ND Culture Transformation Starter Kit

A set of principles and steps for building neurodivergent-
inclusive culture at scale.

By Neal Glendenning

Contact: info@theneuroinclusionproject.co.uk

© 2025 Neal Glendenning / The Neuro Inclusion Project / NdCare Group.
All rights reserved.

This material may not be reproduced, distributed, adapted, or used for training, commercial, or
educational purposes without prior written permission.

Important note

This resource is intended to support understanding and good practice in neuro-inclusive workplace
design. It provides general guidance and does not constitute legal, medical, or clinical advice.

Organisations should apply the principles in line with their own policies, regulatory obligations, and
professional judgement.



A clear orientation (for organisations)

This is not a training programme.

It is not a values poster.

It is not a list of individual accommodations.

This starter kit exists because neurodivergent (ND) inclusion fails when it is
treated as awareness rather than infrastructure. Many organisations invest in
language, campaigns, or one-off training... while the systems that shape daily
experience remain unchanged.

ND culture transformation is not about asking people to be more understanding.
It is about redesigning conditions so fewer people are harmed in the first place.

Use this kit to set direction, sequence action, and avoid common pitfalls. Itis a
starting structure... not a finished solution.

1. Core reframe: culture is what the system
repeatedly rewards

Culture is often described as:
e shared values
e behaviours we encourage
e how people treat each other
For ND people, culture is experienced as:
e how much ambiguity exists
e how power is exercised
e how mistakes are handled
e how overload is responded to
« how safe it is to be slow, precise, or different

If systems reward speed, constant availability, and emotional suppression, ND
inclusion cannot exist... regardless of stated values.

Culture changes when incentives, norms, and defaults change.

2. What ND-inclusive culture is not

Be explicit early to prevent harm.

ND-inclusive culture is not:
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e awareness-only training

e celebrating “superpowers” while ignoring burnout
o asking ND staff to educate others

e encouraging disclosure without safety

« adding adjustments without changing expectations

e clarity as a default

o predictability under pressure

e Ccapacity-aware pacing

e non-punitive responses to distress
o shared responsibility for access

3. The five foundations of ND-inclusive culture

Foundation 1... Clarity replaces guesswork
ND safety increases when:

e expectations are explicit

e priorities are stated

e decisions are explained

« timelines are named

Ambiguity is not neutral. It is a load multiplier.

Foundation 2... Regulation precedes performance
People cannot think, learn, or collaborate under threat.
ND-inclusive cultures:

« reduce unnecessary urgency

o design for sensory safety

e respond to overload early

o ftreat distress as information

This is not softness. It is functional realism.

Foundation 3... Capacity is variable and legitimate
ND capacity fluctuates... daily and across life stages.
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Inclusive cultures:
plan with buffers
allow pacing adjustments

normalise energy variability
avoid moralising output

Consistency is not the same as sustainability.

Foundation 4... Power is used carefully
Power imbalance amplifies ND threat.

Inclusive cultures:

make rules legible

invite input without penalty

separate feedback from judgement
repair trust when it breaks

Psychological safety depends on how power behaves under stress.

Foundation 5... Access is designed, not negotiated

When access relies on self-advocacy, many ND people are excluded.
Inclusive cultures:

build access into defaults

do not require diagnosis

avoid exception-based support
review systems regularly
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Access should not depend on confidence or disclosure.

4. Common failure patterns (and how to avoid them)

Failure pattern: “Train and hope”

Running ND awareness training without changing systems.
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Avoid by:
Pairing any training with at least one concrete system change (e.g., meeting norms,
communication standards).

Failure pattern: “Celebrate difference, reward sameness”
Praising inclusion while rewarding overwork and speed.

Avoid by:
Aligning performance expectations with capacity-aware practices.

Failure pattern: “Disclosure-first inclusion”
Encouraging ND disclosure before safety exists.

Avoid by:
Designing supports that do not require disclosure at all.

Failure pattern: “One-size inclusion”
Applying the same adjustment logic everywhere.

Avoid by:
Designing flexible frameworks, not fixed solutions.

5. A practical transformation sequence (starter
roadmap)

This sequence prevents overwhelm and tokenism.

Step 1... Establish a shared ND design stance
Before action, align leadership on this principle:

“If ND people must mask or over-extend to succeed here, the system is failing.’

Make this explicit in leadership language... not just DEI materials.
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Step 2... Reduce obvious harm points first
Start where harm is most concentrated:

first contact (recruitment, onboarding, triage)
meetings

feedback
waiting periods and transitions

Small changes here produce outsized impact.

Step 3... Standardise clarity
Introduce organisation-wide defaults:
agenda-first meetings

written follow-ups

explicit priorities
clear timelines

Clarity is one of the lowest-cost, highest-impact ND supports.

Step 4... Shift how overload is handled
Replace:

e “push through”
« “manage your time better’

o early load checks
« workload renegotiation
e non-punitive pacing adjustments

This requires leadership modelling.

Step 5... Redesign performance expectations

Examine:
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e Wwhat is rewarded
e how speed is valued
e how availability is interpreted

ND-inclusive cultures reward:

quality

sustainability

thoughtful contribution
honest capacity signalling

Step 6... Embed ND safety into systems
Integrate ND principles into:

e HR policies

e job design

e project planning

e service pathways

e escalation protocols

If inclusion lives only in guidance documents, it will not survive pressure.

6. Roles and responsibilities (shared, not siloed)

Leaders
e model clarity and pacing
« respond to distress without punishment
« make trade-offs visible
Managers
« translate clarity into daily practice
e adjust workload early
« protect boundaries
People/ HR/ OD
o embed ND safety into policy
e monitor systemic harm signals

e support repair, not compliance

The organisation
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e 0OwWnNs access design
e avoids placing burden on individuals

ND inclusion fails when it becomes one team’s job.

7. Measuring progress without harming trust

Avoid metrics that:

o track disclosure rates
e score “resilience”
e equate silence with safety

Instead, look for:

reduced burnout and attrition
fewer crisis escalations

clearer communication patterns
earlier signalling of overload
improved retention of ND talent

Progress shows up as less harm, not louder positivity.

8. A simple ND culture readiness snapshot (copy-
adapt-use)

Where does ambiguity cause the most stress?

Where do people mask or over-prepare?

Where does urgency override safety?

What one system could we change in the next 90 days?

9. Guardrails (non-negotiable)
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This starter kit must not be used to:

brand inclusion without change
pressure disclosure

assess individual coping

justify unrealistic expectations
delay action in pursuit of perfection

ND culture work is harm reduction first.

A closing note for system leaders

Neurodivergent inclusion does not fail because it is complicated.

It fails because organisations try to add it on top of systems that still reward:
e speed over clarity
e endurance over sustainability
e compliance over safety

ND culture transformation is not about becoming perfect.

It is about removing avoidable threat, step by step, at scale.

Start where harm is highest.

Change what people experience every day.

Let culture follow design.

That is how inclusion becomes real.
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