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FROM THE VIA INSTITUTE
It is with great pleasure that I introduce The Strengths Lab 2019 Workplace Survey: The Impact of
Putting Our Strengths to Work. In the world of positive organizational change it is a breath of fresh air to
have a data-informed approach to inform and guide us all into this frontier.
In pursuit of uncovering and offering the very best guidance possible, The Strengths Lab gathered data in
2015 and again in 2019 to delve deeper and deeper into the insights gleaned over the years of practice and
research. In this most recent effort, over 1,000 U.S. employees, fairly representative in terms of gender, age,
size of company, and types of job positions were successfully surveyed.
The results unveil two bottom line findings.
First, when it comes to building strong organizations, leveraging employee strengths matter – A LOT. And
second, recognition of this insight is growing amongst employees and managers. Today more people
acknowledge that building upon strengths is more important and effective than fixing weaknesses.
Approximately two-thirds of employees today now believe that building upon their strengths will make them
more successful at work and that they get to use their strengths at work on a daily basis. And, of those who
use their strengths regularly, nearly 90% of them report very high job performance.
These findings are consistent with other independent research also showing improved performance and
customer satisfaction as well as substantial reduction in employee turnover, the latter of which is a major
expense and disruption to organizations in and of itself. But there’s more.
When organizations help employees leverage their strengths, they become more resilient in the face of a
variety of struggles. All organizations and employees experience ups and downs. Data support the notion
that employee awareness of their strengths and how to deploy them not only optimizes the occurrence of
“up” periods, but also helps buffer against the demoralization and interpersonal conflicts that inevitable
downturns, disappointments, and frustrations can cause.

thestrengthsLab
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At its core, business is a human enterprise. As such, insights from psychology are
critical. Amongst the most important insights that have occurred in that past decades is
the revelation that all of us possess 24 strengths of character that give us tremendous
capacities to flourish in our lives. These strengths are wellsprings of motivation, and they
are critical ingredients in how we relate to one another. Sophisticated factor analyses have
shown that they help us grow our knowledge, get along with others, and be productive.
They function as a psychological system that we are only beginning to understand. Given
the widespread and growing interest in psychological strengths, we can look forward
to discovering important information about how our strengths work together in various
combinations and how they interact with one another and in different circumstances.
As Professor David Cooperrider has so eloquently articulated, businesses don’t only exist
to provide jobs, goods, and services, but they also can be important agents of world
benefit. Every employee is a person with a life outside of work – private and public. When
workplaces build stronger workforces, they are at the same time building stronger individuals
who flourish more outside of the workplace as well, growing a better world. Employees who
report opportunities to use their strengths every day at work also report less depression,
anxiety and stress, and higher levels of life satisfaction, self-confidence, and personal
relationships.
The 2019 Strengths Lab 2019 Workplace Survey tells us we are on a path of strong growth.
Let’s build upon this growing momentum by becoming deliberate in getting involved in and
supporting efforts to shift our focus from what’s wrong to what’s strong. Kudos to Michelle
McQuaid and her colleagues on this important contribution!

Neal H. Mayerson, Ph.D.
Chairman - VIA Institute on Character
President - Mayerson Company
President - Mayerson Foundations
Chairman - Mayerson Academy

thestrengthsLab
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ABOUT THIS STUDY
We once asked Professor Martin Seligman, one of the world’s leading wellbeing researchers, what would be the
best way to improve people’s wellbeing and performance in workplaces? His answer: “Measure it.”
The Strengths Lab 2019 Workplace Survey sets out to do just that using the PERMAH Workplace Measure
(www.permahsurvey.com) developed by Dr. Peggy Kern from the University of Melbourne, the VIA Institute’s
insights about the potential drivers and inhibitors of strengths usage in workplaces, and the Mayerson
Academy’s experience of strength applications in workplaces.
During February 2019, 1,026 people representative of the United States workforce completed the survey. The
people included males and females, a spread of ages, representing companies and teams of various sizes,
people in varying roles, and varying times at an organization and within a particular role:
GENDER
Men

Women

480

546

AGE GROUPS
25-34 years

35-44 years

45-54 years

55-65 years

259

287

253

227

COMPANY SIZE
1

2-5

6-15

16-50

51-100

101-150

151-200

200+

20

40

51

101

133

76

52

552

TEAM SIZE
1-3 team members

223

11-15 team members

107

4-6 team members

283

16-20 team members

76

7-10 team members

199

More than 20 team members

137
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JOB DESCRIPTION
Owner

74

Technical Expert

81

C-suite

36

Coordinator

13

Director

73

Administrative

86

Manager

224

Customer service

146

Professional

254

Contractor

38

TIME IN ROLE
< 1 year

1-2 years

3-5 years

6-9 years

10 years+

96

138

265

183

343

TIME AT ORGANIZATION
< 1 year

1-2 years

3-5 years

6-9 years

10 years+

87

125

232

188

393

This report summarizes findings and insights. For more information about the report or additional
findings by gender, age, location, job role or industry, please contact
chelle@thestrengthslab.com.
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US WORKPLACES STRENGTHS
SNAPSHOT
THE CURRENT STATE OF STRENGTHS KNOWLEDGE IN AMERICAN WORKPLACES

8%



No, I’ve never really thought about
identifying my strengths

35%
57%



Probably, but I’d be hard pressed
to come up with a list



Yes, I know my strengths well

•

Over half of respondents believed they know their strengths well.

•

Men were more likely to know what their strengths are than women.

•

People over 55 years of age were the least likely to have thought about identifying their
strengths. People aged 25 – 34 years were the most likely to feel that they probably know what
their strengths are, but would be hard pressed to come with a list.

•

Across industries, people in retail, call centers, government, healthcare, the arts, recreation, and
military were the least likely to know what their top five strengths are.

•

Directors, owners, and managers tended to report the highest levels of strengths knowledge,
while customer service, administrative roles and contractors are the industries least likely to have
people who have thought about their strengths.
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THE CURRENT STATE OF STRENGTHS USAGE IN AMERICAN WORKPLACES

4%

30%
66%





Rarely
Sometimes
Regularly

•

Encouragingly, two thirds of the workforce use their strengths regularly.

•

Men reported having more opportunities to use their strengths at work each day than women.

•

Strengths use did not differ based on age, and strengths use was similar across industries.

•

Owners, c-suite leaders, and directors tended to have more opportunities to use their strengths at work
each day, whereas people working in customer service and administrative roles tended to have fewer
opportunities to use their strengths.
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FACTORS THAT APPEAR TO SUPPORT STRENGTHS USAGE
Workers are more likely to have opportunities to use their strengths at work each day if…
INDIVIDUALS

LEADERS & TEAMS

ORGANIZATIONS

They believe that building
on their strengths will make
them more successful.

