
 

Creating a shared understanding – Workshops to engage a leadership team 

This pack contains the outline of different workshop formats we use to help engage a leadership team. They can also be used with other teams to help 

create a shared understanding of what it means to be purpose led. 

 

We have run a mixture of one-off workshops with teams, but more frequently we now run a two-stage workshop to help create space for reflections and 

dialogue to deepen the understanding and commitment.  These workshops have evolved to be delivered for online. We find 90 minutes to be the optimal 

time for online workshops. 

Overview and objective 

An essential part of being a purpose led business is to have a shared understanding of what it means to be a purpose led business.  

There may be a visionary CEO, or another member of the leadership team who is passionate about being purpose led, someone who sees things differently 

and with great clarity and can help to win hearts and minds, mobilising others to follow their lead. But one person’s passion, particularly if it is the CEO, can 

inadvertently silence others and hinder an open and honest discussion. A purpose-led organisation cannot be led by one person, it is a collective endeavour. 

It is therefore important to seek to create (not force) a shared understanding of what it means to be purpose led, particularly in the leadership. 

Creating space for open debate and challenge, so that each member of the team can openly share their views, and that any ensuring differences are 

brought into the room, is critical. This is needed to enable the leadership to come to a shared belief about what being purpose-led really means and what it 

implies for the future of the business, as well building a shared aspiration to become purpose-led.  

We often work with one or two of the executives to clarify the aims of the workshops and how best to engage the leadership in meeting these aims. Here is 

an example of how we worked with a client to clarify the aims of a two-part workshop:  

The sessions, run in two parts, will catalyse a deeper conversation within the executive committee as a whole to:  

• Deepen the understanding of what purpose-led business means and the implications for the business.  

• Lift people out of the knitting, raising the ambition of what their collective intelligence, influence and experience could be in service of.   

• Create space for a spectrum of views to be heard, and for people to raise what they think the barriers are. 

• Based on a shared understanding of what it means to be a purpose-led business, explore what the appetite is and what the journey to becoming 
purpose-led may look like for the business  
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Desired (but not forced) outcome is that the executive committee:  

a. believes that becoming purpose-led is better for people, better for society and better for the business and 
b. is clear and committed to the deep evolution involved.  

 

Some general principles  

• Create space - for the team to explore and debate - this helps people to internalise the provocation and develop the conviction and the capacity within 
themselves to change how they show up and in service of what.  

• Set the tone - you can’t tell someone to be purpose-led, as one CEO we work with said ‘it is an ask, not tell’.  Asking rather than telling helps to 
stimulate thinking and catalyse lasting change in others.  

• Good facilitation – to enable people to speak their minds, ideally by an external facilitator or coach, but if this is not feasible a member of the leadership 
could facilitate, but preferably not the CEO.  

• Encourage good listening - one of Blueprint’s provocations is that business shifts from seeing itself as a series of transactions or nexus of contracts to a 
series of relationships. Seeing business through a relational lens puts emphasis on the importance of good quality dialogue, one element of which is 
listening and the quality of attention we give someone (or a group of people). We design our workshops with this in mind. One outcome of creating and 
cultivating environments of active listening and attention, is that you are giving people an opportunity to think uninterrupted. This improves the quality 
of thinking.  Another outcome of deliberatively creating space for listening is that people may feel more empowered to share honest reflections.  
This approach draws on the work of Nancy Kline in  ‘Time to Think’ :  

“Real help, professionally or personally, consists of listening to people, of paying respectful attention to people so that they can access their own 

ideas first. Usually the brain that contains the problem also contains the solution – often the best one. When you keep that in mind, you become 

more effective with people. And people around you end up with better ideas. This is not to say that advice is never a good thing or that your ideas 

are never needed.  Sometimes your suggestions are exactly what the person wants or needs…But don’t rush into it. Give people a chance to find 

their own ideas first.”  Nancy Kline - How to Think (p39)  

https://nam02.safelinks.protection.outlook.com/?url=http%3A%2F%2Fleadershipforchange.org.uk%2Fwp-content%2Fuploads%2FTime-to-Think.pdf&data=02%7C01%7Cgemma.piggott%40eu.jll.com%7Cd1d0cbb472134ef59c2108d8192417a8%7Cbfef2b06d2564f8ebd038d3687987063%7C0%7C1%7C637286990103426343&sdata=xhKta7DRix%2FqmF9YRqSv6PM9Sknl0AN3M6bhBpROFIw%3D&reserved=0


