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3 The team for teams

Teams, culture & change
How important is your team?
Peter Drucker is quoted as saying “culture eats strategy 
for breakfast” - this is another way of saying that despite 
your best intentions, how your team and organisation 
choose to behave, will determine how successful you are. 

Many culture and organisational change initiatives stall 
as a result of not paying enough attention to how people 
are feeling, and how they actually work.

Those change initiatives that are successful in the 
process of change, often forget about the need to 
rebuild and reform teams after the change.

Woven is an approach that starts with your people and 
works alongside them. 

It has been run with teams of various sizes and diversity, 
all of whom have experienced significant shifts in their 
culture, connectedness and their performance.

For any organisation seeking to inject energy, connection 
or innovation into their culture - the place to start is with 
the hearts and minds of your people - not by top-down 
directives.

For teams recovering from change or facing change, 
WOVEN re-connects you, rebuilds your team and helps 
you establish a new normal.

A PERSON CAN PERFORM ONLY FROM 
STRENGTH. ONE CANNOT BUILD 

PERFORMANCE ON WEAKNESS, LET 
ALONE ON SOMETHING ONE CANNOT 

DO AT ALL.
- PETER DRUCKER
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Organisational Change
For organisations seeking to make significant culture 
change, the best way to achieve this is by helping your 
people understand what’s needed, get them connected 
to each other, help them understand what their 
strengths are and encourage them to start using them.

Effective change happens when your people are 
engaged, understand what’s happening and feel 
supported. Building strong connections and trust in 
teams is one of the best ways to support your people. 

The positive organisation
There is a new type of organisation being talked about 
now, the “positive organisation” - one example is a 
project to cleanup a polluted area in the USA. 

Estimated to take 70-years and cost $36bn, by adopting 
a positive organisation approach the entire project was 
completed in less than 10 years and at a cost of only 
$7bn. Clearly the energy, commitment and results of 
focusing on what people can do, rather than what they 
cannot do pays off.

PEOPLE MAY FORGET WHAT YOU SAID — 
BUT THEY WILL NEVER FORGET HOW YOU 

MADE THEM FEEL.
- CARL W. BUEHNER
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Putting people at the heart of change
Most organisations are good at running technical 
change projects, and the change model known as 
ADKAR is one of the most well known globally.

However most change models, including ADKAR, 
neglect to address one of the most critical aspects - 
the recovery/reforming phase.

In emergency management, there is a model 
known as the 4Rs - which are Reduction, Readiness, 
Response and Recovery. 

The recovery option was added in the last couple 
of decades in recognition that for major crisis, it 
was not enough to just respond - the needs of the 
people were to regain a sense of balance and a ‘new 
normal’. 

This is what the fourth ‘R’ is all about.

Organisational change is the same - we need to 
recognise and address “recovery” in the same way 
that we invest in the process mechanics.

Why do we work?
Most of us spend a significant amount of time at 
work, working alongside others and in teams. This 
equates to roughly half of our available awake time 
during any given week. Given this high percentage 
of time spent on work, it would seem appropriate to 
want to get the best out of this time, yes?

The unfortunate reality is that for the majority 
of people, across the world, being at work is not 
something that they love, or that strengthens them,  
so we must ask the question what are we doing 
wrong?

Psychologists already know that we operate at 
our best when we’re fully engaged in a task, being 
stretched and doing something we love. They call 
this a flow-state (Csíkszentmihályi, 1990, 1997).

Despite knowing the positive effects of working to 
attain a flow-state, the modern workplaces seldom 
acknowledge this is an intrinsic human trait, and 
rarely is this aspect of our being designed-in to how 
we work. 

BUSINESS 
CASE FOR 
STRENGTHS
• Employee performance is on average 36% higher when 

managers focus on the strengths of their team (Corporate 
Leadership Council, 2005).

• Customer retention 44% higher in companies where staff 
play to their strengths  (Harter, 2002).

• Teams with managers who take a strengths-based 
approach are 86% more effective than teams which don’t 
(Gallup, 2002).

• Engagement improved by 33%, and sales were up by 
between 11-15% in one retail organisation (Gallup, 2002).

• A 10-20% difference in productivity and improved 
customer engagement (Gallup, 2002).

