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Thought Leadership

Personal purpose is what connects our most authentic, true inner selves

to the impact we have on the world around us.

Purpose is not an enduring characteristic, but
rather, the meaning we give to what we do—the
principles and standards that guide how we live
and the choices we make. Over time, this purpose
can and most likely will change, as priorities
evolve, you refine what matters to you most, and
your resources—those toolkits and assets you use
to pursue your purpose—shrink or expand.

The Korn Ferry Institute defines purpose as
existing at the intersection of three components:
personal values, mission, and resources. You are
purposeful when the three elements are in sync,
enabling you to act in ways that are intentional,
thoughtful, and deliberate. And when these parts
align, you create inner strength that gives rise to
hope, resilience, and intrinsic motivation.

We wanted to move from all-encompassing yet
elusive purpose statements to a concrete,
research-based definition that helps you define,
clarify, align, and above all, activate your purpose,
moving from concepts and ideas to actual
realizations. Based on this new definition and our
research, the Korn Ferry Institute developed a
new conceptual framework of purpose that
delineates these core elements as Values,
Missions, and Resources, as well as offers a robust
typology of different purposes. We have
discovered that existing within these components
are different types of interrelated missions and
values that impact engagement, both at work and
in life. With this understanding, we designed the
Korn Ferry Purpose Framework as a means for
people to uncover their own mission and values,

and connect these elements to their capabilities.
The framework is based on research of how
people describe their personal missions and how
they define important personal values.

By using the KF Purpose Framework, you can
define, activate, and connect with your purpose
SO you can bring your best self to work, and thus,
live a more fulfilling life.

After all, if you are clear on the purpose of your
work, you are better positioned to navigate and
achieve success in an uncertain world. You are
better able to manage complexity, tolerate
ambiguity, and given today’s crises, cope with
stress and rise above challenging times. Personal
purpose provides an anchor in a fast-changing
environment—a core principle to inform behavior
and choices.

And, as research shows, when you can pursue
your personal purpose, you are more engaged
with and committed to your work. You can be
deliberate over what you do and how you do it in
a way that expresses your values. You can
recognize your unique talents and use them for
greater influence. And when employees live your
purposes, the feeling of self-fulfillment endures.

Personal purpose is aspirational and inspirational.
But in order to become more purpose-driven, we
must first look within. This is where we find our
“why,” “what,” and “how”—those gifts that impact
the world.
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Methodology

We conducted in-depth field research, with a
sample of 1,212 persons, to understand what
people really mean by purpose and to what
extent their purpose is important and active in
their lives. For this examination, we collected
information on two of the core components of
personal purpose: mission and values.

In our exploratory study (N=333), survey
participants were asked to free-write their
personal missions, identify up to five important
values, and rate some survey items addressing
their purposefulness. About two-thirds of the
participants were women and the sample is fairly
distributed across ages. About 74% of
respondents have post-secondary degrees, 64.2%
were employed either full-time, and 49.6% have
leadership or management experience.

We then used qualitative analysis to group similar
responses into sets of common themes. The
exploratory study produced three outcomes:

m A purpose taxonomy that delineates eight
categories of personal missions.

m Two factors of purposefulness at work: clarity
and compatibility.

m 37 values people frequently considered
important.

In our confirmatory study, participants were
invited again to free-write their personal missions.
They were requested to indicate which of the
eight categories their personal missions fit with
best, and to rate how important each of the 37
values were to them. They also rated items of
purposefulness and responded to a standard
engagement survey. Complete responses were
collected from 879 participants. This time, gender
was distributed fairly equally among men and
women, and all participants described themselves
as fully employed. None were under the age of 20
and only 0.9% were older than 70. About 85.9%
had post-secondary education and 57.2% had
leadership or management experience.

We grouped values into clusters, using factor
analysis, and explored the relationships between
purposefulness, work engagement, and types of
personal mission and values. These empirical
relationships are reflected in the Korn Ferry
Purpose Framework, which we developed based
on literature review, reflection, a collective sample
of purpose statements, and common threads
discovered while researching personal purpose.

