
1.PURPOSE
I feel aligned to the 
purpose and goals of 
this organisation.

Not aligned to purpose.

Just turning up, hoping not 
to get fired.

Some alignment to purpose.

Understands goals but 
doesn’t wholly agree with 
them or find them personally 
compelling. 

Understands purpose and goals, which 
resonate strongly and are aligned to 
personal growth.

Aligned to purpose and goals and lives them 
out in unusual and motivating ways, creat-
ing new opportunities. A potential leader.

2. VALUES
I trust this organisation 
to behave in ways that 
are true to its values.

Sees values as a plaque on 
the wall at best.

No understanding of values 
or what is valued.

Lack of overall trust.

Believes values are evident 
beyond the plaque.

Lack of match of the company 
values to personal values.

Questionable level of trust.

Feels values are evident and explicit, 
resonating on a personal level.

Trusts the organisation.

Believes values are clear, engaging and alive 
throughout the business.

Lives the values through daily practices and 
discussion.

Feels trusted to do their job in the way they 
think is best. 

3. BEHAVIOURS
This is a psychologically 
safe place to work.

Sees conflict as a normal 
feature of the workplace.

Believes addressing conflict 
is disregarded or depriori-
tised.

“I cannot voice my concerns 
without fear of reprisal.”

Believes challenging the norm 
is not welcome.

Feels conflict is sporadically / 
inconsistently addressed.

“I occasionally have the oppor-
tunity to have my voice heard.”

Feels raising concerns is welcomed and 
made safe.

Believes feedback is embraced, whether 
constructive or otherwise.

“I am actively invited to share my opinion.”

Thinks regular attention is given to how 
behaviour shapes the mood and culture of 
the business.

Feels the culture enables conflict to be 
addressed in a positive way.

“Voicing my perspective is encouraged, cele-
brated and acted upon. I can see my impact 
on the business direction.” 

4. CULTURE
I feel valued in my role.

Thinks organisation has 
a high staff turnover with 
many negative leavers. 

Believes management writes 
off leavers as soon as they 
have resigned.

Considers staff turnover is 
badly managed.

Experiences a lack of 
communication about 
leavers before they leave, 
which creates all-round 
awkwardness. 

Believes staff turnover is low.

Considers leavers to be mainly positive, 
with professional relationships maintained.

Believes most leavers are positive and going 
on to a completely different role or career 
path. 

Considers leavers to be strong alumni for 
future growth.

5. RETENTION
I know what is expected 
of me.

Believes objectives are 
unclear and lacks an 
evolving job description 
(beyond role applied for).

Has some sense of what’s 
expected individually but has 
no clear idea of how this fits 
into the bigger picture.

Knows what they’re doing, but 
not why they are doing it. 

Has clarity on what is expected in their role.

Feels in control of their own career.

Has the expectation and appetite to go 
beyond their core job role.

Shares the company’s strategic expectations 
and is aligned to personal impact.

Feels free to develop opportunities for new 
roles. 

Enjoys an abundance of career paths.

6. DEVELOPMENT
I have received the 
right training to do 
my job well.

Considers there is no time 
or budget for training needs, 
or that the budget is the first 
thing to go when times get 
tough.

Believes training is focused 
on job skills in preference 
to cultural or personal 
development.

Considers the training remit expansive 
(culture, skills, management, personal) and 
continuous, on the job, as well as specific 
courses.

Has personal freedom and control of 
own training, alongside on-the-job and 
specific activities to broaden horizons, both 
personally and professionally.

not engaged partially engaged engaged superengaged



7. BALANCE
This organisation is 
committed to supporting 
my work-life balance.

Believes the balance is not 
evident 

Feels obliged to work 
additional hours to those 
contracted.

Knows time out can be ar-
ranged in advance, but often 
at the expense of holiday or 
by making up time, despite 
over-delivering on contracted 
hours.

Unable to disconnect enough 
to take more than a short pe-
riod of time off, or constantly 
checking whilst away.

Feels trusted to do what is needed within 
working hours.

Is able to take advantage of a variety of 
different working patterns.

Takes and enjoys holidays.

Is eligible for sabbaticals at certain points 
in time.

Enjoys the flexibility to bring life and work 
into harmony. Is supported by the right kit, 
the right access to different places to work 
and the right focus on outcomes not hours 
at a desk. 

Is able to plan in and take holidays and 
sabbaticals, in the knowledge that time out 
is considered as important as time working.

Returns from time away with new energy 
and new ideas.

8. PERFORMANCE
I feel suitably challenged 
in my role.

Subject to a hierarchical, 
annual, top-down appraisal, 
focusing on the past.

Often exposed to (surprise) 
negative feedback, stored up 
for the annual event.

Works towards individual 
objectives with little idea of 
how this ties into the bigger 
picture.

Given isolated goals, not 
integrated goals.

Understands the point of their role and 
how it fits into the overall organisation.

Given regular and connected feedback to 
enable better performance.

Benefits from a focus on organisation and 
team, as well as on individuals.

Has regular 121s and quarterly appraisal/ 
progression  conversations, focusing on the 
future.

Given peer-based feedback in person (not 
second hand).

Has developed a coaching mind-set.

9. TRANSPARENCY
Leaders are open 
and honest in their 
communications.

Feels there is no 
transparency.

Believes that profit 
supersedes people, and that 
information relating to it, 
and decisions made because 
of it, are not shared beyond 
the shareholders. 

Is aware of, but not included 
in, top-down, behind closed 
doors conversations.

Feels decisions are only 
shared once made. 

(Fear based)

Exposed to non-sensitive 
information, but is aware of 
a strict commercial line being 
drawn, with much of the in-
formation considered beyond 
their pay grade.

(Parental)

Shares in the good stuff.

Benefits from a culture which celebrates 
when appropriate but doesn’t share bad 
news, for fear of stressing people out.

(Protective)

Enjoys complete transparency in terms 
of strategic goals, KPIs, commercials and 
decision making.

Has ready access to information, including 
commercial position. 

Knows everyone is aware of important 
issues, and is collectively part of bringing 
ideas and action into being.

Benefits from uncompromising honesty.

(Brave)

10. PROGRESSION
I have the opportunity 
to progress in this 
organisation.

Sees no route for progres-
sion, or doesn’t understand 
how to progress.

Feels stuck or just a number.

Finds it hard to engage 
across the business, as it’s 
not clear who people are, let 
alone what they do.

No idea if role is critical to the 
mission of the organisation.

Sees others in this role move 
forward but doesn’t know 
how to do the same. No clear 
plan.

Understands clearly how to progress in the 
organisation.

Has a plan with milestone achievements 
and regular updates to keep on track.

Focused.

Fully understands progression goals and 
how to reach them – and has the tools at 
their disposal.

Feels they are in the driving seat.

Believes everyone is valued.

Benefits from regular time earmarked for 
collective reflection and public celebration 
of achievements and progression.

not engaged partially engaged engaged superengaged



not engaged partially engaged engaged superengaged

1.PURPOSE

I feel aligned to the purpose and goals of this organisation.

2. VALUES

I trust this organisation to behave in ways that are true to its values.

3. BEHAVIOURS

This is a psychologically safe place to work.

4.CULTURE

I feel valued in my role.

5.RETENTION

I know what is expected of me.

6.DEVELOPMENT

I have received the right training to do my job well.

7.BALANCE

This organisation is committed to supporting my work-life balance.

8.PERFORMANCE

I feel suitably challenged in my role.

9.TRANSPARENCY

Leaders are open and honest in their communications.

10. PROGRESSION

I have the opportunity to progress in this organisation.
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