• Problem solving skills of the individual and team increase 
. (Fredrickson & Losada, 2005).

• A 6-9% increase in manufacturing productivity. (Gallup, 
2002).

• Better health and longevity. (Fredrickson, 1998).

• Improved academic performance (Peterson & Barrett, 
1987; Seligman, 1998).

• Better coping with life stressors (Nolen-Hoeksema, 2000).

• And from the Harvard Business Review (2016), strengths 
interventions reasult in:

• 10%-19% increase in sales, 
• 14%-29% increase in profit,
• 3%-7% increase in customer engagement, 
• 9%-15% increase in engaged employees,
• 6- to 16-point decrease in turnover (in low-turnover 

organizations),
• 26- to 72-point decrease in turnover (in high-turnover 

organizations),
• 22%-59% decrease in safety incidents.
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Few teams are really effective
A study by the Boston consulting group found that 
only 13% of 179 teams researched from Fortune 
1000 organisations could be termed highly effective 
(Robertson & Tippett, 2002).

Research has shown that team communication, 
cohesion and coordination are all correlated with team 
effectiveness, with high performing teams demonstrating 
higher percentages of these ‘effective behaviours’ than 
other teams (Brannick, Roach & Salas, 1993).

To a large extent, modern organisations are based on 
centuries old models, which took their design from the 
military, the church and correctional facilities (Daft, 2010). 

None of these designs acknowledge the human aspect 
of how we all like to work.

Why does this matter?
The strengths ‘movement’ as we currently know it started 
in the field of social work in the early 1900’s – and much 
later moved into psychology and mental health and is 
now referred to as “positive psychology”. 

The generally acknowledged grandfather of positive 
psychology is Professor Martin Seligman, together with 
his colleagues (Seligman & Csíkszentmihályi, 2000).

If we visit the thinking that underpins the strengths 
approach - strengths is at its heart, a philosophical 
approach to viewing the world and the challenges we 
face. At its simplest levels, a strengths-based approach 
asks “whats possible” rather than “what’s the problem”. 

It is a generative philosophy, not a reductionist or deficit 
based one.

As a contrast, look at the prevailing model in Western 
culture for tackling challenges which is the “problem 
solving” model. In this model we analyse what is wrong, 
devise a plan, and seek to fix the thing that is causing the 
problem. 

This approach has achieved much, yet simultaneously 
misses much –  it fails to tackle the ‘what might be’ , the 
potential of the situation and when people are involved, 
typically treats them as the ‘problem’. 

The approach adopted in the Woven programme is 
about applying well-grounded positive psychology 
approaches, strengths-based thinking and effective 
communication to help develop skills, and enable people 
in the workplace to be more of who they already are. 

The business benefits are well documented and clear.

A STUDY BY THE 
BOSTON CONSULTING 
GROUP FOUND THAT 
ONLY 13% OF 179 
TEAMS RESEARCHED 
FROM FORTUNE 1000 
ORGANISATIONS 
COULD BE TERMED 
HIGHLY EFFECTIVE.
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What is 

Woven is different. It is a tested, and proven way to 
develop your team that adopts a fundamentally different 
approach to the vast majority of conventional team-
development approaches.

The details of the approach are described in the book. 

It is a programme that puts the team in charge of their 
development, and offers a simple framework to work 
through using readily available tools and approaches. 
It encourages communication and establishes the 
conditions for trust to be developed within the team.

A key difference with this approach is that it takes 
account of the actual work that the team needs to 
get done, and incorporates this into the programme. 
You could say that it “weaves the team’s purpose and 
outcomes” into a developmental approach that helps lift 
team performance.

It runs over a 9-month time-frame with work to be done 
each month, ensuring the thinking and philosophy 
becomes embedded in the day-to-day work and 
approach of the team.

There are three different models of running Woven with 
your teams and in your organisation, with the approach 
being determined in discussion with the leader of the 
team, and ideally the team themselves.

ARE YOU READY TO 
EMBARK ON WEAVING 
YOUR TEAM STRENGTHS?
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Deploying WOVEN
Option 1: Run by you

Best described as ‘DIY’, this option starts with a workshop 
that launches you into the programme with initial 
coaching and support. Once this initial work is done, you 
are underway and work through the book, following the 
design laid out for you.