 
Workshop A   [duration: 1 ½ hours]   

Timings Content Outcomes  Notes / Resources 

5 
minutes 

Welcome 
 
Outline the workshop aims:  

• Explore what being purpose-led could mean 
for the business 

• Surface opportunities and dilemmas 

• Explore next steps 
  
Provide an overview agenda.  
 
Outline the ground rules 

• Try to bring all of you to workshop - not just 
‘work you’ i.e. as a  parent, son/daughter, 
citizen, community member etc.  

• All perspectives are valid  

• Give everyone time to share their views   
 

 
 
Attendees are clear on what to expect 
from the session and how the session will 
be run.  
 
 

Note: It may be appropriate to co-create 
the ground rules with the group.  
 
Be clear the intention is not to develop a 
purpose statement. 

10 
minutes 

Icebreaker exercise 
What does purpose-led mean to you? 
 
Possible approach: ask participants to choose an 
image they feel  represents being purpose led.  
Invite each participant to briefly introduce 
themselves, their role and explain why they chose 
the image they did 
 

Explore people’s understanding and 
attitudes to purpose, to position the 
session on what purpose led business is, 
according to the knowledge, views and 
feelings in the room 
 

Resources: See sample slides 
 

10 
minutes 

Present an introduction to purpose-led business 

• What is the role of business in society? 

 Help to create a shared understanding of 
what purpose-lead means in philosophy 
and practice and why it matters. And why 

Resources:  
See sample slides for some key talking 
points.  
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Timings Content Outcomes  Notes / Resources 
 

 

 

 

10 
minutes 

Discussion:  
Based on these reflections what do the 
participants think may limit the appetite for 

Guide the team in surfacing and 
clarifying what the group’s limiting 
beliefs are and explore what would need 

 

• How do we think about people and what 
motivates them? 

• Why it matters?  
 
Recap: The power of purpose:  

• directs and guides decision taking, setting a 
clear direction of travel for the business as a 
whole - and  

• moves people to commit to a shared 
worthwhile endeavour 

this is more than a fad or a 
marketing/CSR initiative 
 
 

Video at: https://youtu.be/ikxh3gM1BQ8 
Also see: 
https://www.blueprintforbusiness.org/wh
at-is-purpose/ 
 
Note: instead of presenting Blueprint’s 
perspective, recap key messages from a 
pre-read sent to attendees e.g. Blueprint’s 
Framework and Five principles  
And Blueprint’s Purpose for PLCs 

20 
minutes  

Possibilities  
Each person has 3 minutes uninterrupted time to 
reflect on:  

• What excites you about the possibilities of 
becoming purpose-led? 

• How could the business become a better 
business by being purpose-led?  

Create space for people to share what 
being purpose-led could mean for them 
and the business. Paying respectful 
attention and giving people space, 
improves the quality of thinking. This also 
provides insights on different people’s 
understanding and views of purpose.  
 

Resources:  
‘Time to think’ approach 
 

20 
minutes  

Dilemmas  
Each person has 2 minutes uninterrupted time to 
reflect on:  

• What concerns do you have and what risks do 
you foresee?  

• What dilemmas come up for you? 
 

Create space and safety for people to 
raise concerns.  
 
 

Resources:  
‘Time to think’ approach 
 

https://youtu.be/ikxh3gM1BQ8
https://youtu.be/ikxh3gM1BQ8
https://youtu.be/ikxh3gM1BQ8
https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/wp-content/uploads/2020/11/Principles-and-Framework-v.-2020.pdf
https://www.blueprintforbusiness.org/wp-content/uploads/2020/07/Purpose-for-PLCs_Blueprint.pdf
http://leadershipforchange.org.uk/wp-content/uploads/Time-to-Think.pdf
http://leadershipforchange.org.uk/wp-content/uploads/Time-to-Think.pdf
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Timings Content Outcomes  Notes / Resources 
 

 

 

 

change within the organisation? 
 