Leaders can name their
workers’ top five strengths.

The organization is
committed to activating
their people’s strengths,
rather than maintaining
the status quo or treating
people like servants.

They can name their top five
strengths.

Leaders are having
meaningful strengths
conversations with their
workers or are actively
engaged in supporting their
careers.

The organization has a
clearly articulated purpose.

They have higher levels of
confidence and motivation
to improve their wellbeing.

They are part of teams
where people feel
psychologically safe with
each other.

The organization is
supporting people’s
psychological needs for
autonomy, competence and
connection.

They are consistently living
well despite struggles.
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WHY MEASURE STRENGTHS
USAGE IN WORKPLACES
THE WAKE-UP CALL
At the turn of the century, workplaces around the world received a wake-up call when Gallup Research
reported1 that only two out of every ten workers have the opportunity to do what they do best each day.
As the scale of the untapped human potential dawned on workplaces, leaders and researchers set out
to try and find evidence-based approaches that could help workers identify, develop, and apply their
strengths – or as we like to call them, the neurological superpowers – more consistently at work.2 Even
Oprah got involved!3
Over the next decade, the evidence for helping workers to develop their strengths grew. Studies have
found that workers who use their strengths each day have reported:

Higher levels of
confidence and
self-belief4

Lower levels of
stress, anxiety
and depression5, 6

Higher levels
of energy and
vitality8, 9

Up to 18 times
more likely to be
flourishing10

Up to 6 times
more
engagement in
their work7

Up to 3 times
more likely to
have an excellent
quality of life11
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In addition, leaders, teams, and organizations who focus on developing their people’s strengths and
creating opportunities for people to do more of what they do best each day have reported:

36.4%

38%

44%

increase in people’s
performance12

higher levels of
productivity13

higher customer
satisfaction scores14

50%

2X

lower employee
turnover16

Leaders are twice as
likely to succeed17

Up to

19%

increase in sales15

THE UNFOLDING REVOLUTION
As a result of this compelling research, books instructing leaders on developing their people’s strengths
have become best-sellers; strength consultants and coaches travel the world providing evidence-based
approaches for understanding and managing strengths well; and more than 20 million people have
completed strength-assessment tools. Scientific-data exploring the identification, application and benefits
of strengths usage continues to grow. And students of all ages are being trained to identify and develop
their strengths, which will change the expectations and habits of future workers.
Unfortunately, the demand for solutions has meant that often strengths development interventions in
workplaces have often had to run well ahead of research findings. At times, this has led to less effective
organizational investment and has caused leaders to give up on embedding strengths approaches in their
teams. So, in 2014, we set out to better understand what impact, if any, strengths interventions were
having in workplaces. We conducted an independent study of 1,000 Americans representative of the
workforce at the time18 and discovered that:
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•

59% of employees believed building on their strengths would make them more successful at work,
compared to 37% in 2006, who believed they would grow most in their areas of weaknesses.

•

53% of workers could name their top five strengths, compared to estimates in 2001 that reported
only one-third of employees could list their strengths.

•

Five out of every ten workers said they had the opportunity to do what they do best each day at
work, a 30% increase from 2001.

We concluded that a strengths revolution was underway in our workplaces. We suggested that in order
for organizations to continue reaping the business benefits of being strengths-focused, they would need
to invest in giving more leaders the knowledge, tools, and support they needed to have meaningful
strengths development conversations with their workers.
THE EMERGING NEW NORMAL
In March 2019, we decided it was time to see what, if any, progress had been made during the past five
years on embedding strengths approaches into organizations. We commissioned a second independent
study of 1,000 Americans representative of the workforce and discovered that now:
•

64% of employees believed building on their strengths would make them more successful at work,
a 5% increase from 2014 and a 27% increase from 2001.

•

57% of workers could name their top five strengths, compared to estimates in 2001 that reported
only one-third of employees could list their strengths, a 4% increase from 2014 and a 24%
increase from 2001.

•

Almost seven out of every ten workers now said they had the opportunity to do what they do best
each day at work, an increase of 20% from 2014 and 50% increase from 2001.
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WORKERS’ BELIEFS ABOUT SUCCESS 2006 – 2019

75%

64%

63%

59%
50%

41%

37%

36%

25%

0%

Building on my strengths



Fixing my weaknesses



2006



2015

2019

STRENGTHS KNOWLEDGE IN WORKPLACES 2001 – 2019

75%

2001

2015

2019
57%
53%

50%

38%

35%

33%
25%

10%

8%

0%



No, I’ve never really thought
about identifying my strengths



Probably, but I’d be hard
pressed to come up with a list



Yes, I know my strengths well
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DAILY STRENGTHS USAGE IN WORKPLACES 2006 – 2019
75%

66%
49%

50%

20%

25%

0%

I have the opportunity to do what I do best each day





2006



2015

2019

Why might this emerging new normal be important for leaders and workplaces to understand?
Replicating the findings of previous researchers, we found that workers who had the opportunity to do what
they do best each day were significantly more likely to feel engaged in what they were doing, reported greater
job satisfaction, and improved worker performance.
IMPACT OF DAILY STRENGTHS USAGE ON WORKER ENGAGEMENT

63.73%

21.71%

Sometimes

Rarely

23.22% 2.37%

74.41%

Regularly

11.90%



I was very engaged

10.10%

42.86%



I was somewhat engaged

45.24%



I was not very engaged

Just as other studies have reported, we also found that having the opportunity to do what they do best each
day was a significant predictor of workers’ levels of job satisfaction.
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IMPACT OF DAILY STRENGTHS USAGE ON JOB SATISFACTION

80.03%

Regularly

21.50%

Sometimes

Rarely

9.52%

17.75% 2.22%

61.89%

16.61%

28.57%



I was very satisfied

61.90%



with my job

I was fairly satisfied



with my job

I wasn’t very
satisfied with my job

And as other researchers have suggested, in this study, workers told us that the opportunity to regularly
use their strengths each day at work was a significant positive predictor of individual job performance.
IMPACT OF DAILY STRENGTHS USAGE ON WORKER PERFORMANCE