Introducing the
Korn Ferry Purpose Framework

Healthier. Happier. Wiser. More engaged. Research
suggests that, when you have strong values, a
strong mission, and a strong sense of purpose, not
only are you healthier and happier, but you can
make wiser decisions about your work.

Think of purpose as an active expression of the
deepest dimension within yourself. When you
uncover and live that purpose, you walk the
pathway to exceptional performance and greater
well-being. This is because purpose deepens your
impact while, at the same time, accelerating your
personal growth.

Having a clear view of your purpose can help you
make better choices and apply your talents more
effectively. With a purpose at work, you can
demonstrate the agility and proactivity you need
to manage ambiguity without becoming
opportunistic and reactionary.

But when asking people about your purpose, the
answers can be overwhelming; there are as many
different types of purposes as there are people. A
close examination of over 300 personal mission

Purpose in action:
Miracle on the Hudson

In January 2009, Captain Chesley B. “Sully”
Sullenberger lll, a pilot with US Airways,
safely landed his plane on New York City’s
Hudson River after a collision with a flock of
geese led to engine failure. His calm
leadership and decades of flying experience
allowed him to make quick decisions that
helped lead to a complete evacuation of US
Airways Flight 1549, with no fatalities.

In a 2018 op-ed published in the Washington
Post, Sullenberger discussed how his life
mission changed after that fateful flight,
writing, “After Flight 1549, | realized that
because of the sudden worldwide fame, | had
been given a greater voice. | knew | could not
walk away but had an obligation to use this
bully pulpit for good and as an advocate for
the safety of the traveling public. | feel that |
now have yet another mission, as a defender
of our democracy.”
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statements surfaced common themes, and from
this review, the KFI found that personal purpose
sits at the crossroads of the three core elements:

Values. Values are principles and rules that help
you weigh your options and make decisions. A
value is something that you believe to be
important and do not want to compromise, and
explains why you care about certain things. Life
consists of choices—many choices. When people
don’t know what’s important to them or what
they care about, they falter over important life
decisions, which can relate to low
accomplishment and poor well-being. Being
purposeful means you are deliberate about how
to live your life or carry out work in a way that
expresses your values.

Mission. Mission is the impact you want to have
on the world as a result of living your purpose. It's
the aim around which you structure your life and
invest your energies—in other words, the legacy
you want to leave behind. Mission identifies where
you want to be active; it's the intention behind
actions. Mission fuels energy and passion: people
derive a sense of meaningfulness when they live
your lives in line with a mission. Life can go in
many directions—your mission informs which
direction.

Resources. Resources are the tools you have that
contribute to your mission. Resources include the
skills, characteristics, capabilities, tools, and
assets you bring to what you do well—or can
learn to do well. Everyone possesses talent, either
natural or developed through experience, but
there are some things that each person does
particularly

Figure 1

well. Being purposeful means recognizing your
unique talents and skills, and using them for
greater impact.

Values, Mission, and Resources are the
components that shape the Korn Ferry Purpose
Framework. Leveraging research findings on
personal mission and values, the KFI developed
the framework to help you understand, convey,
and compare different purposes. Our research
suggests that people define their values and
missions along two basic dimensions embedded
in the KF Purpose Framework: what is the reason
for their existence and who primarily benefits
from their purpose.

m The reason of their existence: Consciously or
unconsciously, you seek to answer two
existential questions when you articulate or
activate your values and mission: “who am [?”
and “what do | do”. Thus, personal purpose is a
proxy for the meaning of life and what kind of
person you want to be. It also captures the
type of endeavor, role and impact you value
and want to have. In this dimension, some
personal purposes primarily focus on defining
someone’s identity. Others put the emphasis
on actions and outcomes.

m Who benefits from the purpose: You can also
define your purpose along a “self-focused”
versus an “others-focused” orientation. Self-
focused purposes reflect the desire to advance
and strengthen the self or personal interests.
This contrasts with others-focused purposes,
which transcend self-interest and reflect
broader, prosocial motives.