Option 2: Run for you

With this option, a certified WOVEN facilitator runs the 
programme for you, start to finish. There will be sections 
where the team, or the team leader need to do specific 
things, and these will all be explained and decribed to 
you in advance.

Option 3: Embedded facilitator

For organisations interested in having multiple teams 
progressing through the programme, one of our 
facilitators can become ‘embedded’ with you for the 
duration.

The embedded facilitator option is most suited for 
organisations who wish to run WOVEN with 5 or 10 
teams, and having 5 or more teams progressing at the 
same time create culture shifts, and inter-team lifts in 
engagement, communication and performance. 

The advantages of having an embedded facilitator 
are significant, as they can help with facilitating team 
meetings and discussions, and be a resource to tap into 
on any aspect of strengths-based practice. 

Where we have worked in this manner, the host 
organisation has gained in some unanticipated 
ways - such as discovering that the strengths-based 
approach and language starts ‘positively spilling’ into 
other areas such as performance conversations, one-
to-one manager-staff coaching discussions, internal 
communications and dealing with tough conversations.

The whole premise of the embedded approach is that 
there is an expert who can be considered as a core part 
of your staff, and their role is to help the organisation, 
and any team, work through the WOVEN approach and 
bring strengths-based, positive-psychology thinking into 
your everyday practice.

THE 4 MOST 
IMPORTANT FUTURE 
SKILLS — INSPIRING 
COMMITMENT, 
LEADING EMPLOYEES, 
STRATEGIC PLANNING, 
AND CHANGE 
MANAGEMENT — ARE 
AMONG THE WEAKEST 
COMPETENCIES FOR 
TODAY’S LEADERS.

CENTRE FOR CREATIVE LEADERSHIP, 2015
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Changing the language 
We change the culture by changing the nature of 
conversation. It’s about choosing conversations 
that have the power to create the future.  
                                                                        (Peter Block, 2008).

One of the key results from implementing WOVEN 
in your team, or in your organisation, is the shift in 
language that results - and the changes this sparks.

A strengths-based approach seeks to shift the dominant 
conversation from “what’s wrong” which is a common 
organisational narrative, and replaces this with “what’s 
going well”. At a personal level, it replaces “here’s an area 
you need to improve (a weakness)” with a story about 
“here’s an area that clearly energises you (a strength)”.

We know from extensive research that focusing on the 
strengths of an individual lifts engagement, improves 
performance and employee satisfaction, and wellbeing. 

Similarly, we know that focusing on weaknesses actively 
reduces engagement, reduces performance and 
creates an environment in which the indivdual can feel 
oppressed.

If something simple like reframing your approach to 
conversations can have such a big impact on your 
employee’s wellbeing and performance, it would seem 
obvious that we should all be doing this. Unfortunately, 
the dominant Western paradim is focused on weakness.

Teams that go through the WOVEN programme learn a 
new language. They learn about appreciative feedback, 
offering their strengths, dealing with tough conversations 
from a strengths-based perspective and stepping into 
discussing the ‘real news’. Team members have also 
found the approach has positive impacts in their home 
and familiy lives and parents comment that they talk with 
their children differently after their WOVEN programme.

GREAT LEADERS ARE NOT 
DEFINED BY THE ABSENCE OF 

WEAKNESS, BUT RATHER BY THE 
PRESENCE OF CLEAR STRENGTHS.

- ZENGER
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Feedback & Testimonials
• I appreciate Fiona introducing the strengths stuff. She is 

a great role model, enthusing, educating and building up 
direct reports to identify, recognise and develop their own 
strengths. She inspires people to change and develop 
new skills.   
 
- Manager B.

• Fiona is a pillar of strength, a great sounding board and I 
trust her implicitly with the support that she provides to 
me and also the ability to help me see “out of the fog”.  
 
- Manager A.

• It was wonderful to get together as a wider team and 
work on our strengths together. Thank you for creating 
the space to share and support each other. I thoroughly 
enjoyed the activities, the videos, and coming together 
to create a team vision as well as really getting clarity 
on our individual strengths. It was innovative. Practical. 
Inspirational. Dynamic. Thank you Fee.   
 
- T, Senior Advisor.