11.24%
0.89%

87.87%

Regularly

45.28%

Sometimes

50.49%

33.33%

Rarely



I performed very
well

45.24%



I performed
alright



4.23%

21.43%

I didn't perform very
well

Why does the opportunity for workers to use their strengths each day improve engagement, job satisfaction,
and performance?
Studies suggest that strengths represent the way people’s brains are wired to perform at their best. During
development as a child and young adult, we spend considerable time practicing particular ways of thinking,
feeling, and behaving that fit us well. That repeated practice creates strong neural pathways in the brain. When
we think, feel, and behave in ways that draw on these pathways, everything is easier, more enjoyable, and more
effective.19 This is why we like to think of our strengths as our neurological superpowers.
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In the past, researchers have suggested that using our strengths does more than just help us perform
effectively. It can also help us transform the ways we choose to work and live.20 In order to also better
understand the impact strengths usage has on workers’ wellbeing, we drew on the research of two of
the authors, Dr. Peggy Kern and Michelle McQuaid from the University of Melbourne in Australia. Their
previous studies have found that people’s levels of wellbeing are best measured on two related but distinct
dimensions: high or low levels of thriving (i.e. feeling good and functioning effectively) and high or low levels
of struggle (i.e. physical, psychological, social, financial, cognitive, or any other struggle).
High Thriving

Consistently

Living Well,
Despite Struggles

Thriving

High
Struggle

Low
Struggle

Really
Struggling

Not Feeling Bad,
Just Getting By

Low Thriving

For example, in an independently gathered survey of 1,002 Australian workers in 2018, they found that
the profiles of people who were living well despite struggles more closely resembled those who were
consistently thriving, than the not feeling bad but just getting by or the really struggling groups.21
We found the same pattern in the current sample; people who were consistently thriving and those
who were living well despite struggles both were more likely to report that they are performing well and
significantly more likely to report high levels of job satisfaction. Moreover, workers who had the opportunity
to do what they do best each day were significantly more likely to report that they were consistently thriving
or living well despite struggles, suggesting that strengths usage positively impacts people’s levels of
wellbeing and resilience.
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IMPACT OF DAILY STRENGTHS USAGE ON WORKER WELLBEING

25.74%

Regularly

Sometimes

Rarely

11.07%

53.99%

41.69%

2.38%




13.76%

35.83%

54.76%

Really Struggling
Living Well, Despite Struggles

6.51%

11.90%




11.40%

30.95%

Not Feeling Bad, But Just Getting By
Consistently Thriving

As the opportunity for workers to do what they do best each day begins to emerge as the new normal in more
workplaces, leaders and organizations who want to attract and retain the best people need to understand what
is driving this change, and what the insights, practices, and tools are that can help them continue to reap the
business benefits it delivers.
The Strengths Lab 2019 Workplace Survey sets out to do just that using the PERMAH Workplace Survey
(www.permahsurvey.com) developed by Dr. Peggy Kern from the University of Melbourne, the VIA Institute’s
insights about the potential drivers and inhibitors of strengths usage in workplaces, and the Mayerson
Academy’s experience of strength applications in workplaces.
It is our heartfelt hope that it helps more people in your organization put their strengths to work.
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WHAT HAVE WE LEARNED ABOUT
HELPING PEOPLE PUT THEIR
STRENGTHS TO WORK?
Strengths knowledge alone is not enough – While it’s beneficial
for people to know what their strengths are, benefits for workers
and organizations are more likely to occur when workers have
opportunities to do what they do best at work each day.
Strengths usage is higher with support from others - Workers
are more likely to use their strengths when they feel psychologically
safe in their teams, have meaningful strengths conversations
with their leaders, and are in organizations that are committed to
activating the strengths of their workers.
Strengths are most often used by workers to improve their
relationships – The three most frequently reported ways that people
choose to use their strengths at work are in “supporting my team”,
“planning my work,” and “building relationships.”
Leaders need to have meaningful strengths conversations –
Given the impact these conversations have on workers’ strengths
usage and performance, leaders need to be motivated to, and be
confident in, having regular meaningful strength discussions with
their people.
Organizations need to commit to activating the strengths of
their workers – Given the impact an organization’s commitment
to activating their workers’ strengths has on strengths usage,
performance, and worker wellbeing, organizations need to explicitly
and repeatedly commit to activating the strengths of their workers.
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STRENGTHS KNOWLEDGE ALONE IS NOT ENOUGH
As interest in helping people develop their strengths has grown, numerous tools that help identify people’s
strengths have emerged. For example, some of the authors of this report created the free VIA Survey to assess
people’s character strengths. Other popular paid tools include StrengthsFinder, the Strengths Profiler, the
Leadership Circle, and Shift Positive, among many others.
These tools provide people with an assessment of their strengths, help to create a common language for
workers to describe what they do best, and introduce the benefits of using our strengths as we go about
our jobs. Previous studies have suggested that simply learning about their strengths can improve workers’
productivity by 7.8 percent.22
Our study found that workers who were able to name their top five strengths reported significantly higher levels
of engagement, job satisfaction, and performance.
IMPACT OF STRENGTHS KNOWLEDGE

10.0

8.50

7.79
7.5

6.82

7.01

6.66

7.05

7.75

7.66

7.73

5.0

2.5

0.0



I was deeply engaged

No, I’ve never really thought
about identifying my strengths

I was satisﬁed with my job



Probably, but I’d be hard

I performed well



Yes, I know my strengths well

pressed to come up with a list
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Clearly, using strengths identification tools to help workers know what their strengths are has significant
benefits, but it is only the first step towards fully realizing the beneficial outcomes we saw reported. When we
contrasted the impact of workers simply knowing what their top five strengths were with workers who regularly
had opportunities to use their strengths at work each day, the latter reported significantly higher levels of
engagement, job satisfaction, and performance.