The three components of the Korn Ferry Purpose Framework.
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The KF Purpose Framework is a guide that
enables you to reflect on these dimensions, and
thus, uncover, clarify, and better understand your
personal purpose, both in life and in work. The
model helps you define, activate, and connect
with your purpose, and achieve the impact you
want to have on yourself, others, and the world.
As a result, you will be empowered to create
alignment within yourself and find alignment with
the values and purpose of your organization.

Values

Values can refer to end states of existence—that
is, goals that you would like to achieve or the
means to reaching your goals. Values serve as
guiding principles that help you make decisions
and determine the importance among alternative
choices. The Korn Ferry Institute identified a set of
37 personal values based on literature reviews and
original data; through factor analysis, we placed
these values into five empirical clusters: Greater
Good (e.g. community, environment, altruism),
Personal Well-being (e.g. happiness, love, well-
being), Getting Ahead (e.g. power, wealth,
achievement), Belonging (e.g. family, tradition,
hard work), and Self-Transformation (e.g.,
independence, authenticity, growth). As we
worked with these values, we discovered these
clusters could be understood as reflecting a more
active (doing) approach or a more reflective
(being) approach. What's more, they could be
understood as either being more focused on the
self or more focused on others; however, the Self-
Transformation cluster was placed at the center
because it includes aspects of both sides of these
dimensions. Analysis of the correlations between
clusters suggest that this arrangement is robust.

Our research found that the personal missions
you pursue tend to align with what you value: if
you value Greater Good, for example, you are
more likely to select Advocating and Benevolence
as your mission focus. You are concerned about
the community, environment, and world, therefore
you dedicate yourself to the well-being or success
of others.

This contrasts with those who prioritize values
around Personal Well-being. In this case, your
mission focus is more likely to center on
promoting quality of life, primarily your own.
Sensibly, if your mission focus is on Career, you
are likely to value Getting Ahead more than other
people do, whereas if your mission is Personal
Growth, you are likely to rate the Self-
Transformation values more highly.

Figure 2
The five values clusters as placed on the KF
Purpose Framework.
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Values shape your choice of Mission as values
provide guidelines for what is important. In turn,
the practice and successful pursuit of a mission
also informs and influences what you value.

Mission

Mission is the legacy you want to leave as a result
of living your purpose. We structure our lives
around, and invest our energies into, our purpose,
using it to help identify and guide the arenas
where we want to be active.

As part of our research, we asked participants to
define “what you want to focus on, what you want
to accomplish, what kind of impact you want to
generate, or who you want to become in a
particular area of your life.” From the answers, we
identified eight mission focuses:

m Advocating

m Benevolence

m Career

m Meaning of Life
m Personal Growth
m Family

m Quality of Life

m Basic Needs

© Korn Ferry 2021. All rights reserved.
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Figure 3
The eight mission focuses as placed on the
KF Purpose Framework.
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Some personal missions are self-focused. They
include Basic Needs, Quality of Life, Personal
Growth, and Career. Others, such as Advocating
and Benevolence, are clearly self-transcendent; it
appears you are more likely to have self-
transcendent than self-focused purposes.

In the KF Purpose Framework, Mission sits at the
center of your personal purpose. It influences, and
is influenced by, your Values. Mission also enables

Table 1

you to select among your existing and potential
personal resources that enable you to implement
your mission.

Resources

Two women want to help new, at-risk mothers.
One has a nursing degree and experience as a

counselor; the other is a public speaker with an
extensive civic and political network.