• Capability – we can’t do this (lack investment, 
people, skills) 

• Value  –  it’s not worth doing (doesn’t make 
good business sense) 

• Identity – it’s not for us to do (it’s not the role 
of our business to do) 

• Other?  
 

Given xyz (draw out dilemmas) what would give 

you more confidence to move forward? 

 
How could this influence how you approach the 
journey to becoming purpose-led?  
 

to be different or tackled to help the 
team to commit to this journey.  

10  
minutes 

Next Steps  
Explore and agree collectively next steps,  

• what intentions and assumptions will underpin 
your approach?  

• what would you like to avoid?  

• how would this feel different and why?  

• How will we hold ourselves accountable?  
 

Guide the team in collectively agree how 
they will approach developing a 
purpose-led organisation, developed 
shared ownership and commitment to 
the process.  

 

5  
minutes 

Wrap up 
Final questions & reflections 
 

 Note: may want to surface what is not 
being said.  

 



 
Workshop B    [duration: 1½ hours]   

Timings Content Outcomes  Notes / Resources 

5 
minutes 

Welcome  
 
Outline the workshop aims: 

• Help create a shared understanding of what 
purpose-led business means.  

• Lift people out of the detail, raising the 
ambition of what their collective intelligence, 
influence and experience could be in service of.   

• Explore what appetite there is to become 
‘purpose led’, and what people think the 
barriers are. 

 
Provide an overview agenda.  
 
Outline the ground rules 

• Try to bring all of you to workshop - not just 
‘work you’ i.e. as a  parent, son/daughter, 
citizen, community member etc.  

• All perspectives are valid  

• Give everyone time to share their views   
 

 
Attendees are clear on what to expect 
from the session and how the session will 
be run. 
 

Note: It may be appropriate to co-create 
the ground rules with the group. 
 

10 
minutes 

Reflect in quietness   
 
Invite each to reflect and write their responses to 
the following questions:  
 

• It’s 2030, and your organisation is one to which 
people feel it is worth contributing. What are 

 
Pause at the start of the workshop, 
inviting the participants to ‘lift out of the 
knitting’.  
 
This reflection is then revisited at the end 
of the workshop giving them space to see 
if their thinking /ambition has changed.  

This can be helpful if people are busy, in 
back to back meetings and working 
remotely to help shift the tone.  
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Timings Content Outcomes  Notes / Resources 
 

 

 

they contributing towards? What are you 
contributing towards? 

• In navigating to 2030 what will be guiding your 
organisation? What will guide you? 
 

10 
minutes 

Provocation drawing on Blueprint thinking  

• What is the role of business in society? 

• How do we think about people and what 
motivates them? 

• Why it matters? 

• What is guiding you? (see blog in resources for 
context ) 
 

Help to create a shared understanding of 
what purpose-lead means in philosophy 
and practice and why it matters. And why 
this is more than a fad or a 
marketing/CSR initiative 
 
 
 

Resources:  
See sample slides for some key talking 
points  
Also see: 
https://www.blueprintforbusiness.org/wh
at-is-purpose/ 
Blog: Provocation to Business leaders 
https://www.blueprintforbusiness.org/blo
gs/navigating-purpose/ 
 
Note: instead of presenting Blueprint’s 
perspective, recap key messages from a 
pre-read sent to attendees e.g. Blueprint’s 
Framework and Five principles  
And Blueprint’s Purpose for PLCs 

 

https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/blogs/navigating-purpose/
https://www.blueprintforbusiness.org/blogs/navigating-purpose/
https://www.blueprintforbusiness.org/wp-content/uploads/2020/11/Principles-and-Framework-v.-2020.pdf
https://www.blueprintforbusiness.org/wp-content/uploads/2020/07/Purpose-for-PLCs_Blueprint.pdf
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30 
minutes 

Response from the group 
Each person has 3 minutes uninterrupted time to 
reflect on:  

• What reaction do you have about Blueprint’s 
provocation about being Purpose-led?   

• What question are you holding?  

• What is guiding the business right now? 
 
Facilitator may want to summarise and/or respond 
to key points made.  
 

