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How to Implement this Information 
Use these Book Resources to reinforce and apply the ideas and

frameworks detailed in depth in Employalty. 
We suggest that you follow these steps for implementation: 

Read the Book You can approach this in one of two ways: 
1) Take it chapter by chapter and implement as you go, or 
2) read it in its entirety and implement it afterward. The better you
understand the dimensions of Employalty (and the factors that
make up each dimension), the better you can affect change in your
organization.

Assess Your Situation Now that you know the three dimensions
(and factors) of Employalty, take a deep look at your organization,
department, or team using the suggested tactics outlined in
chapter 14. What are you doing well to create a destination
workplace? What are the areas which need the most improvement?
In what areas do you have the most or least amount of influence? 

Set Expectations and Goals Creating change in your organization
will not be an easy or quick undertaking. Now that you know where
you need to focus your efforts, set realistic expectations about
what change looks like for your organization or team. Write your
expectations and goals down and put them somewhere you can
see them regularly. 

This practice helps to clarify exactly what you want to
achieve, which helps guide your daily actions toward goal
achievement. Goals written down are more powerful
than goals kept in your mind. Then define how you will
measure progress. Remember, what gets measured gets
improved. 
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1 2 3 4 5 6 7 8 9 10Dimensions of Work

Dimensions of Employalty Survey

I receive generous
compensation and benefits



I have a manageable workload 



I have flexibility around when,

where, and how I work



I feel a strong sense of
purpose in the work I do



I get to use my strengths and

talents frequently in my job 



I feel a sense of belonging on
my team and in my company



My boss coaches me regularly 



I have a boss I can trust and

who trusts me



My boss cares about me and
frequently acts in my best

interests



On a scale from 1 to 10, with 1 being strongly disagree and 
10 being strongly agree, please rate the degree to which

you experience the following in your work:

https://fsymbols.com/copyright/


Joe Mull © 2023

BOOK RESOURCES

Employalty Scorecard

*Commitment

*

There are three primary factors, comprised of nine dimensions,
which work together to create a "Destination Workplace". 
When they are each consistently present in the employee

experience, commitment appears. That commitment, in turn and
across a team, produces a multitude of desired business results,

including retention, reputation, and revenue. 
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Great Boss

Ideal Job Meaningful 
Work

_____ Coaching
_____ Trust
_____ Advocacy

_____ Compensation
_____ Workload
_____ Flexibility

_____ Purpose
_____ Strengths
_____ Belonging

Use this model to take inventory of which factors are
present and missing from each job dimension. 

Put a      if the factor is present and an      if it is missing.

Employalty Scorecard Template

Name: ............................................................................................... 

Department or Team: ................................................................

Role or Position: ...........................................................................

BOOK RESOURCES
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Start by visiting the MIT Living Wage Calculator:
https://livingwage.mit.edu

Click on the state and county for the job you are researching

Use the charts on the website to see the living wage for
different household configurations. 

Answer the questions on the following page to complete the
activity

A living wage is an economic calculation of what someone must
earn to avoid a substandard of living. This number varies

geographically and is also influenced by the number of persons in
a household. When a worker earns less than the living wage, 

there is a much greater chance that the household will struggle to
access adequate food, clothing, shelter, transportation, childcare,

healthcare, medicine, and more. 

To see if you are offering a living wage for each of your positions,
follow the steps below: 

Note: The living wage shown is the hourly rate that an individual in
a household must earn to support his or herself and their family.
The assumption is the sole provider is working full-time. The tool
provides information for individuals, and households with one or
two working adults and zero to three children. The state minimum
wage is the same for all individuals, regardless of how many
dependents they may have. 




Living Wage Worksheet

BOOK RESOURCES
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List the people and/or positions in your organization who are
currently earning less than a living wage:
...............................................................................................................
...............................................................................................................
...............................................................................................................

Calculate what percentage of your employees might be earning
less than a living wage (no. of employees below living wage divided
by total no. of employees): 
...............................................................................................................

What steps will you take to begin advocating for a recalibration 
of wages in your organization that uses the living wage as a
benchmark and/or best practice?
...............................................................................................................
...............................................................................................................
...............................................................................................................

Are there specific roles or position groups towards which you
should target your efforts?
...............................................................................................................
...............................................................................................................
...............................................................................................................

Who else needs to be invited to this discussion?
...............................................................................................................
...............................................................................................................

Living Wage Worksheet (cont.)