IMPACT OF STRENGTHS KNOWLEDGE COMPARED TO STRENGTHS USE

10.0

8.72

8.57
7.79

7.75

7.5

8.50

9.04

5.0

2.5

0.0

I was deeply engaged



Yes, I know my strengths well

I was satisﬁed with my job



I performed well

I have the opportunity to do what I do best each day
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STRENGTHS USAGE IS HIGHER WITH SUPPORT FROM OTHERS
Given the impact that having opportunities to do what they do best each day can have for workers, it’s
helpful to understand what makes these opportunities more likely. We found that when workers feel
psychologically safe in their teams, have meaningful strengths conversations with their leaders, and are
in organizations that are committed to activating people’s strengths, they are significantly more likely to
have opportunities to do what they do best each day.
Additional analyses found that if you take any one of these factors away, the opportunities for people
to use their strengths at work each day diminishes. These factors thus work together as a workplace
strengths nexus – all necessary ingredients to activate effective worker strengths use.
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These findings align with insights from other studies.
For example, Professor Amy Edmondson and her colleagues have found that psychological safety
– a shared belief held by members of a team that the team is safe for interpersonal risk-taking
– predicts employee engagement and is one of the key ingredients for enabling diverse teams to
work successfully together.23 Where psychological safety is present, workers feel more comfortable
with taking risks and finding ways to align their strengths to the work they are doing each day.
In a study of 19,187 employees from 34 organizations across 29 countries and seven industries,
The Corporate Leadership Council found that when leaders specifically emphasized performance
strengths in formal reviews, employees’ performance was 36.4% higher than when performance
strengths were not emphasized, and when they emphasized personality strengths, performance
was 21.3% higher. As a result of positive feedback, employees were willing to try harder, were more
committed to the organization, and felt more comfortable with their work. In contrast, managers
who emphasized performance weaknesses saw a 26.8% decline in employees’ performance,
and a 5.5% decline was observed for managers who emphasized their employees’ personality
weaknesses.24 Given that change is created by the words we use, the conversations we share,
and the knowledge that we generate through our interactions with each other,25 it also makes
sense that leaders who are having meaningful strengths conversations with their workers are
positively impacting people’s ability to use their strengths more at work.
Similarly, a recent meta-analysis by Gallup of 9,495 business units with 1.2 million workers across
22 organizations in seven industries and 45 countries concluded that: “Organizations that achieve
the most with their strengths interventions have an unrelenting commitment to strengths.”26 These
workplaces are consistently explicit about the importance of activating workers’ strengths, weaving
it into the organization’s strategy, culture, policies, systems, and environment.
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STRENGTHS ARE MOST OFTEN USED BY WORKERS TO IMPROVE
THEIR RELATIONSHIPS
We found that the three most frequently reported ways that people choose to use their strengths at
work are “supporting my team,” “planning my work,” and “building relationships.”
THREE MOST IMPORTANT WAYS STRENGTHS USED AT WORK

55%

Supporting my team

52%

Planning my work

43%

Building relationships

38%

Finding new approaches to work

22%

Tackling enjoyable tasks

20%

Juggling deadlines

18%

Navigating difficult relationships

13%

Tackling dreaded tasks

10%

Renew and restore energy

Other
0%

2%
25%

50%

75%

Researchers have previously associated the use of strengths with many individual outcomes, such as
helping workers to better adapt to change, engage in more creative and proactive behaviors, pay more
attention to detail, and work harder.27, 28 Fewer studies have examined the use of strengths to improve
workers’ relationships and the use of strengths within a team context,29 yet it appears that the relational
aspect of strengths use may be a critical part of what makes strengths so useful.
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LEADERS NEED TO HAVE MEANINGFUL STRENGTHS CONVERSATIONS
While there has been a significant increase between 2015 and 2019 in the number of workers reporting that
their leader has had a meaningful strength conversation with them in the last three months, 62% of leaders are
still missing out on this opportunity. And while there has been a significant decline between 2015 and 2019 in
the number of leaders simply patting workers on the back and telling them they are doing okay, there has been
less shift in the number of leaders saying nothing to their workers about how they are doing, no change in the
number of leaders pointing out workers’ faults, and an increase in the number of leaders viewed as actively
suppressing their workers’ advancement.
LEADER’S CONVERSATIONS WITH WORKERS 2015 - 2019
50%

38%

21%

3%
0%

30%

29%

25%

39%

9%

6%

Actively suppressed
my advancement
in the company

Had a meaningful
discussion about
my strengths



2015

9%

Patted me on the
Pointed out my faults
back and said I
but never really gave me
was doing okay work advice for improvement



17%

Said nothing to me
about the job I’m
doing or my career

2019

In contrast, studies have found that leaders’ conversations with their workers is predictive of strengths use,30
and our data also found that workers were significantly more likely to use their strengths at work each day when
leaders were having meaningful conversations with them about their strengths.
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IMPACT OF LEADERS’ CONVERSATIONS ON DAILY STRENGTHS USAGE

45.41%

Regularly

25.41%

Sometimes

Rarely





14.29%

30.33%

30.29%

16.67%

13.68%

19.05%

Had a meaningful discussion about my strengths
Patted me on the back and said I was doing okay work

6.51% 12.13% 5.62%

24.10%

40.48%




6.51%

9.52%

Said nothing to me about the job I’m doing or my career
Actively worked to suppress my advancement in the
company

Pointed out my faults - but never really gave me advice
for improvement

In addition, Gallup found that almost seven in ten workers who strongly agree that their leader focuses on
their strengths or positive characteristics report that they are engaged in their work. In contrast, when workers
strongly disagree with this statement, the percentage of engaged workers plummets to one percent.31
IMPACT OF LEADER’S CONVERSATIONS ON ENGAGEMENT

I was very
engaged
I was somewhat
engaged
I was not very
engaged





46.95%
29.27%

13.64%

29.32%
31.35%

24.24%

Had a meaningful discussion about my strengths
Patted me on the back and said I was doing okay work
Pointed out my faults - but never really gave me advice

16.67%




5.76% 12.22% 5.76%

12.95%

40.91%

19.69%

6.74%

4.55%

Said nothing to me about the job I’m doing or my career
Actively worked to suppress my advancement in the
company

for improvement

And as we saw earlier in the large and diverse study of workers, the Corporate Leadership Council found that
leaders’ conversations with workers about their strengths impacted people’s performance.32 Our data similarly
found that people performed significantly better when leaders were having meaningful strengths conversations
with them.
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IMPACT OF LEADER’S CONVERSATIONS ON PERFORMANCE

I performed
very well

43.24%

I performed
alright
I didn't perform
very well





28.65%

25.60%

14.29%

34.40%

17.86%

7.10%

13.60%

25.00%

Had a meaningful discussion about my strengths
Patted me on the back and said I was doing okay work




15.53%

5.49%

18.80%

7.60%

35.71%

7.14%

Said nothing to me about the job I’m doing or my career
Actively worked to suppress my advancement in the
company

Pointed out my faults - but never really gave me advice
for improvement

Together, these studies suggest that leaders need to be motivated to and confident in having meaningful
strengths conversations with their workers. For example, leaders who are able to name their workers’ top
five strengths, or are actively involved in their workers’ career progress, are significantly more likely to have
meaningful strengths conversations with their workers. In contrast, leaders who ignore their workers, take credit
for their work, or actively work against them are the least likely to be having meaningful strengths conversations.

