence about thinking about its future role pro-
actively.  Nest felt that its next phase of development needed to take into consideration this changing 
landscape and consider how to better serve its evolving customer base.

As such, Nest decided to undertake a comprehensive review of its strategic framework. A core part of this 
was taking a step to consider, in depth, what role Nest should have and what difference it wants to make. 
The Board encouraged Nest to take a long-term view - to develop a purpose which could guide Nest for 100 
years. Nest has always had a strong sense of purpose, stemming from its role in supporting the successful 
delivery of auto-enrolment and its Public Service Obligation. Nest wanted to shift from having a sense of 
purpose to being truly purpose-led. 

In order to achieve this, Nest collaborated with Blueprint and Forward Institute. Blueprint had already 
engaged with Nest senior leadership to explore foundational thinking and assumptions around purpose 
through workshops and coaching.  The collaboration built on the ambition and commitment set at the 
senior levels of the organisation to take an approach to becoming purpose-led that was then strong in 
terms of depth, breadth and resilience/sustainability. 

The work was truly collaborative, with each partner bringing particular perspectives and value. Nest, 
Blueprint and Forward Institute are keen to lead and share insights on the journey. 
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Section 2: Building shared understanding & commitment around purpose

Foundations for change: building shared understanding

Creating a shared understanding of purpose is foundational to any organisation 
seeking to become truly purpose-led. Without it, a purpose statement risks 
becoming a superficial slogan - something that sounds good but fails to influence 
real decisions or behaviours.

Nest’s approach to purpose is grounded in Blueprint for Better Business’ 
Framework and Five Principles, providing a shared language and lens through 
which leadership could explore their shared beliefs about the role of their 
organisation in society. By anchoring their approach to purpose in a core set of 
beliefs (dignity and value of people and the common good) and embracing the 
complexity of real transformation, Nest laid the groundwork for purpose to be 
felt, lived, and acted upon across all levels of the organisation.
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Section 2: Building shared understanding & commitment around purpose

Support and engagement

• Core purpose team support: Blueprint regularly met with the cross-functional purpose team to explore how they work together to embed purpose 
across the organisation in a way that reflected Blueprint’s Framework and Principles. In addition to regular mentoring sessions, Blueprint facilitated 
a two-part workshop designed to surface individual assumptions and beliefs about change and to develop a collective approach to transformation. 
The team explored how to work in ways that reflect the purpose—relational, reciprocal, and inclusive, helping to shift the mindset from “doing 
change to people” to working with people.

• CEO and Executive team engagement: Blueprint had 1:1 sessions with the CEO to explore and discuss Blueprint’s Framework and Principles and the 
implication of a purpose-led approach for leadership at Nest. This was followed by a workshop with the executive team to explore the Framework 
and Principles and unpack what their aspirations are for the company.  

• Board engagement:  An initial board meeting explored the concept of purpose-led business, based on Blueprint’s framing.  Blueprint then facilitated 
a conversation to  explore the significant strategic shift the proposed purpose could have on the organisation, including Blueprint sharing 
experiences, opportunities and learnings of putting purpose into practice. This highlighted the opportunity of committing to a stretching purpose 
and taking a deeply human centric approach to transformation. 
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Section 2: Building shared understanding & commitment around purpose

Drawing out the learnings

The collaboration between Blueprint and Nest in the early stages of the development and launch of Nest’s purpose 
offers valuable insights into what it takes to create a shared understanding and commitment in a meaningful way.

• Change is Relational: Becoming purpose-led is not a linear, top-down process. It evolves through relationships 
and networks—formal and informal, hierarchical and horizontal. Through Blueprint’s encouragement, the Nest 
team recognised this early in the process and engaged the organisation and stakeholders in the development of 
its purpose statement and narrative, helping to build commitment at all levels of the organisation.  

• Anchor the purpose in people’s lived reality: A later board session started with interviews, stories and data that 
powerfully illustrated people's real financial lives. This helped to viscerally illustrate both the responsibility and 
opportunity Nest has in 'building financial peace of mind for all' and that this statement is more than just a new 
slogan but an important strategic shift/stretch for Nest.  

• Leverage the “Bang”: Nest used the launch of its new purpose to generate energy and ambition across the 
organisation. The purpose itself was simple, inclusive, and emotionally resonant—easy to communicate and rally 
around. Leadership visibility was key, with the Executive Committee and senior leaders visibly engaged, 
modelling commitment and openness. All-staff engagement events, created space for dialogue, questions, and 
shared ownership. Importantly, the purpose was positioned not as a side initiative, but as the North Star guiding 
strategy, transformation, and culture.
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Section 2: Building shared understanding & commitment around purpose

Drawing out the learnings (cont’d)

• Avoid the “Fizz”: Rather than letting momentum fade after the launch of the new purpose and strategy, Nest focused on sustaining and 
deepening the engagement with employees through exploring its implications for people’s day to day work, modelling relational ways of 
working, and maintaining a rhythm of learning and dialogue. By not confining purpose to posters and speeches, Nest’s purpose is lived—not just 
a one-off campaign. 