• I have been working with Fiona (for six months) to 
support building a higher performing team and break 
down the silos. Fiona has taken my team on a strength 
based journey. The journey has been interesting, 
energising, challenging for individuals and has resulted 
in significant positive changes across the entire team. 
As a result, the team cohesion has grown substantially 
and individuals work well together understanding each 
other’s strengths and abilities to support, help and 
advice. 
 
Fiona has been an outstanding facilitator allowing the 
team to grow together and influence the journey based 
on the team’s overall needs and existing and emerging 
relationships. 
 
I will certainly look at using Fiona’s services in the future. 
 
- C, Manager.

• I have been lucky enough to have had the pleasure of 
working with Fiona Hunter on a team strengthening 
journey. I found the whole exercise very illuminating and 
rewarding. During the journey, I had the opportunity to 
learn about my team members and discover what they 
enjoyed doing and what they were good at. This enabled 
me to adjust how I interacted with them and provided me 
with the opportunity to empower individuals in areas that 
they had strengths in. The whole experience resulted in 

a higher performing team who respected and identified 
how individuals could add value to our team objectives.

• Fiona directed the whole team in a very professional 
manner and provided a great deal of fun along the 
journey. I would highly recommend utilising Fiona 
to assist with developing and fostering a positive 
environment for your employees to thrive in. - E, Manager.

• After realising that my team was going through significant 
changes and challenges, and although each person had 
clear strengths, it was evident and concerning that the 
team was not benefiting and clearly under a lot of strain. 
When I read the synopsis of The Woven Programme , it 
jumped out as the right way to go and exactly addressed 
the areas we (as a team) were struggling with. 
 
I couldn’t recommend this programme enough, and 
Fiona’s wise and pragmatic approach to dealing with the 
multitude of challenges a team can face.  
 
- Managing Director, UK.

• Fiona did strengthening teams work with my leadership 
team this year. This programme enabled me to work 
with my team on how we want to operate and I got the 
opportunity to guide and shape in my own way how the 
team applied everyday leadership. Fiona’s approach was 
considered and enthusiastic and not confronting - with 
positive comments on her approach from the team. The 
team are now more familiar with each other, particularly 
each others’ strengths and we have a plan of action based 
on our team strengths for next year. - Senior manager, NZ

• We have really enjoyed working with Fiona, particularly 
her engaging personality, sense of humour, and push 
to get things done. It’s been fun participating in Fiona’s 
workshops and we have really valued her work to develop 
all our strengths as a team.  
 
-Senior Manager, NZ

• I have been working with Fiona to support building a 
higher performing team and break down the silos. Fiona 
has taken my team on a strength-based journey. The 
journey has been interesting, energising, challenging 
for individuals and has resulted in significant positive 
changes across the entire team. As a result, the team 
cohesion has grown substantially and individuals work 
well together understanding each other’s strengths and 
abilities to support, help and advice.  
 
- Manager, NZ
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The 
same old 
thinking

The 
same old 
results

About Fiona Campbell Hunter
CQSW, Dip. Soc. Wk, StrengthScope® Certified, Erikson Therapy® 

Certified

I am a bog standard* manager who has been working 
in teams and leading for many years, alongside others 
in highly collaborative environments. For me, this has 
been both a fascinating and rewarding journey.

As with everyone who manages, I have been a new 
manager, the one who knows nothing about how to run 
a team and learns from mentors and good managers.  

Drawing on my social-work experience plus over three 
decades of strengths-based practice I developed 
Woven, a robust, tested and flexible strengths-based 
team development programme that anyone can 
implement.

I don’t have an MBA or Ph.D. – I do however have 
a deep grounding in social-work, psychology, 
communication, dialogue, healthy self-esteem and 
some great management role-models to draw on plus 
experience in a very broad range of settings. 

Throughout all of this experience, my roots in strengths-
based practice have always help create positive results.

I’ve worked as a team member, as a leader and team 
manager, coached coaches, and helped organisations in 
the non-profit and community sector (my for-love work) 
as well as the private and public sector. 

I’ve provided supervision services for counsellors and 
also worked with crisis helplines. I love using strengths 
to build resilience, performance and connectedness in 
the teams I work with and alongside.

For more information please go to 

www.stravaig.co.nz

*  a colloquiolism from the UK meaning ‘normal’ or everyday.
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