Is actively
involved in my
career progress





44.08%
2.67%

Doesn’t even
acknowledge
me most days
Takes credit
for my work

7.25%

Works
against me

8.70%

20.67%

38.54%

14.67%

23.19%

55.33%
20.29%

24.64%
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Patted me on the back and said I was doing okay work
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IMPACT OF STRENGTHS KNOWLEDGE ON LEADER’S CONVERSATIONS

15.94%

13.04%
14.49%

Said nothing to me about the job I’m doing or my career
Actively worked to suppress my advancement in the
company

for improvement
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ORGANIZATIONS NEED TO COMMIT TO ACTIVATING THE
STRENGTHS OF THEIR WORKERS
We found there has been a significant decrease in the number of organizations committed to activating
the strengths of their workers, and a significant increase in the number of organizations promoting the
status quo.
ORGANIZATIONAL COMMITMENT 2015 - 2019
75%

60%
53%

50%

31%
24%

25%

16%

0%

My organization is
committed to building the
strengths of its employees

My organization promotes
the status quo; please
don’t rock the boat



2015



16%

My organization treats its
workers like servants, quick to point
out weaknesses so we should
feel happy to just have a job

2019

Yet studies have found that organizational support for strengths use is positively related to weekly strengths use
at work, which in turn was positively related to weekly work engagement and proactive behavior.33 Our data also
found that an organization’s commitment to activating the strengths of its workers positively predicted workers’
levels of strengths use.
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IMPACT OF ORGANIZATIONAL COMMITMENT ON DAILY STRENGTHS USE
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Is committed to building strengths of its employees
Promotes the status quo; please don’t rock the boat
Treats its workers like servants, quick to point out weaknesses

Researchers have also found that perceived organizational support for strengths use is positively related to
self- and manager-ratings of job performance, while perceived organizational focus on deficit correction was
unrelated to performance ratings.34 Similarly, in our data, performance was significantly higher in organizations
committed to activating the strengths of their workers, while there was no significant difference in performance
for organizations committed to maintaining the status quo or pointing out their workers’ weaknesses.
IMPACT OF ORGANIZATIONAL COMMITMENT ON PERFORMANCE
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Treats its workers like servants, quick to point out weaknesses
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In addition, studies suggest that workers who receive strengths use support can be more authentic,35 and is
associated with lower levels of depression, anxiety and stress,36 higher levels of energy and wellbeing, and good
coping skills.37
Notably, in our data, workers were significantly more likely to be consistently thriving or living well despite
struggles if their organization was committed to activating their strengths. However, for workers who were really
struggling, their organization’s commitment made no significant difference to their wellbeing. This suggests that
when workers are really struggling, simply focusing on strengths may be insufficient, and additional support may
be needed to improve their wellbeing.
IMPACT OF ORGANIZATIONAL COMMITMENT ON WELLBEING
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Is committed to building strengths of its employees
Promotes the status quo; please don’t rock the boat
Treats its workers like servants, quick to point out weaknesses
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HOW CAN YOU IMPROVE STRENGTHS
USAGE IN YOUR WORKPLACE?
Set the stage by giving workers the tools they need to boost their strengths
knowledge – workers who can name their top five strengths are more engaged, satisfied,
and perform better at work. Capitalize on this knowledge by teaching people to know, see,
and apply their strengths individually and collectively to the work they are doing each day.
Get leaders on board by teaching them to have meaningful strengths
conversations with their workers and tracking their progress – given the impact
of leaders’ conversations on workers’ strengths use, engagement, and performance,
every leader should be trained in how to have meaningful strengths conversations, and
measures put in place to ensure these conversations are happening regularly.
Give permission for moments of thriving and struggle as workers develop
their strengths – more workers than ever believe that building on their strengths will
make them more successful at work. But to help them realize this goal, it’s essential
that leaders and workers are able to talk about what’s working well and where they are
struggling in order to intelligently develop their strengths.
Build communities of support by improving psychological safety in teams – a
sense of psychological safety in teams has a significant impact on workers’ strengths
usage, so it’s worth building a supportive community by helping workers get to know
each other’s strengths, support each other in taking strength risks, and quickly and
honestly give each other strengths-based feedback.
Nurture daily strengths practices by embedding organizational support for
autonomy, competence and connection – organizations that allow workers the
freedom, encouragement, and support to develop their strengths actively demonstrate
their commitment to a strength-based culture, so developing supportive practices and
norms helps create a strong organizational culture.
Reinforce strengths development opportunities within organizational wellbeing
strategies – as developing strengths can improve workers’ wellbeing and resilience,
design people management strategies, culture, policies, and processes to help workers
raise their positive emotions, sense of engagement, positive relationships, sense of
meaning and accomplishment, and physical health.
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SET THE STAGE BY GIVING WORKERS THE TOOLS THEY NEED TO
BOOST THEIR STRENGTHS KNOWLEDGE
We saw in our data that workers who can name their top five strengths were more engaged, satisfied,
and able to perform better at work. It is worth noting, however, that 35% of the sample reported that they
could probably name their strengths, but they’d be hard pressed to come up with a list. In our combined
experience across hundreds of strengths workshops with tens of thousands of workers, people who
have not completed a strengths assessment tool tend to struggle to name more than two or three of their
strengths – if any at all.
Even when given a list of strengths to choose from - like curiosity, creativity, kindness, perseverance,
bravery - most people still struggle to describe how they use even one of these strengths each day
at work. It is worth considering if a lack of strengths knowledge is causing workers to overlook the
advantages that using their strengths could give them when it comes to the least important ways they
rated using their strengths at work: renewing and restoring their energy (10%), tackling dreaded tasks
(13%), navigating difficult relationships (18%), and juggling deadlines (20%). Perhaps workers could use
their strengths to make these challenges easier, but without strength knowledge, they are left underresourced.
You can boost your workers’ strengths knowledge and ensure everyone can name their top five strengths
by using the free ten-minute VIA Survey (www.viacharacter.org) or ask people to gather stories from
each other about when they have been at their best at work and what strengths their leaders, peers, and
customers see them drawing on in these moments.
In their book The Power of Character Strengths: Appreciate and Ignite Your Positive Personality,38 Ryan
Niemiec and Robert McGrath suggest that workers’ awareness, exploration, and application of strengths
can be supported by:
•

Recognizing and appreciating strengths in others – spotting the strengths in others is an easy
way to build a strengths vocabulary and understand how different strengths are connected to the
work people do each day. Looking for where, when, and how people light up in their work enhances
workers’ understanding of the impact drawing on their strengths can have on tasks and others.

•

Exploring and using your signature strengths - reflecting on how they’ve used their VIA Survey
signature strengths (their top five strengths) in the past and experimenting with a new way to use
one strength each day helps workers begin unleashing their best qualities more each day at work.

•

Applying your strengths to life challenges – reflecting on how they’ve used their signature
strengths to navigate challenges at work and experimenting with ways to tackle problems by seeing
them through a strengths lens and by elevating their strengths helps build workers’ resilience.

•

Making strengths a habit – reflecting on what they have learned from the previous steps, workers
are encouraged to make a list of goals to improve their strengths awareness and use at work and
then engage in one activity each day to make this a reality.