Nest launched its purpose in an iterative and phased manner, through a sequence of all Nest hybrid sessions, with a different focus on each. 
This included:

₋ exploring and discussing the imperative to rethink purpose in the face of a changing internal and external context for Nest, at which 
ExCo experts each shared perspectives with a follow up Q&A 

₋ a session focused on reflecting on what it meant to be a purpose-driven organisation (the ‘how’) - in a panel format at which Sarah 
Gillard, CEO of Blueprint, spoke alongside the CEO and other senior leaders, with representatives from the ‘Purpose Hub’ acting as 
chairs. (The Purpose Hub is a collaborative working group comprising colleagues across the organisation that was set up to develop the 
purpose, drive understanding and engagement, and later, to ensure alignment between purpose and other organisational activity). 

₋ The final session centered on ‘what’ the new purpose was, with an in-depth explanation behind each word in the purpose statement 
and discussion about its resonance with members. 

Alongside these all-Nest sessions, throughout its long journey to refresh its purpose, Nest invited colleagues to be curious about the purpose, 
share their thoughts on initial and evolving ideas, whether through posts on an Intranet or ‘kitchen conversations’. 
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Section 2: Building shared understanding & commitment around purpose

Drawing out the learnings (cont’d)

• Tensions are healthy: Rather than suppressing or avoiding tensions, Blueprint encouraged Nest to lean into them. This approach helped surface 
blind spots, challenge assumptions, and avoid the trap of 'tell and sell,' where leaders try to convince others of a pre-defined vision, rather than 
co-creating meaning together.

• Embedding purpose requires practice: Purpose is not a one-off initiative or confined to linear project plans. It must be practiced, tested, and 
refined over time. Blueprint supported Nest in co-designing and delivering workshops and interventions that made purpose real in the day-to-
day. These activities helped build capability and confidence in their approach to embedding purpose. 

The work between Blueprint and Nest demonstrates that embedding purpose well is not about doing more—it’s about doing differently. It’s about 
slowing down to go deeper, creating space to develop true understanding and commitment, and building the relationships and capabilities needed for 
sustained change.

“
”

What stood out for me in the journey was the level 
of unity about what it was we’re trying to do.

Paul Todd
(Chief Operating Officer, Nest Invest)
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Section 3: Bringing purpose to life through strategy 

Developing the strategic framework

The previous section described how Nest built up shared understanding around the value of purpose and worked collaboratively across the 
organisation and with stakeholders to reach a new more expansive purpose. This created the context and conditions for which further activity to bring 
to life this intent might thrive.

Nest had clearly framed its purpose as the ‘why’ behind its what – the rationale and North Star driving values, behaviour and action. The next step 
was to make progress towards reaching that North Star and tangibly demonstrate commitment to the bold ambition expressed in ‘Building financial 
peace of mind for all’ through Nest’s strategy. The appetite and senior level support to take this next step was reinforced at Nest’s annual Strategy Day 
held with the Board in April 2024. 

Over the summer, the organisation worked up a revised strategic framework (publicly available for review in Nest’s Corporate Plan 2024-2027). This 
framework enshrined and placed the purpose at its heart, feeding through into four member-centric goals, underpinned by pillars and enablers to 
deliver these goals. 

As Nest came towards the end of its activity in defining the new strategy, it took the opportunity to also bring the rest of the organisation on the 
journey. The purpose had been developed with input from a wide range of stakeholders, including the wider Nest colleague community. This thinking 
was embedded into the resulting strategy, which was shared and reviewed in a series of Listening Exercises. These exercises were carried out with the 
nine D&EI working groups at Nest, as well as with Nest’s staff forum Your Voice. Nest also made use of its Purpose Hub. In being purpose-led, and 
through its collaboration partners, Nest was aware of the importance of not just thinking about the ‘what’ but also the ‘how’ and ensuring that people 
and relationships are integral to any thinking and activity.