BOOK RESOURCES
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Defining Your Purpose Activity

How do you think the customer was feeling before you did that? What emotions were they
experiencing? 
What kind of impact do you think your effort had on the customer later, after they got home?  
How did your effort impact their family? Their schedules? Their lives? 

What emotions might they experience before, during, or after contact with us? 
What inconveniences or difficulties does our work prevent or overcome for our customers? 
Ask for examples of ways those in need of our services experience suffering (before receiving
them) or experience joy or relief (after services are rendered).  

Time needed: 30 minutes at two separate meetings, one to two weeks apart 
Materials: Flip chart or dry-erase board to capture ideas, markers, notebook paper, and a pen. 

FIRST MEETING 

Introduction: Explain to your team that every day they make profound differences in the lives of
others, yet the demands of the workplace often “keep us from talking about them as often as we
should.” Tell them that today is about “having a conversation that helps us get better at doing that.”  

To begin: Ask attendees to describe something that they did in the last 30 days that made a
difference in the lives of one of your customers. Leave time and space for attendees to process the
question and come up with answers. Silence is ok. If you’re struggling to get a dialogue going, ask
attendees to share something they observed other members of the team do that made a difference
in the lives of a customer.  

Discuss: As participants share their examples, ask probing questions to uncover the broader impact
their efforts had. Some example questions may include: 

On the flip chart capture the words or ideas that stand out among the stories and answers shared
by the group. Reach for the language that most colorfully describes difference-making.  

Spark more discussion: As answers become less frequent, ask this question: What is it like to be
someone in need of our services? Here again, leave room for attendees to reflect and answer.
Consider additional probing questions to draw out responses: 

Again, use the flip chart throughout this discussion to capture the words or ideas that most colorfully
describe difference-making.  

Explore ideas for your CAUSE: After exploring these ideas, pivot to a big-picture discussion about
your team’s CAUSE. Ask the team: “Take a look at all those ideas and impacts on the flip chart there.
If you had to synthesize that into one single phrase that describes the difference we make in the
lives of others, what would it be?” 
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Defining Your Purpose Activity

Encourage them to stay away from jargon or generalities 
Nudge them away from your mission statement (which tends to be generic corporate-speak) and
marketing slogans (which often prioritize being clever over being clear.) 

Which one did you have the biggest emotional reaction to?  
Which one makes you feel proud of your work here? 
Which one reminds you of the specific stories we told at our last meeting about the difference
our work makes in the lives of others? 

Record all ideas and suggestions on notebook paper. This is not the time to accept or reject ideas,
simply capture everything that is generated in the discussion. To spark a better dialogue, you may
need to:

Share some examples: We make dreams come true (fertility clinic), I cure cancer (oncologist’s
office), we help women feel confident and beautiful (hair salon). 

Wrap-up the meeting: Ask your group to keep thinking about this and to come back to you if they
are struck by any powerful, succinct ideas. Tell them you are going to take all the ideas shared and
discussed and whittle them down to a set of choices for further examination. Tell them that your
ultimate goal is to come up with a single phrase that captures, in a way that resonates for everyone
on the team, the difference your work makes in the lives of others. Then adjourn the meeting. 

SECOND MEETING 

Hold a follow-up meeting 1-2 weeks later:  In advance of the meeting, work to identify a handful 
(3 is about right) of succinct, simple, powerful CAUSE phrases that you can present to your team. You
may want to test some of them out on others in your network before bringing them to this meeting,
to ultimately identify the 2 or 3 that have the biggest impact.  

Present 3 choices and make a team choice: Share 3 CAUSE statements with your team and ask
them for their first blush reactions. Use these additional questions to draw out more sophisticated
responses: 

Decide and plan: Continue discussing until you get a sense that a front-runner is emerging, then
offer to take a vote. If a consensus is reached (that doesn’t mean everyone agrees, but accepts the
result), begin exploring ways to champion your CAUSE.  

Ask team members for ideas on how to champion that CAUSE in the months ahead. Specifically ask
them for ideas on where to post it, how to celebrate, and how to keep it top of mind as a motivator
and as a way to keep perspective on tough days. Consider establishing a committee that will work to
champion your CAUSE on-site. 