How many of your workers can name their top five strengths?
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GET LEADERS ON BOARD BY TEACHING THEM TO HAVE
MEANINGFUL STRENGTHS CONVERSATIONS WITH THEIR WORKERS
AND TRACKING THEIR PROGRESS
One-third of leaders continue to invest in the wrong conversations with their workers, by focusing on
their weaknesses with little advice for improvement, saying nothing to them about how they are doing,
or actively trying to suppress their advancement. The cost of these leadership behaviors is considerable
when it comes to workers’ usage of their strengths, their performance, and their wellbeing, and should
no longer be tolerated by organizations.
It is the responsibility of every leader to constantly be looking for ways to help their workers thrive and
excel.39 This means it is not enough for leaders to simply provide instructions on how a task should be
completed; they must also be willing to have meaningful strengths development conversations and give
them feedback about what’s working well, where workers are struggling, what they are learning, and
what they may want to try next.
Yet many leaders lack the skills for making these conversations happen. While organizations have
invested in providing leaders with skills to have hard conversations, tough conversations, and even
courageous conversations, these approaches fail to teach leaders how to have meaningful conversations
about worker’s strengths. Instead of teaching leaders to create climates of subjective judgment
designed to fix what’s wrong with workers, we need to teach leaders how to create psychologically safe
environments that help workers intelligently develop and apply their neurological superpowers.
Our data found that when organizations are committed to activating the strengths of their employees,
leaders are significantly more likely to have meaningful strengths conversations with workers.
IMPACT OF ORGANIZATIONAL COMMITMENT ON LEADERS’ CONVERSATIONS
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The Strengths Lab team helps organizations demonstrate their commitment to activate the strengths of
workers by teaching leaders how to ask strengths-focused questions that look for the true, the good, and
the possible in others. These questions can be applied in more formal conversations such as recruitment
interviews, performance reviews, and development planning, and in more informal conversations such as
weekly check-ins or on-the-spot learning reviews.
For example, during an informal weekly check-in with a worker, their leader might ask:
•

What lit you up last week?

•

What are you looking forward to this week?

•

How will you apply what you’re learning about your strengths?

Asked regularly, these simple questions help workers know how their strengths are connected to their dayto-day tasks, see how they can apply their strengths in the week ahead, and apply what they are learning as
they continue developing their strengths. It also gives leaders the opportunity to clarify work expectations,
reinforce what great work looks like, and offer any suggestions for how the worker can do more of their best
work in the coming week – all practices researchers have found the best team leaders have.40
A word of caution, however, leaders who are not yet convinced of the value of having strengths
conversations with workers or their ability to hold them will use the excuse of being “too busy” to have
them. While it’s true that leaders have many demands on their time, leaders are generally most busy
with what they have chosen to prioritize. The research clearly shows the benefits to both workers and
organizations when strengths are prioritized, which is why we believe organizations must have a means
of regularly tracking or measuring this practice with leaders and giving them feedback on how they are
doing. Having meaningful strengths conversations with workers should be a basic expectation of every
leader and invested in accordingly.
What questions are your leaders asking to help workers know, see, and apply their strengths
this week?

thestrengthsLab
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GIVE PERMISSION FOR MOMENTS OF THRIVING AND STRUGGLE AS
WORKERS DEVELOP THEIR STRENGTHS
When organizations choose to commit to developing people’s strengths, leaders and workers often mistakenly
believe this means weaknesses will no longer be addressed and that everyone will now try to only do what
makes them happy. Can you imagine the missed opportunities for learning and growth, not to mention the risk
and potential chaos that could ensue?
Developing workers’ strengths isn’t about ignoring their weaknesses, or everyone ditching the parts of their
jobs they hate. Rather, it’s about knowing what each person does well and helping them align their strengths
to the tasks they’re undertaking as often as possible, so they can consistently perform at their best. It’s about
managing one’s tasks and days to be able to intersperse tasks that draw on one’s strengths amidst less
desirable tasks. It’s also about seeing opportunities for improvement through a new, strengths-based lens, and
addressing challenges by intelligently developing their strengths.
For example, this might mean a worker dialing up their strength of creativity as they tackle a task they’re finding
dull and tedious. It might mean someone slightly dialing down their strength of zest if colleagues are struggling
to keep up with their energy and enthusiasm. It might mean complementing a worker’s strength of bravery with
a colleague’s strength of prudence to help them take smarter risks together. It might mean helping someone
acknowledge that their strength of humility needs more practice and encouraging them to create a small daily
habit to apply this strength.
While studies have suggested that focusing on strengths is likely to help workers feel more confident, engaged,
and energized as they tackle tasks it doesn’t mean they won’t still encounter moments – and sometimes hours,
days, weeks, and even months – of struggle as they grow. The truth is that learning can be a clumsy,
uncomfortable, and difficult process - even when people are using their strengths. Just like working out at the
gym can cause pain that results in greater strength, building one’s strengths can bring along times of challenge
and struggle. The current study has shown us that it is possible for workers to be consistently thriving or living
well despite struggles and still reap the many benefits of using their strengths.
This is why it’s important that as leaders and organizations encourage workers to develop their strengths, they
help people travel this path with a growth mindset and ensure that there is explicit permission for people to share:
•

What’s working well.

•

Where they’re struggling.

•

What they’re learning about their strengths.

•

Where they need support.

And to do so without any fear of shame or judgment.
This can be a great monthly conversation for teams to share. After all, this study has shown us that it is
possible for workers to be consistently thriving or living well despite struggles and still reap the many benefits of
using their strengths.
Have you given workers permission to struggle and thrive as they develop their strengths?
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BUILD COMMUNITIES OF SUPPORT BY IMPROVING PSYCHOLOGICAL
SAFETY IN TEAMS
Professor Amy Edmondson notes that psychological safety is not about being nice; it’s about creating the space
where honesty is truly possible with others.41 She explains that psychological safety exists when team members
feel safe enough to take risks and be vulnerable with each other by speaking up and offering new ideas, asking
questions, valuing different opinions, and being willing and able to learn from their mistakes.
Our data found that the levels of psychological safety in a team had a significant impact on workers’
opportunities to do what they do best each day. Given the diversity of people’s strengths, the vulnerability
required for workers to take risks with their strengths and experiment with new ways of working, and the need
for feedback so they can continue refining the use of their strengths, the importance of psychological safety in a
team is understandable.
IMPACT OF PSYCHOLOGICAL SAFETY ON DAILY STRENGTHS USAGE

70.71%
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Sometimes

Rarely

23.78%

9.52%

25.30%

58.96%

33.33%





3.99%

17.26%

57.14%

There was considerable psychological safety
There was some psychological safety
There was little psychological safety