Nest's commitment to driving purpose deep into the organisation included feeding through into the approach that the organisation took to tracking its 
progress on delivering on its strategy. In designing its performance measurement framework, the team kept a line of sight back to the purpose.
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Section 4: Driving purpose through the organisation

Becoming a purpose-led organisation is not simply about articulating a clear mission—it requires deliberate and sustained work to reimagine 
leadership, build trust, and embed purpose in everyday decisions and behaviours. For Nest, this has meant acknowledging that living its purpose 
demands more than strategic clarity; it requires cultural and relational transformation. The work described in this section reflects a core part of that 
journey: shifting how leadership operates at every level of the organisation and laying the foundations for purposeful change to take root and thrive. 

At the organisational level my key reflection is delivering our 

purpose is as much about how we do things as it is what we 

do. Delivering our  purpose requires us to be bold and 

ambitious, to challenge the status quo and be advocates for 

a better world. This requires cultural change if we are to 

maximise our impact in pursuit of delivering our purpose.

“

”Ian Cornelius,
Nest CEO
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Section 4: Driving purpose through the organisation

This began with the Executive Committee (ExCo), where Forward Institute facilitated a series of offsites designed to foster trust, reflection, and bold 

reimagining of leadership. 

These gatherings were anchored in Forward Institute’s core design principles:

• Deep relationships via deep listening: Focusing on strengthening trust and mutual understanding to build unified teams with a shared purpose.

• Safe spaces that build allyship: Creating environments where challenge can be voiced constructively and leaders can explore discomfort without 

judgement.

• Focus on what matters: Placing on tangible challenges and real decision-making—not abstract leadership theory—ensuring impact is grounded in 

the day-to-day reality of organisational life.

• Looking up and out: Engaging with perspectives beyond one's own organisational context, inspired by the broader Forward Institute community 

spanning sectors and disciplines.

From there, the work cascaded into Nest’s Leadership Community—the next layer of leadership. Forward Institute supported this group to co-create a 
vision of where the organisation was heading, build alignment around the transformation required, and take shared ownership of the journey. The 
shifts in leadership have been intentional and tangible - it became more deeply cohesive, collaborative and confident, with a strengthened appetite 
for transformational change. These shifts are spreading through the organisation, reinforcing behaviours that align with Nest’s values and long-term 
ambitions.
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Section 5: Working and learning with others

Nest is part of Blueprint’s Purpose-In-Practice Community (PIPC) which  brings together practitioners from various organisations to explore, test, and 

embed purpose-led practices. Being part of this community is important for Nest because it provides a collaborative learning environment where 

organisations can explore, test, and embed purpose-led practices together. This peer learning and shared insight help Nest’s teams learn from others’ 

successes and challenges, see how purpose is applied in different contexts, and gain confidence and inspiration from a broader movement.

A logo with text on it

AI-generated content may be incorrect.

Nest engages actively in the community, participating in multiple labs exploring culture, employee engagement, strategy 

and leadership. These labs provide a safe space to experiment with new ways of approaching purpose. 

Insights from Lab 1 on ‘Building a shared understanding of purpose’ was particularly influential in shaping Nest’s 

approach to developing and launching Nest’s purpose by reinforcing the importance of avoiding a “bang/fizz” 

dynamic—where purpose is launched with excitement but quickly loses momentum. Instead, the learning from the lab 

helped Nest focus on deepening and sustaining the meaning of purpose over time. This mindset shaped how Nest 

developed and launched its purpose—prioritising long-term integration over short-term noise.

Through its involvement in the community, Nest came to understand that purpose-led change is not a linear process—it is emergent, relational, and 
often uncomfortable. The community supported Nest in developing key capabilities in facilitation, strategic thinking, and navigating relational 
dynamics. These skills strengthened the team’s ability to hold complexity and manage tensions effectively. With access to reports, toolkits, and 
playbooks, Nest not only deepened its practice but also gained greater credibility with colleagues across the organisation.

In summary, PIPC acts as a learning engine and support network that amplifies Blueprint’s one-to-one work with Nest, ensuring that their approach 
to purpose is enriched by the collective wisdom of a broader community.
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Closing remarks

All collaboration partners are proud of the work they’ve done together. Becoming a purpose-driven organisation is not easy. As described above, 

progress can be difficult to measure—it often involves subtle cultural shifts rather than large, tangible changes. That’s why taking stock, reflecting, and 

celebrating achievements is such an important part of the journey.

The partners feel that Nest’s purpose is now more deeply and consistently embedded in the organisation—evident in everything from office look and 

feel to templates to processes, as well as, more fundamentally, in how decisions are made and how people think. Colleagues at Nest appear to feel 

more positive about the organisation’s direction. One individual who worked with the team to embed purpose-driven approaches into team building 

observed:

The journey is still ongoing—but there’s a shared sense that significant progress has already been made.

“
”

It seems as though the company is now more aligned, and the 

purpose is being included when discussing Nest’s future. I think it is 

helping the vision come to light.
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