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Leading a Purpose 
Transformation at West Elm

Allison Hyers Arthur Woods

 



What comes to mind 
when you think of 
purpose??
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Why Purpose 
Mattered at  West Elm 
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The Science 
of Purpose 
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“Purpose is the reason we 
work beyond financial 

rewards and recognition.”
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Habenula

Ref: May-Britt & Edvard Moser

● Produces dopamine as 
chemical guardrails

● Activated with negative 
feedback/failure

● Influences decisions 
and actions

Neuroscience of 
Restriction and Failure



Pituitary Gland

Ref: May-Britt & Edvard Moser

● Produces oxytocin
● Facilitates trust and 

bonding 
● A sense of purpose 

stimulates oxytocin 

Neuroscience of 
Purpose and Trust



Impact
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Relationships

Growth

Measuring 
Meaning



ROI of Prioritizing Purpose
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37% ● 20% Longer Retention 
● 57% Higher Brand Ambassadors 
● 50% Stronger Leadership
● 30% Higher Performance

LinkedIn



Purpose-Oriented 
Employees Globally

37% 
APAC
 



1989
Analysis of 
purpose/mission 
statements for 
common non-issue 
specific dimensions. 

Analysis of 
application essays 
and exit data of 
professionals with 
Taproot Foundation 
pro bono program.

Purpose Profile 
Development, 
Testing and 
Iteration with 
more than 
100,000 
individuals

Secondary 
Research with 
Leading 
Workplace 
Researchers to 
Affirm 
Dimensions: 
WHO, HOW AND 
WHY.

Today

Takes Months, no 
way to scale or find 
commonality.

Takes 10 mins, 
Scaleable, can find 
commonality.

Assessing Purpose at 
the Individual Level

Today



Purpose

Talents

Personality

Behavior

High 
Observability

High
Importance
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Observing 
Purpose



Strengths
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PURPOSEPersonality

Working together and 
matching personality 
(behavioral strengths) to 
role

Utility, potential,
efficiency Shared values, personal 

connection to work, 
motivation, potential, tribe

SATISFACTION ENGAGEMENT FULFILLMENT

Evolution Of Workplace 
Assessments



Impact-Driven Values-Driven Craft-Driven
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What is my natural 
leadership style? 

Where should I 
volunteer and 

donate? 

How can I grow to 
realize my 
potential?

What type of 
work will be most 

fulfilling? 

What is my 
ideal team 

culture? 

How can I best 
collaborate with 

others?
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Your 
Purpose Type
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The Purpose 
Journey at West 
Elm 
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Investing in 
Train-the-Trainer

● Joined inaugural  
Certified Purpose 
Leaders Program

● Sent three leaders to 4 
day immersion and 
full year of coaching
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Purpose Talent 
Branding Impact

Relationships

Growth

● Branded retail jobs 
around “RIG”

● Rolling replacement 
of HQ job descriptions
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Purpose Hiring Coach
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● Takes less than two minutes to 
complete

● Gives you an immediate 
quantitative score of an 
applicant’s 
purpose-orientation

● Provides you a series of 
tailored follow-up interview 
questions to coach your hiring 
managers
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Hiring for 
Purpose

● Experimenting with 
interviewing on 
purpose to screen for 
purpose-driven hires



24© Imperative

Personal Purpose Profile
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• Purpose drivers
• Draft personal purpose statement
• Development competencies 

associated with mastering drivers
• Biases that show up based on 

drivers
• Authentic leadership style 
• Community engagement 

recommendations 
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Purpose Career 
Development

● Rolled out  Purpose 
Profile to all HQ 
employees

● Set up “job hacking” 
resources
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Developing Purpose-
Driven Teams

● Identify dominant drivers and 
impact of the team 

● Align team around shared purpose 
● Connect team purpose to goals 
● Help team members explore what 

drives purpose for their colleagues
● Analyze the team's capacity to be 

effective 
Determine what a team can do to 
break through to higher 
performance.
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Measuring 
Purpose

● Conducting annual 
Purpose Index

● Provides road map for 
where to focus 
attention in talent 
strategy
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Impact 
to Date

● Attraction of high 
quality candidates

● Innovation from 
employees

● Awareness across 
organization

● Development of 
leadership team



2
9
￼

© Imperative
29￼

Where we can  
Apply Purpose 



Where would purpose have 
the greatest impact in your 
organization?  
Eg: Talent Brand,  Hiring,  Career Dev, 
Leadership Dev, Employer Insights
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What’s  Ahead  for 
West Elm? 
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What’s Ahead for 
Imperative?  



33© Imperative

Purpose Profile for You
And Your Team
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• Purpose drivers
• Draft personal purpose statement
• Development competencies 

associated with mastering drivers
• Biases that show up based on 

drivers
• Authentic leadership style 
• Community engagement 

recommendations 
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• One-year train-the-trainer 
program for 2 leaders

• Serve a full pilot cohort of employees & 
their teams

• Gain expertise on science of purpose
• Partner with a dedicated success 

manager
• Join learning and support network
• Access to tools, assessments, playbooks



Thank you.

Arthur Woods
arthur@impertive.com