While to our knowledge there are no other studies to date that have explored the potential relationship between
psychological safety and people’s strengths, we noted in our results that the levels of psychological safety in
teams were significantly higher when workers could name the strengths of their colleagues or boss. More
research is needed to better understand the nature of this relationship, but it makes sense that if workers are
able to name each other’s strengths and manage their relationships by looking for ways to bring out the best in
each other, a team may experience higher levels of psychological safety.
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IMPACT OF COLLEAGUE STRENGTHS KNOWLEDGE ON PSYCHOLOGICAL SAFETY
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do with me or my work



58.77%

28.54%

There was considerable

psychological safety

34.13%

43.00%



There was some
psychological safety

7.10%

28.47%
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Again, it is important to remember that psychological safety is not about being nice to each other, but rather,
about creating the space where honesty is truly possible with each other. When The Strengths Lab team
teaches people how to improve the levels of psychological safety in their team by using their strengths we:
•

Create a common strengths language – we usually use the VIA Survey to do this; not only is it free,
but the character strengths are easy to remember, work well across different cultural backgrounds, and
intuitively make sense to people. We also introduce the idea that in order to intelligently apply the right
strength, in the right amount, in the right situation, a big part of developing our strengths is learning when
they need to be dialed up or dialed down. And finally, we establish that learning to develop our strengths
often involves moments of struggle and thriving -- and this is perfectly normal.

•

Map team strengths – we ask people to map their top five strengths onto a large wall chart for the
team. This creates an easy tool to explore the diversity of strengths, where the team clusters around
certain shared strengths, where they may have gaps to be mindful of, where their strengths may collide at
times, and what it means for how they work together at their best. Often, teams choose to keep this map
somewhere visible in the workplace as a daily visual reminder of the team’s strengths, synergies, and
distinctions.

•

Set a monthly strengths learning goal – at the start of each month (or other time scale, such as the
start of each week), we encourage team members to set a strength learning goal for themselves and
share it with the team. The learning goal gives them an opportunity to stretch outside their comfort zones
and use their strengths in a new way that month.

•

Give each other strengths-focused feedback – we help workers learn to quickly and informally give
and ask each other for regular strengths-focused feedback as they go about their work. For example:
“Ouch, that was a bit too much honesty.” Or, “I’m feeling a little slow today, can you dial back the zest?”
And even: “Your curiosity helped us to nail that presentation.” These small, everyday moments help
embed a safe and continuous culture of learning how to develop their strengths and work more effectively
together.

Does your team feel safe enough to give each other quick, informal and regular feedback about each
other’s strengths?
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NURTURE DAILY STRENGTHS PRACTICES BY EMBEDDING
ORGANIZATIONAL SUPPORT FOR AUTONOMY, COMPETENCE,
AND CONNECTION
More than 30 years of research led by Professor Richard Ryan and Professor Edward Deci on the
biological, social, and cultural conditions that shape people’s motivation, energy, and willingness to
act, suggest that behaviors require opportunities to satisfy our psychological needs for autonomy,
competence, and connection. They call this self-determination theory.42
For example, when workers have a sense of autonomy, they willingly want to be involved in tasks, and
there is a sense of excitement because they feel they are acting in accordance with their own values and
interests. Competence involves the need for workers to feel effective and be able to master the skills
that matter to them. And connection comes from feeling valued by and valuing the people around them.
Studies find that leadership support of these needs in their workers correlates with less distress, greater
wellbeing, and better performance.
Our data found that when organizations met people’s needs for autonomy, competence, and connection,
workers were significantly more likely to have opportunities to do what they did best each day.
IMPACT OF AUTONOMY, COMPETENCE, AND CONNECTION ON STRENGTHS USAGE
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Professor Amy Wrzesniewski and her colleagues have suggested that one way workers’ needs for
autonomy, competence, and connection can be met by organizations is by giving people permission
to engage in job crafting.43 For example, global computer peripheral company Logitech have used job
crafting workshops to help their workers leverage their strengths by:
Task Crafting - changing the mix of tasks undertaken by taking on more or fewer tasks, expanding

•

or diminishing their scope, or changing how they are performed.
Relational Crafting - identifying the interactions and the connections with other people that draw

•

on, complement, or challenge their strengths.
Purpose Crafting – broadening their perception about the positive impact their work has

•

on others.
Studies suggest that by allowing workers to engage in job crafting so they can actively construct their
work tasks and environment, people can use their strengths to the fullest and be enthusiastically engaged
in their work.44
We also found that organizations who are committed to activating their workers’ strengths have
significantly higher levels of autonomy, competence, and connection than organizations who are
promoting the status quo or focused on pointing out workers’ weaknesses.
IMPACT OF ORGANIZATIONAL COMMITMENT ON AUTONOMY, COMPETENCE, AND CONNECTION
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Is committed to building the strengths of its employees
Promotes the status quo; please don’t rock the boat
Treats its workers like servants, quick to point out weaknesses
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Mayerson Academy helps workplaces to activate workers’ character strengths and transform
organizational cultures by teaching them to:
•

Know - Build a shared language of strengths that evidences a deep conceptual, practical, and
collective understanding, as well as a personal understanding of an individual’s unique strengths profile.

•

See - Shift perspectives to see the best within every individual by spotting strengths’ synergies,
collisions, and potential, both intra-personally, inter-personally, and in groups.

•

Apply - Proactively seek to activate the best within individuals and groups by aligning strengths
to job responsibilities, adapting individual and team roles to maximize strengths usage, and
intentionally selecting which strengths to activate to achieve individual and shared goals.

Researchers also suggest that practices that support workers’ needs for autonomy, competence, and
connection can be embedded across the policies and practices of the people management lifecycle.45 For
example:
•

Hire slow and fire fast based on the values, purpose, and alignment of workers’ strengths to the
work your organization needs completed. This is why Zappos offers new recruits up to $5000
to walk out the door, no questions asked, during their initial five-week training if they’d prefer the
money to staying.

•

As part of onboarding and promotion, incorporate processes that provide workers with the autonomy
to co-create job titles and descriptions to re flect how they want to align their strengths to their tasks.
Ask them, “Based on your strengths, what do you want to own in this role?” For example, a
receptionist in a popular doctor’s office gave herself the title of ‘Director of First Impressions.’

•

Create an internal coaching culture – this is helped by leaders and teams being able to have
meaningful conversations about workers’ strengths - that supports people’s development in ways that
let them feel valued and cared about, and gives them the opportunity to reciprocate this for others.

