Facilitator’s Guide for the Core Purpose
This is designed to help strategic planning teams establish a shared understanding of why their organization exists, who it serves, and what members of the team are accountable to achieve.

Activity Overview

· Goal: Transition from a basic, single-sentence mission statement to a deep, multi-layered core purpose that connects personal motivations to organizational power building.

· Time: 30–45 minutes.

· When to Use: Stage 1 (Building Community and Establishing Purpose) after assessing team culture and community agreements.

· Materials Needed: Printed Core Purpose Worksheets, chart paper/whiteboard, markers, and sticky notes.

Step 1: Frame the Purpose & Address the "Four Whys" (5–10 Minutes)
· Facilitator Framing: State clearly that many groups stop at a generic, surface-level answer to "why we exist."To build real strategy, the team must examine four distinct dimensions of purpose:

1. Why does our organization exist?

2. Why does this strategic planning effort matter right now?

3. Why have these specific individuals been asked to participate in decision-making?

4. Why does each participant personally care about our future?

Step 2: Individual Worksheet Completion (10 Minutes)
Instruct participants to work independently on their Core Purpose Worksheet. Direct them to complete three core prompts:


· The "Who": Who are our primary constituencies (e.g., certified staff, support personnel, community allies, students)[cite: 2, 3, 5, 8]?

· The "What": What core activities build our collective power and capacities (e.g., member-led advocacy, steward training, organizing campaigns)?

· The "So That": What is the ultimate impact or condition we are trying to achieve (e.g., winning contract protections, securing workplace equity, transforming public education)?

Step 3: Small Group Synthesis & Draft Framing (15 Minutes)
Break the room into small groups of 3–4 participants (ensuring a mix of roles, worksites, and identities).

Instruct each table to compare individual notes and draft a single shared Core Purpose Draft using the following structured template:

"We share the purpose of [Insert Ultimate Impact / Strategic Goal] by organizing [Insert Primary Constituencies] to build their capacity for collective action through [Insert Core Capacities / Strategies], resulting in [Insert Concrete Wins & Conditions][cite:."

Step 4: Full Group Review & Consensus Alignment (10–15 Minutes)
· Post Drafts: Have each small group post their purpose statement on the main wall.

· Identify Overlap: Highlight points of intersection (where groups naturally agree) and points of divergence (where perceptions differ).

· Test Alignment: Use the Up, Side, Down Thumbs Consensus Process to refine the final wording until the entire team enthusiastically supports the statement.

Core Purpose Worksheet  Example (There is also a simpler version on the following pages)

1. Personal Connection (The Internal Why)

Why does this organization personally matter to you, and why do you care about its direction over the next 3 to 5 years?

(Write 1–2 sentences)

2. Current Reality & Urgency (The Contextual Why)

Why is now the right time for our organization to engage in strategic planning, and what critical choices face us today?

(Write 1–2 sentences)

3. Deconstructing Our Purpose (The Core Elements)

· Our Constituencies: Who do we represent, organize, and serve across job types, shifts, and backgrounds?

· Our Core Work: What strategic activities, leadership development efforts, or organizing practices must we excel at?

· Our Ultimate Impact: What does success look like in 3 to 5 years for our members, workplace, and community?


4. Drafting Our Core Purpose Statement

Combine your notes above into one clear, powerful sentence:

"We share the purpose of ______________________________________________________ by organizing __________________________________________________________ to build our capacity for _________________________________________________________ through _____________________________________________________________________, resulting in _____________________________________________________________________."