Create space for people to share what 
being purpose-led could mean for them 
and the business. Paying respectful 
attention and giving people space, 
improves the quality of thinking. This also 
provides insights on different people’s 
understanding and views of purpose. 
Surface what people believe is guiding 
the business now.  
 
By paying respectful attention to each 
person, people may start to develop a 
collective understanding about what 
being purpose-led could mean for them 
and the business. 
 

Resources:  
‘Time to think’ approach 
 

20 
minutes 

Reflect in quietness   
Invite them to reflect on what they wrote at the 
start of the session.  
 
Reflect in silence for 5 minutes  

• Looking again at your opening answers, what 
reflections do you have now?  

• How could your organisation be a better 
business by being purpose-led?  / what is your 
ambition for the business now? / what could 
your collective intelligence, influence and 
experience/capability be in service of?  [tailor 
the question based on the needs of the group]  

 
 

Before the participants move back to 
their busy day invite them to reflect on 
what’s changed as a result of the session.  
 

 

http://leadershipforchange.org.uk/wp-content/uploads/Time-to-Think.pdf
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Reflection back to the group:  
Each person is invited to share their reflection. 2 
minutes each.  

• A reflection or takeaway you have had from 
the session and would like to share with the 
group 

 

10 
minutes 

Reflections from the facilitator & practical watch-
outs  

• Based on what is discussed in the workshop, 
offer reflections  

• Share some practical watch-outs as they 
consider next steps  

 

Reflections to bring in practical watch 
outs as they move forward  
 

See sample slides (next steps) 
Draw on some of the points in this blog:  
https://www.blueprintforbusiness.org/blog
s/dos-and-donts/ 

5 
minutes 

Wrap up 
Final questions &  reflections 
 

 Note: may want to surface what is not 
being said. 
 

https://www.blueprintforbusiness.org/blogs/dos-and-donts/
https://www.blueprintforbusiness.org/blogs/dos-and-donts/


 
Workshop C    [duration: 1½ hours]   

Timings Content Outcomes  Notes / Resources 

2 mins Welcome  

Outline the workshop aims:  

• Reflect on the achievements to date of the 
business.  

• Explore what more could your collective 
capability, intelligence and influence be in 
service of. 

• Clarify the choice being made in becoming 
purpose-led and the implications of that choice.  
 

Provide an overview agenda.  

Outline the ground rules 

• Try to bring all of you to workshop - not just 
‘work you’ i.e. as a  parent, son/daughter, 
citizen, community member etc.  

• All perspectives are valid  

• Give everyone time to share their views   
 

Attendees are clear on what to expect 
from the session and how the session will 
be run. 

 

20 mins Opening reflection 

Summarise recent achievement by the company 
e.g. reduction on emissions, progress on D&I.  

Considering all that you have achieved to date for 
your customers, suppliers, communities and the 
environment I invite you to pause for a few 

Pause at the start of the workshop, 
inviting the participants to ‘lift out of the 
knitting’ by actively/explicitly reflecting 
on what they have achieved and why and 
what more they could do and in service 
of what.  Help make explicit what may 
have been implicit.  
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moments (5 minutes) to reflect on the following 
questions:  

• Why have you done these things?  

• Given everything you have achieved to 
date, what problem/opportunity do you 
have now to which evolving/developing a 
purpose statement is the answer?  

• What more could your collective capability, 
intelligence and influence be in service of?   

Following the ‘pause’ invite each person to offer 
reflections on the questions.  

10 mins Blueprint for Better Business perspective on 
purpose & people 

• What is the role of business in society? 

• How do we think about people and what 
motivates them? 

• Why it matters? 

• What is guiding you? (see blog in resources 
for context ) 

 

Help to deepen the understanding of 
what purpose-lead means in philosophy 
and practice and why it matters. Setting 
up explicitly the choice the team now 
have.  