•

Use incentives wisely. Make sure incentive systems are conveying value and an appreciation for the
intelligent use of people’s strengths to deliver results for your organization, rather than as a
mechanism for control, judgment and fear. Organizations like Deloitte’s in America are finding novel
strengths-focused approaches to realize these outcomes (for more read here).

How does your organization support workers’ needs for autonomy, competence and
connection to help activate their strengths?
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REINFORCE STRENGTHS DEVELOPMENT OPPORTUNITIES WITHIN ORGANIZATIONAL
WELLBEING STRATEGIES
Studies have found that strengths use is positively related to workers’ wellbeing.46 And as we saw earlier
in this study, we found that workers who had the opportunity to do what they do best each day were
significantly more likely to report that they were consistently thriving or living well despite struggles,
suggesting that strengths usage may positively impact people’s levels of wellbeing and resilience.
Professor Martin Seligman has proposed that such wellbeing arises from the presence of five constructs:
•

Positive emotions: experiencing positive feelings such as joy, calmness and happiness.

•

Engagement: being interested and involved in life.

•

Relationships: feeling loved, valued, and connected with other people.

•

Meaning: having a sense of direction, feeling that our lives are valuable and worthwhile, and
connecting to something bigger than ourselves.

•

Accomplishment: the belief and ability to do things that matter most to us, achieving goals, and
having a sense of mastery.47

We (and many other researchers, including the World Health Organization48) believe that physical health is
also a key part of wellbeing. So, we find it helpful to add H for health to this model, making it “PERMAH.”
Seligman has suggested flourishing arises as people cultivate each of these pillars of wellbeing. Our data
supported this, with workers who rated themselves higher on any of the PERMAH variables more likely to
be consistently thriving or living well despite struggles, and less likely to be not feeling bad but just getting
by or really struggling.
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STATE OF WELLBEING: AVERAGE INDIVIDUAL PERMAH VARIABLES
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Seligman has also suggested that the cultivation and use of strengths is crucial to supporting and building these
wellbeing pillars.49
Our data supports this suggestion, with workers who had regular opportunities to use their strengths at work
each day significantly more likely to have higher levels of positive emotion, engagement, relationships, meaning,
and health.
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IMPACT OF STRENGTHS USAGE ON AVERAGE INDIVIDUAL PERMAH VARIABLES
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Just to be clear though; when it comes to wellbeing in workplaces, the goal should not be for anyone to
consistently report a perfect wellbeing score across the six pillars. For a start, wellbeing looks different for each
of us (an introvert who scores 6 out of 10 for their relationships could be thriving, while an extrovert with the
same score could be struggling). And workers’ wellbeing scores ebb and flow based on what’s happening
around them and the choices they’re making.
Instead, we recommend your organization’s goal should be to build workers’ levels of confidence and motivation
to manage and improve their wellbeing over time. For example, our data found that workers who rated
themselves higher on their ability to manage their wellbeing and their motivation to improve their wellbeing were
more likely to be consistently thriving or living well despite struggles, and less likely to be not feeling bad but just
getting by or really struggling.
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STATE OF WELLBEING: AVERAGE CONFIDENCE & MOTIVATION
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Our data found that workers had significantly higher levels of confidence and motivation to maintain and improve
their wellbeing when they were able to name their top five strengths. Higher strengths use at work each day also
predicted workers’ ability to manage their wellbeing and their motivation to improve their wellbeing.
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IMPACT OF STRENGTHS USAGE ON WORKERS’ WELLBEING CONFIDENCE & MOTIVATION
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As organizations continue to invest in wellbeing strategies and support for workers, the identification of people’s
strengths and the provision of opportunities for them to do what they do best each day should be considered a
crucial component of efforts to improve and support worker wellbeing.
Is the identification and use of workers’ strengths each day part of your workplace wellbeing strategy?
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WHERE MIGHT YOU START?
Workers increasingly report the belief that activating their strengths will help them be more successful
at work. While the data from this study validates this belief, it also tells us that workers need the
support of their team, their leaders, and their organizations. The pathway to making your workplace
strength-based in nature depends upon the current state of your organization and your vision for
success.
Having helped hundreds of organizations around the world to walk this path, we find that it is best to:
•

Start by gaining as much executive-level buy-in and participation as you can for activating your
workers strengths. An organizational commitment to strengths requires the participation of as
many of your senior leaders as possible. Start small and grow - even one champion is better
than no champions.

•

In larger organizations, we find it best to pilot workers’ strength activation with one or two willing
leaders and their teams. Notice what works well and where they struggle, and build on this
learning as you introduce the concepts and practices more broadly. In smaller organizations, try
to include everyone in the process from the outset.

•

As you set the stage and build a common language and shared practices for activating
workers’ strengths each day, use the research in this report and other publications to accelerate
your understanding of your practices. But remember, even the best research on human
behavior only tells us what works for some of the people some of the time.
Rather than trying to tell-and-control workers’ participation and actions, try to invite-and-inquire
by asking strengths-focused questions about:
{{

What already works well when it comes to activating their strengths each day?

{{

What would they be most proud of achieving if they could do this more often
individually and collectively?

{{

How do they want to embed the strengths usage nexus of team psychological safety,
meaningful strengths conversations with leaders, and organizational commitment to
strengths activation?

{{

What are they willing to personally and collectively commit to doing to make this
a reality?
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For example, actions may include:
{{

Creating a common language for strengths.

{{

Selecting a strengths identification tool like the VIA Survey.

{{

Giving leaders the knowledge, tools, and support they need to have meaningful
strengths conversations with their workers.

{{

Encouraging teams to give each other more strengths feedback in ways that cultivate
psychological safety.

{{

Nurturing daily strengths practices by embedding a strengths focus into people
management policies and practices.

{

Reinforcing strengths practices as part of organizational wellbeing strategies.

For more on invite-and-inquire approaches to change check out The Change Lab
2019 Workplace Survey.
•

Share, celebrate, and savor quick wins by telling the stories of the leaders, teams, and workers
who are finding ways to do more of what they do best each day at work, to create a contagious
ripple of interest and commitment in activating strengths across your workplace.

•

Track and measure the long-term impact of your efforts and continue to build on what’s working
well, understand where you’re struggling, and make adjustments as needed. Use these insights to
fuel a sustained organizational commitment and conversation to helping workers do more of what
they do best each day in your workplace.

These recommendations require neither big budgets nor huge time investments. Rather, in most
cases, following some introductory training to build a better understanding of how to activate workers’
strengths, these practices can be integrated into your existing organizational rhythm and individual
habits. What they do require is consistent practice and a willingness to keep learning as you find new
and better ways to support the performance and wellbeing of people in your workplace.
After all, as Charles Schultz wisely said, “Life is like a ten speed bicycle, most of us have gears we’ve
never used.”
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