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IKIGAI Purpose Assessment for CEOs and Leaders

How Culture, Career and Company Shape Personal and Organisational Values — and Purpose Beyond Them

Amelia Baillie, Imperial College London - Supervised by Professor Brueck

PART 1 — Individual & Organisational Values

Individual vs. Organisational Scores, by Dimension
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Key Findings

0 Where You Work Beats Who You Are

1%

Country of work shows the strongest link of any demographic tested: 35 of 40 individual traits and 25 of 40 organisational traits are significantly correlated with it — more than age (25/40), industry (22/40), leadership (27/40), or company size. The individual-side divide is clearest on Peacefulness, Creativity and Authority
— how safe and empowered someone feels shifts more with national context than with their career stage or rank. Even the five traits that show no country effect, including Materialism and Decisiveness, don’t vary by personal background either and appear to be constants, not context-dependent. Whatever “Ikigai

alignment” measures, it shaped more by where someone works than by who they are.

G The Risk Divide *

The largest effect size found in the entire project is Daring Attitude on the organisational side, driven by country
only (n2=0.094 — the strongest country effect of any of the 40 traits). France (4.33) and Malaysia (4.18) rate their
organisations as the most risk-tolerant, while Switzerland (3.08) and Hong Kong (3.05) rate theirs as the most
risk-averse. Two countries look at “does my company take risks?” and come to opposite answers just because of
where they’re based and how it changes their perception.

° It’'s Not How Much You Lead - It’'s Whether You Lead at All -

Leadership predicting Authority is the largest individual-level correlation in the dataset (p=0.37), the single
strongest relationship any career factor has with any trait. Rather than growing steadily with rank, the effect
appears in one sharp step. The jump from holding no leadership role to leading even a small team is far larger
than any later increase from leading a bigger team. Authority switches on as soon as you’re responsible for even
a single person, not in proportion to how many. Someone leading a team of three and someone leading a
division of three hundred are, on this trait, more alike than either of them is to someone with no direct reports.

G eemo raphics Change How You See Yourself, Not How You See
our

mployer ®

Leadership predicts 27 of 40 individual traits but is not significantly correlated with any organisational trait. Age
shows the same split as Leadership, predicting 25 of 40 individual traits but only 1 of 40 organisational traits.
These are two of the strongest predictors in the whole dataset on the individual side, and they both effectively
disappear once the question changes from “how do you see yourself” to “how do you see your company”.
Getting older or becoming a leader changes a lot about how people describe their own values but changes
almost nothing about how they rate their employer.

The Industries You’d Expect to Care Least About the
Environment... Care Most ﬂ

Oil, gas, chemical, and utilities workers report the highest personal environmental values of any industry — not
the lowest, despite public blame for environmental harm. There are a few possible explanations worth
considering: occupational exposure — people dealing directly with land and physical resources may be more
aware of their impact on them, not less; moral licensing — a criticised reputation pushes people to hold stronger
personal values that contradict it; or heavy ESG and compliance training genuinely shifting attitudes over time.
This dataset can’t say which explanation, or combination, is responsible.

° The Lowest-Rated Employers E

Public Services and Telecommunications are the lowest-rated employers in the dataset, with nearly all 40 traits
pulling the average down, not just one. Both sectors have a similar history of state ownership, monopoly
conditions and heavy regulation that continues after privatisation. Underfunding and process-heavy bureaucracy
would drag things like creativity, daring attitude and drive together, which fits with scores being low everywhere
rather than in one spot. People in these sectors often stay motivated by the mission itself, so the low scores
likely reflect bureaucracy and underfunding, not people who’ve stopped caring.
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0 The Switzerland Standout A

Switzerland is the highest-scoring country on Preserving Public Image (5.56) and it is also the lowest-scoring on
Daring Attitude. Although these traits are completely separate, they point to the same underlying reason. The
same cautious, reputation-conscious profile shows up twice in two unrelated traits, neither one causing the
other. You would think this is due to Switzerland’s strong reputation in finance, but the Swiss respondents here
are mostly retail and commerce, barely any banking. So, it is not an industry mix which is skewing the number, it
appears to be an actual national pattern.