Facilitation tip: It may be helpful to invite other key stakeholders or decision-makers so they buy
into the CAUSE concept that you will ultimately campaign for in the workplace. It would likely be in
your best interest to gently encourage them to let the team drive the discussion and bring ideas
forward.  
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Stay Interview Template 
Stop wasting your time with exit interviews. Instead, use the questions

below to periodically explore current employees’ fulfillment level at work,
what would cause them to leave, and what keeps them coming back.

Such a dialogue is a critical component of fostering commitment. 



1. What do you like about your job? 

2. What do you dislike about your job? 

3. When do you feel the most useful or fulfilled? 

4. When do you feel the most energized at work? 

5. If you could change one thing about your job, what would it be (and why)? 

6. What is one small thing we could change around here that would make
your life or job easier? 

7. Is there a big thing we could change around here that would improve your
life or job?
 
8. What do you need from me or us as a company in the next 6 to 12 months? 

9. If you left your current role to join another organization, what would be the
reasons?
 
10. What would be the one thing that, if it changed in your current role, would
make you consider moving on? 

11. What is something new you would like to learn this year? 

BOOK RESOURCES
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Sample Camaraderie Questions

What is the longest you've gone without sleep and why? 

Name a special occasion you celebrate that most others don’t

Name someone in your life who makes you feel confident
every time you interact with them.

What are your top 3 most used emojis? 

What’s something new you would like to learn to do in 2023? 

Tell us about something unique that’s on your ‘bucket list.’

What is something that makes your job challenging that most
people never see?

What is one piece of advice you’re glad you took? What is one
piece of advice you’re glad you ignored?

What is something you said you’d never try, but eventually did,
and now enjoy?

What is something that made you laugh out loud recently?

What did your parents do for a living? How did that influence
who you are today?

What is something you believe but can’t prove?

Bosses build camaraderie in teams by making it easier 
for people to find things in common with each other. 

Use these questions or come up with your own!

BOOK RESOURCES
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Boss Better Now Podcast
Check out these Boss Better Now podcast episodes that

highlight Employalty concepts and strategies. 
You can find all episodes at BossBetterNowPodcast.com,

iTunes, Spotify, or Audible. 

Episode 33:  The Myth of Lazy + Plan for the Unplanned

Episode 35: Flexibility is the New Raise + How to Get Employees to Share

Episode 44: The Great Resignation + Stop Bad Burnout Advice

Episode 52: How Bosses Drive Better Work/Life Balance for Employees w           
                      Maura Thomas

Episode 59: Be the Upgrade + The Power of Showing Up

Episode 60: What Do You Believe About Employees + Trust and Failure

Episode 66: More Humanity + When People Respond Unexpectedly

Episode 68: Re-humanizing the Workplace + There is No Staffing Shortage

Episode 78: The Great Regret + Stop Making Jokes About Firing People

Episode 97: Why Engagement is Declining + Our Adapt-or-Die Moment

Episode 101: Why Employees are Leaving + Helping Staff with Urgent vs  
                         Non-Urgent

Episode 102: What Kills Employee Morale and Retention + Stop Being So 
                         Hard on Yourself

BOOK RESOURCES
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Additional JMA Resources

BossBetter Email
Our weekly BossBetter emails contain original videos
and messages from Joe, subscriber-only access to Joe’s
programs and events, notes of encouragement,
breaking news, and more. These emails are like
continuing education for leaders like you who strive daily
to BossBetter. Click here to subscribe.

BossBetter Now Podcast
Boss Better Now is a fun weekly show for smart leaders
who care deeply about being a great boss, but don’t
always know how. Click here to visit the podcast website,
stream episodes, review show notes, and learn more
about where you can listen.

BossBetter YouTube Channel
Want to learn how to nurture effort and cultivate
commitment? Want to learn how to combat apathy and
supercharge performance? Want to laugh, learn, and
BossBetter? The videos, tutorials, conversations, and
resources on this channel are all free. Subscribe now
to make sure you don’t miss a single video.

Stay up to date with Joe's content by following and
subscribing to the BossBetter email newsletter, podcast,

and YouTube channel.

BOOK RESOURCES
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Bulk Orders

Are you interested in using Employalty as an
educational resource across your organization?

Discounts are available for bulk purchases. 



For additional impact, we’ve created the Employalty
Book Club Kit that includes a welcome video, a
chapter-by-chapter discussion guide, and an

implementation checklist to enhance the learning
power of the book. The Book Club Kit is provided for

free to any organization that places a bulk order.

BOOK RESOURCES

Scan or click here 
for bulk orders. 
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