Resources:  
See sample slides for some key talking 
points  
Also see: 
https://www.blueprintforbusiness.org/wh
at-is-purpose/ 
Blog: Provocation to Business leaders 
https://www.blueprintforbusiness.org/blo
gs/navigating-purpose/ 
Note: instead of presenting Blueprint’s 
perspective, recap key messages from a 
pre-read sent to attendees e.g. Blueprint’s 
Framework and Five principles  
And Blueprint’s Purpose for PLCs 

https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/what-is-purpose/
https://www.blueprintforbusiness.org/blogs/navigating-purpose/
https://www.blueprintforbusiness.org/blogs/navigating-purpose/
https://www.blueprintforbusiness.org/wp-content/uploads/2020/11/Principles-and-Framework-v.-2020.pdf
https://www.blueprintforbusiness.org/wp-content/uploads/2020/07/Purpose-for-PLCs_Blueprint.pdf
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15 mins Response to Blueprint’s view on Purpose from the 
team 

Each person has 3 minutes uninterrupted time to 
reflect aloud on:  

• What reaction do you have to Blueprint’s 
provocation about being Purpose-led?  

• What question are you holding?  

• What is guiding the business right now?  

Reflect key points back to the group 

Create space for people to share what 
being purpose-led could mean for them 
and the business. Paying respectful 
attention and giving people space, 
improves the quality of thinking. This also 
provides insights on different people’s 
understanding and views of purpose. 
Surface what people believe is guiding 
the business now.  

 

By paying respectful attention to each 
person, people may start to develop a 
collective understanding about what 
being purpose-led could mean for them 
and the business. 

 

20 min Clarity of choice  

Pause for 5 min to consider the following 
questions: 

• How would you articulate or characterise 
the choice the company is making at this 
juncture?  

• In making this choice what dilemmas come 
up? 

• What implication could this choice have for 
how the business operates today?  What 
implications does this choice have for how 

Invite the group to clarify the choice the 
business is making. 

Note: there is potential to be creative here, 
using metaphors and adopting clean 
language coaching style. This may require 
additional time and be more effective in 
person. 
 

https://www.businessballs.com/communication-skills/clean-language-david-grove-questioning-method/
https://www.businessballs.com/communication-skills/clean-language-david-grove-questioning-method/
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you think about the role of profit?  What 
implications does this have for how you 
lead?  

 

Invite people to respond to and discuss the 
questions.  

5min • Reflections from the facilitator & practical 
watch-outs Based on what is discussed in the 
workshop, offer reflections  

• Share some practical watch-outs as they 
consider next steps  
 

Reflections to bring in practical watch 
outs as they move forward  
 

See sample slides (next steps) 
Draw on some of the points in this blog:  
https://www.blueprintforbusiness.org/blog
s/dos-and-donts/ 

10 min Final reflections from the group 

Each person is invited to share their reflection. 2 
minute each.  

• What have these questions, or the session 
more broadly today, prompted you to think 
about? 

• What are you taking away from today’s 
session?  
 

Before the participants move back to 
their busy day invite them to reflect on 
what’s changed as a result of the session 
today.  

 

5 min Wrap up 

Final questions, reflections and thoughts on what 
the team would find most useful  at this point.  

 Note: may want to surface what is not 
being said. 
 

https://www.blueprintforbusiness.org/blogs/dos-and-donts/
https://www.blueprintforbusiness.org/blogs/dos-and-donts/


 
Option for stage 2 workshop   [duration: 1½ hours]   

Pre-read:  

• Blueprint’s Framework and Five principles  

• If possible, provide an industry specific provocation or an example of purpose-led business to illustrate the possibilities.  
 

Drawing on the discussion from the first workshop and on pre-read, invite the attendees to consider the following questions ahead of the next workshop. 

• What for you would it mean for [the business] to be a purpose-led business?  

• If you commit to this journey what will be different in 2, 5 and 10 years’ time?  

 

Additional reading/watching if time allows:  

• Blueprint webinar Purpose & Profit in Practice 
 

Timings Content Outcomes  Notes / Resources 

2 mins Welcome 
Aims of the session. 

• Explore what being purpose-led could 
mean for the business. 

• Explore appetite to move forward and 
understanding what the next steps might 
be, opportunities and possible barriers. 

Set ground rules  

Attendees are clear on what to expect 
from the session and how the session will 
be run. 

 

20 mins Possibilities  

• Each person has 2-3 minutes uninterrupted 

time to reflect on:  

• What for you would it mean for [the 

business] to be a purpose-led business?  