These two women have similar Missions and
similar Values, but they have unigue Resources—
that is, their varied talents, experiences, tools,
skills, traits, and drivers. Because of their
individualized toolkits, these two women will
execute their similar missions and values in
different ways. The first professional may use her
skills and degree to serve as a visiting nurse to
new mothers, providing guidance and support.
The second may use her experience and network
to increase public awareness about health
disparities and help raise funds to benefit new
mothers.

In essence, your Resources make a difference in
how you pursue your purpose. Resources include
the vital elements, cognitive capabilities,
networks, credentials, and qualifications that help
determine where and how you activate your
purpose. In the KF Purpose Framework, your
Mission directs and chooses among your
Resources, which in turn enable your Mission, and
indirectly influence your Values.

Description and distribution of eight mission focuses in the study.

Theme Description Example Distribution
Advocating Supporting or sponsoring a cause or issues Raising awareness of domestic violence 1%
Benevolence Serving or helping others Providing shelter to displaced employees 27%

Career Personal success and accomplishment Being able to achieve what | set out to 6%

Meaning of Life

Living a life that expresses certain values or beliefs | Treat people as | would want to be treated 17%

Personal Growth Growing and developing myself Overcoming my fears; mastering skills 8%

Family Being there for my family Being there with my family 17%
of Life Desired experience such as well-being and lifestyle | Travel the world 10%

3asic Needs The need for health, housing, money, etc. Staying healthy while aging 2%

Note. 2% answered “something else.”

© Korn Ferry 2021. All rights reserved.
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Figure 4
The elements of resources as placed on the
KF Purpose Framework
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Taking the journey through the
KF Purpose Framework

When engaging with the framework, you can
explore your personal purpose using the following
five steps:

Step 1: Reflect on Values

m Think about your values and what is most
important to you. Generally, place those values
on the framework’s compass of Values and
evaluate which areas tend to be valued most.
Reflect on what events, people, and groups
have led you to prioritize these values. If
needed, reorder these values in the process.
Although values and purpose may evolve over
time, they should also have some connection
to your lived experiences.

Step 2: Reflect on Mission

m Think about the impact you want to have on
the world around you—the legacy you might
leave. This impact does not have to be vast or
ostentatious; it can be based in how you go
about your everyday life. Use the framework’s
typology of Missions to consider what kind of
mission you have, and whether your values and

your mission line up in a way that makes sense.
They may or may not be in the same quadrants
in the framework, but it is important that your
mission and values have a connection that is
consistent.

Step 3: Reflect on Resources

m Think about what you have as your resources
and how they can help make your mission real.
Consider your credentials, personality,
experiences, skills, competencies, and how you
like to work. Then, determine which of these
can be used to advance your mission and how
you will leverage some of your resources for
your purpose.

Step 4: Write your full purpose statement

m Think about what you would include in your full
purpose statement. Ask yourself whether you
can make a full statement that includes the
impact you want to have, the values or reason
this impact is important, and some indication
of how you will go about living that purpose.

Step 5: Action planning

m Think about the actions you can take to
discover and activate your purpose. Plan for
immediate steps and long-term acts that move
you in that direction. What can you do today
or tomorrow? What about next week, next
month, or next year? Even small changes can
add to your sense of meaning and purpose.

Purpose in your pocket

How you find meaning in work is fundamental to
how you approach, enact, and experience your
work and workplace. Purpose, after all, is one of
the critical personal factors that contributes to
that sense of meaning and meaningfulness.

Still, even if everyone is on a lifelong journey to
find their purpose, only a few of us can clearly
articulate what that purpose is. Many of us either
don’t have a conscious purpose, or have one that
is too vague to be useful. In fact, our research
found that people who make vague statements
like “help people and the world” or “be a good
person” tend to score lower on engagement and
have less clarity on values. Therefore, in practice,
purpose is not activated and realized.

Or some of us may say we are purposeful because
we have established our career goals, earning a
certain amount of money by a certain time. But
goals are not purposes; goals are specific,

© Korn Ferry 2021. All rights reserved.
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concrete, and time-constrained. They don’t
provide lasting meaning, nor do they explain what
is unigue about each of us.