Feel Stable “an"

° The 100-500 Employee Trap: Too Big to Feel Small, Too Smallto P

Performance Orientation rises steadily with company size , consistent with larger organisations having more
metric-driven cultures than smaller ones. However, Peacefulness, Daring Attitude, and Sense of Belonging don’t
follow the same trend. All three dip sharply in the 100-500 employee range, before recovering at larger sizes.
That employee number band sits in an awkward spot: companies have outgrown the informality and closeness
WHAT YOU CAN of small firms, but haven’t yet developed the structure, stability, or resources of larger organisations. Employees

BE PAID FOR therefore seem to feel the gap between having outgrown “everyone knows everyone” and not yet having the
systems needed to function at scale.

° Age & Work Experience Patterns z

Age and work experience are highly collinear (p=0.777), making it difficult to separate their individual effects.
Someone with more years in the workforce is, by definition, usually older, so the two become intertwined. Still, a
few trait patterns stand out. Peacefulness dips early in a career, plateaus in the middle years, then recovers
slightly at the most senior stage. This could reflect early-career stress giving way to greater stability, or senior
employees having more control over their schedule. Materialism, by contrast, declines steadily with age. This
trend fits a life-stage explanation as people earlier in their career may be more focused on building financial

security, while these priorities settle once the basics feel more secure.

| tested ordinal demographics (age, work experience, leadership, education, company size) against all 40 This project shows the Ikigai framework can do more than assess whether a leader’s purpose feels
traits using Spearman’s rank correlation, and nominal demographics (industry, country) using one-way meaningful — it can map measurable differences in how leadership qualities show up across

ANOVA with eta-squared as the effect size — restricting country comparisons to samples of 15+ to keep the demographic, cultural, and organisational lines. The clearest pattern: individuals consistently rate
estimates reliable. Because this meant running 40 tests per demographic, | applied a Benjamini-Hochberg themselves higher than they rate their organisation on the same traits, echoing a well-established

FDR correction to control for false positives. finding that “people tend to hold overly favourable views of their abilities in many social and intellectual

domains”: (Kruger & Dunning, 1999). The tool’s real value lies in surfacing exactly this kind of gap
between self-perception and organisational reality.

PART 2 — Adapting the Framework for a Younger Audience

The same four-dimension framework underlying Part 1 was reworked from a leadership assessment for CEOs and senior managers into a purpose-finding tool for young adults — removing all business, market, and organisational framing while keeping each dimension's psychological substance intact.

A
' [~ What Changed in the Adaptation

What You Love to Do What You Need to Succeed = Removed all business/market language (“customers,” “the market,” “financial performance”) and replaced it with
general life situations.
There's a real gap between being good at Can you read situations accurately, and speak up » Removed the organisational dimension entirely — no employer, no team, no “leading vs. following.”
something and actually loving it — real with the right confidence? Healthy ambition = Removed named leadership archetypes (Doer/Career, Idealist/Visionary, etc.) — no youth equivalent exists yet.
passion is an uncompromising standard. helps but taken too far and it crowds out = Recalibrated tone and reading level for voung adults buildi ind dent lif t still-f ing t
The clearest tell is that work you love friendships and ethics. The real question is are . . g young adufts buliding an in epen. en MR SIS ELAS
survives boredom and bad days, while IR - - \vay you're proud of, and who » Shortened each dimension from a full page to 250—-300 words for accessibility.
work you’ve only talked yourself into else benefits? As psychologist Jeffery Arnett * Preserved the actual psychological substance of each dimension unchanged — only the setting moved.
tends to evaporate the moment nobody’s notes, this “emerging adulthood” 2 stage offers
watching. more scope to explore life’s possibilities than any

other, s you define “winning” now shapes
ou carry forward.

S

Your moral compass, what can you do to Real expertise comes from practice,
make things better for others? Humility mistakes, and repetition — not just theory.

TR Sl - §harlng c_redlt, owning mistakes Taken too far, it becomes tunnel vision,
and genuinely caring about others. Taken

w

What the World Needs What You're Good At

too far, it becomes empty idealism. The missing the bigger picture. This is where
useful version stays small and specific, impostor syndrome tends to live, since —— = e A - B = . <SPS
helping whoever is actually in front of you. genuine skill and confidence rarely grow at s : s - =T - & Ty

the same rate. The people who keep
improving are the ones who continue to
ask what they got wrong.

Kyoto, Japan
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