Positive inquiry - get a sense of 
motivations and if there is a shared 
understanding/clarity & ambition of what 
purpose-led could mean for the business 

 

https://www.blueprintforbusiness.org/wp-content/uploads/2020/11/Principles-and-Framework-v.-2020.pdf
https://us02web.zoom.us/rec/play/z5fhoyt6DK_-GFNBA2Xm61FOSZSxiqQzMLwVqaqBk81J5ou3mB0YMJirQA5tKaNzUIkMWEE9yOXIyVZJ.0Upi-dEudRmaf0D5?continueMode=true&amp;_x_zm_rtaid=fxhBT7A4Si6JGutQjLefyw.1614855627248.beee74baa37a311687e8171ced9e1130&amp;_x_zm_rhtaid=592
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• What will be different in 2, 5 and 10 years’ 

time? 

  

20 min Discussion  
Question to anchor discussion:  

• To what extent do you think there is a 
shared understanding about what 
purpose-led means amongst the team? 

• To what extent is there a shared ambition 
about what this could mean for the 
business?  
 

Questions to explore themes from first workshop 
for example: 

• How as a leadership team do you think 
about the relationship between purpose & 
profit?  

 

Check the team’s sense of if there is a 

shared understanding.   

 

Explore the appetite for transformational 
change.  
 
Delve into and explore themes from the 
first workshop.  

Resources: Blueprint webinar Purpose & 
Profit in Practice 
 
Point to knowledge base section.   
 

20 min Moving forward – this is a choice  

Each person has 2 minutes uninterrupted time to 

reflect on: 

• How would you articulate or characterise 
the choice the leadership has at this 
juncture?  

• In making this choice what dilemmas come 
up? 

 

Replay back to the team what is said in terms of 
the choice, invite the team to further refine. 

The aim is to help the team get clear on 
the choice they are making i.e. moving 
from maximising for profit to optimising 
for a purpose that serves society (with 
profit as an outcome). 
 

Note: there is potential to be creative here, 
using metaphors and adopting clean 
language coaching style. This may require 
additional time and be more effective in 
person.  
 

https://us02web.zoom.us/rec/play/z5fhoyt6DK_-GFNBA2Xm61FOSZSxiqQzMLwVqaqBk81J5ou3mB0YMJirQA5tKaNzUIkMWEE9yOXIyVZJ.0Upi-dEudRmaf0D5?continueMode=true&amp;_x_zm_rtaid=fxhBT7A4Si6JGutQjLefyw.1614855627248.beee74baa37a311687e8171ced9e1130&amp;_x_zm_rhtaid=592
https://us02web.zoom.us/rec/play/z5fhoyt6DK_-GFNBA2Xm61FOSZSxiqQzMLwVqaqBk81J5ou3mB0YMJirQA5tKaNzUIkMWEE9yOXIyVZJ.0Upi-dEudRmaf0D5?continueMode=true&amp;_x_zm_rtaid=fxhBT7A4Si6JGutQjLefyw.1614855627248.beee74baa37a311687e8171ced9e1130&amp;_x_zm_rhtaid=592
https://www.businessballs.com/communication-skills/clean-language-david-grove-questioning-method/
https://www.businessballs.com/communication-skills/clean-language-david-grove-questioning-method/
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Discussion:  

• Given xyz (draw out dilemmas) what would 

give you more confidence to move 

forward?  

• Additional question if needed - What are 

the consequences of not moving forward? 

10 min Next Steps: 

Explore with the group:   

• What will guide you as you move forward?  

• What will give you confidence?  

• How would you like to avoid?  

• What else would you like to avoid and 
why? 

  
Additional questions:  

• What could a sensible approach to 
engaging with employees and key 
stakeholders be? 

• At what point could you engage the Chair 
and the board? 

 

Create a sense shared ownership of the 
process and confidence to move forward 
together with greater awareness.  
  

 
 
 
 

5 min Wrap up 
Final questions & reflections 
 

  Note: may want to surface what is not 
being said. 

 

 

 



 
Resources:  

Sample slides with presentation talking points 

   

   
 