Purposes, instead, are those high-level aspirations
that represent ultimate ambitions and grand
missions. They give meaning to those short-term,
specific goals. Sometimes, you may do things for
a purpose you may not even realize yet.

This is because your purpose is there for you to
discover and activate. And at its core, the Korn
Ferry Purpose Framework is a journey of
discovery.

The Korn Ferry Purpose Framework gives you a
tool to uncover and define a clearer, more
consistent, and actionable purpose, one that
provides you with a better sense of direction,
steers your decisions, and makes life more
fulfilling and rewarding. Using the model as a
guide, you can better integrate the emotional and
intellectual facets of your purpose and explicitly
ground it into your deeper identity and values.

Think of the KF Purpose Framework as a pocket
guide to purpose. It is a simple, deep, and
structured handbook to self-wisdom, a live
compass to distinguish personal signals from
irrelevant noises, and an easy-to-understand yet
effective catalyst to reveal and galvanize action
through meaning.

But taking this journey will not only enable you to
refine and clarify your purpose. It can also help
you understand how that purpose fits with your
organization’s mission.

In the past, companies would often look for talent
who shared the same values as the organization,
and whose performance aligned with its business
objectives. But in this highly disruptive economy,
harmony and consistency have become less
important. Instead, when diverse values and

purposes are allowed to coexist in an
organization, new perspectives and ideas emerge
like spring water that constantly flows, fueling
strategic explorations.

The KF Purpose Framework can act as a guide to
identifying those overlapping points between
personal purpose and company mission, and
provide the tools to create stronger alignment.
After all, employees who can relate to an
organization’s values, even when the main
objectives may diverge, become more energized
in their work. And when employees are energized,
thus bringing their best selves to work, they can
optimize their contributions to the company.

© Korn Ferry 2021. All rights reserved.



(7 vomn reey

Authors

Guangrong Dai
Senior Director, Research, Korn Ferry Institute

Signe Spencer
Client Research Partner, Korn Ferry Institute

Jean-Marc Laouchez
President, Korn Ferry Institute

Contributors

Youstina Mekhaiel
Consultant, Korn Ferry Institute

Evelyn Orr
Senior Vice President, Chief Operating Officer,
Korn Ferry Institute

Annamarya Scaccia
Writer and Editor, Korn Ferry Institute

Resources

Allison, J. (2017). “Advancing Strategic
Communication Through Mission Statements:
Creation Of A Natural Language Taxonomy.”
Academy Of Strategic Management Journal,
16(3), 1-15.

Bardi, A, Lee, J. A, Hofman-Towfigh, N., & Soutar,
G. (2009). "The Structure Of Intraindividual Value
Change.” Journal Of Personality And Social
Psychology, 97(5), 913-9209.

Boyle, P. A., Barnes, L. L., Buchman, A. S., &
Bennett, D. A. (2009). “Purpose In Life Is
Associated With Mortality Among Community-
Dwelling Older Persons.” Psychosomatic Medicine,
71(5), 574-579.

Boyle, P. A, Buchman, A. S, Barnes, L. L, &
Bennett, D. A. (2010). “Effect of A Purpose In Life
on Risk of Incident Alzheimer Disease And Mild
Cognitive Impairment In Community-Dwelling
Older Persons.” Archives Of General Psychiatry,
67(3), 304-310.

Cable, D. M., Gino, F., & Staats, B. R. (2013).
“Breaking Them In Or Eliciting Their Best?
Reframing Socialization Around Newcomers’
Authentic Self-Expression.” Administrative Science
Quarterly, 58(1), 1-36.

Cameron, K. S,, & Quinn, R. E. (1999). Diagnosing
And Changing Organizational Culture. Reading, MA:
Addison-Wesley.

Cashman, K. (2017). Leadership from the Inside Out:
Becoming a Leader for Life (3rd Ed.). Oakland, CA:
Berrett-Koehler Publishers, Inc.

Cohen, R, Bavishi, C., & Rozanski, A. (2016).
“Purpose In Life and Its Relationships to All-Cause
Mortality And Cardiovascular Events: A Meta-
Analysis.” Psychosomatic Medicine, 78(2), 122-33.

Cook-Greuter, S. R. (2000). “Mature Ego
Development: A Gateway To Ego Transcendence?”
Journal Of Adult Development, 7(4), 227-240.

Craig, N, & Snook, S. (2014). “From Purpose to
Impact: Figure Out Your Passion and Put it to
Work.” Harvard Business Review, 92(5), 104-111.

Dinos, E., Feldman, J., & Lash, R. (2016). People on
a Mission. Los Angeles, CA: Korn Ferry Institute.

© Korn Ferry 2021. All rights reserved.



(7 vomn reey

Ellsworth, R. (2002). Leading With Purpose: The New
Corporate Realities. Stanford, CA: Stanford
University Press.

Erikson, E. H. (1982). The Life Cycle Completed. New
York, NY: Norton.

Frankl, V. E. (2006). Man's Search For Meaning.
Boston, MA: Beacon Press.

Hill, P. L, & Turiano, N. A. (2014). “Purpose in Life
as a Predictor Of Mortality Across Adulthood.”
Psychological Science, 25(7),1482-1486.

Howard, L. W. (1998). “Validating the Competing
Values Model as a Representation of
Organizational Cultures.” International Journal Of
Organizational Analysis, 6(3), 231-250.

Hurst, A., & Tavis, A.(2015). 2015 Workforce
Purpose Index. https:/Cdn.Imperative.Com/Media/
Public/Purpose_Index_2015

Kahn, W. A. (1990). “Psychological Conditions of
Personal Engagement and Disengagement at
Work.” Academy Of Management Journal, 33(4),
692-724.

Kegan, R. (1982). The Evolving Self: Problem and
Process in Human Development. Cambridge, MA:
Harvard University Press.

Kwan, P, & Walker, A. (2004). “Validating the
Competing Values Model as a Representation of
Organizational Culture Through Inter-Institutional
Comparisons.” International Journal Of
Organizational Analysis, 12(1), 21-37.

Lips-Wiersma, M., & Morris, L. (2009).
“Discriminating Between ‘Meaningful Work’ and
the ‘Management Of Meaning’.” Journal Of Business
Ethics, 88(3), 491-511.

Maslow, A. H. (1943). “A Theory of Human
Motivation.” Psychological Review, 50(4), 370-396.

Maslow, A. H. (1971). The Farther Reaches of Human
Nature. New York, NY: Penguin.

Piaget, J. (1965). The Moral Judgment of the Child.
New York, NY: Free Press.

Ryan, R. M., & Deci, E. L. (2000). “Self-
Determination Theory and the Facilitation Of
Intrinsic Motivation, Social Development, and
Well-Being.” American Psychologist, 55(1), 68-78.

Schwartz, S. H., et. al. (2012). "Refining the Theory
of Basic Individual Values.” Journal Of Personality
And Social Psychology, 103(4), 663-688.

Ulrich, D., & Ulrich, W. (2010). The Why of Work: How
Great Leaders Build Abundant Organizations That Win.
New York, NY: McGraw Hill.

Winkler, S., Koénig, C. J., & Kleinmann, M. (2012).
“New Insights Into an Old Debate: Investigating
the Temporal Sequence of Commitment and
Performance at the Business Unit Level.” Journal
Of Occupational And Organizational Psychology,
85(3), 503-522.

About Korn Ferry

Korn Ferry is a global organizational consulting
firm. We work with our clients to design optimal
organization structures, roles, and responsibilities.
We help them hire the right people and advise
them on how to reward and motivate their
workforce while developing professionals as they
navigate and advance their careers.

© Korn Ferry 2021. All rights reserved.



