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The business case for Values in Universities

Why values matter in Universities

Revenue

Reputation

Resilience



The value of institutional values

Lee, Fabish & McGaw, 2005

Possession of embedded values is correlated with financial 
success across wide range of companies

The most financially successful companies share:
• Believe in value of values 
• Values strongly led and demonstrated by CEO/Exec Board
• Values deeply embedded in operation of organisation



The business case for Values in Universities

Shared and embedded values:
• instill	a	sense	of	identity	and	purpose	within	organizations
• align	and	unify	people
• promote	employee	attachment	and	ownership
• attract	newcomers
• simplify	&	create	consistency	in	decision	making
• motivate	staff	and	energize	endeavors	
• raise	efficiency
• hearten	client	trust,	loyalty,	and	forgiveness	for	mistakes
• build	resilience to	shocks
• and	contribute	to	society	at	large	(Serrat,	2010;	Posner	2008)

“Corporate values helped save Xerox during 
the worst crisis in our history” Anne 
Mulcahy, CEO Xerox 2001-2009



Values underlie concept of Employee Engagement 
• Engagement also strongly correlated with organizational resilience and 

success

Engaged employees:
• Generate 43% more revenue (Hay Group, 2001)
• 87% less likely to leave (Corporate Leadership Council, 2004)
• Advocate their organisations - 67% vs 3% (Gallup, 2003)
• Understand how to meet customer needs - 70 % vs 17% (Towers 

Watson 2007)
• Report significantly less workplace stress (Aon Hewitt 2012)

The business case for Values in Universities



“Secretary	of	State,	Lord	
Mandelson… encouraged	us	to	
examine	..whether	a	wider	take	
up	of	engagement	approaches	
could impact	positively	on	UK	
competitiveness and	
performance…and	meet	the	
challenges	of	increased	global	
competition.

Our	answer	is	an	unequivocal	
yes”

David	MacLeod	and	Nita	Clarke,	2009

http://engageforsuccess.org



Four enablers for engagement

Strategic	Narrative

Compelling	 story	about	organisation’s
purpose,	 where	it	has	come	from,	

where	it	is	going	

Engaging	Managers

Make	employees	feel	part	of	the	team;	
link	work	to	the	organisation’s

objectives;	coach,	stretch	

Employee	Voice

All	employees	feel	their	voice	is	heard,	
and	their	views	taken	into	account in	
decisions	 that	affect	them.

Organisational Integrity

The	values	are	reflected	throughout	
organisation in	behaviour,	 practice	and	
policies



Engagement, values and the GCU 
experience
How to build engagement?
Organisations united around a common mission, vision 
and values more successful and have higher levels of 
employee engagement

GCU mission “For the Common Good” supported by 9 
out of 10 employees 

Need to identify shared Values 



Identifying the GCU Values
Bottom up & linked to Mission 

What values do staff & students most strongly associate with GCU and 
our Common Good mission?

Appreciative Enquiry approach
What values represent us on our best day?

Survey
Interviews
Focus groups
Pop-up stands



Integrity	means	that	our	decision	making	is	transparent,	no	matter	
how	big	or	small	the	decision.	We	share	the	rationale	behind	why	we	

decide	to	do	what	we	do	and	admit	when	mistakes	are	made	and	when	
actions	don’t	go	as	planned.	We	listen	to	our	community	to	gather	

feedback,	we	respect	their	different	views	and	actively	respond	to	their	
ideas	and	concerns.	We	are	serious	about	our	commitment	to	creating	a	

fair	and	diverse	campus	community,	taking	active	steps	to	reduce	
inequality	wherever	we	see	it.

Ø We	are	open	and	honest	
Ø We	are	accountable	for	our	actions	

Ø We	engage	with	our	community	and	respond	to	what	they	say
Ø We	treat	everyone	with	dignity	and	respect
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Confidence	means	we	speak	proudly	about	GCU	and	our	status	
as	an	innovative	institution.	We	are	keen	to	share	our	achievements,	
with	colleagues,	students	and	the	world	beyond	GCU,	knowing	that	we	
do	not	have	to	be	experts	in	everything	to	be	successful.	We	promote	

open	communications,	ensuring	that	all	our	staff	know	what	our	
strengths	are.	Individually	and	collectively,	we	encourage	self-

awareness,	providing	structured	ways	to	gather	feedback	about	our	
performance.	We	are	confident	to	take	small	steps	as	well	as	bold	ones,	

welcoming	challenge	and	debate.

Ø We	are	proud	of	our	strengths	and	respected	for	the	contribution	we	
make

Ø We	cultivate	self-belief,	independence	and	ambition	in	our	
community

Ø We	are	generous	with	our	knowledge	and	expertise,	welcoming	
collaboration	in	all	its	forms

Ø We	are	dynamic,	forward	thinking	and	take	responsible	risks	to	
achieve	our	goals
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Creativity	means	that	we	make	the	space	to	be	innovative	and	
entrepreneurial,	committing	to	freeing	up	time	in	our	work	allocation	
model	to	develop	new	concepts.	We	encourage	experimentation,	

developing	a	culture	that	openly	tests	new	ideas	to	actively	learn	from	
things	that	don’t	work.	We	expect	to	be	challenged	on	how	we	approach	
every	aspect	of	our	business	and	welcome	the	ingenuity	that	this	creates.	

We	provide	the	tools	for	all	our	staff	to	be	innovative,	fostering	an	
environment	that	is	flexible	and	open	to	change.	We	focus	on	identifying	

and	clearly	defining	problems	and	are	able	to	prioritise	our	actions.

Ø We	stimulate	curiosity	and	divergent	thinking
Ø We	harness	imagination	and	enthusiasm	to	develop	and	share	

knowledge
Ø We	provide	opportunities	for	innovation,	ingenuity	and	continuous	

improvement
Ø We	are	enterprising;	generating	and	delivering	cutting-edge	solutions
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Responsibility	means	that	we	make	the	decisions	that	need	to	be	
made.		Staff	are	trusted	to	do	their	job	and	we	delegate	appropriately	
using	the	expertise	we	have,	supporting	staff	to	grow	and	develop.		We	

do	not	blame	but	accept	that	mistakes	are	part	of	innovation,	
improvement	and	learning.		Our	managers	are	responsible	for	their	staff,	
managing	performance	by	recognising	success	and	supporting	areas	for	

improvement.	We	extend	this	sense	of	responsibility	beyond	the	
University,	undertaking	research	that	makes	a	difference	in	the	world	and	

developing	our	students	to	be	active,	global	citizens.		

Ø We	strive	for	social	justice	and	a	sustainable	future
Ø We	recognise	the	individual	and	collective	value	our	community	

brings
Ø We	expect	our	community	to	deliver

Ø We	challenge	and	support	our	community	to	improve
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improvement.	We	extend	this	sense	of	responsibility	beyond	the	
University,	undertaking	research	that	makes	a	difference	in	the	world	and	
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University	
for	the	
common	
good

University	
for	the	
common	
good

Integrity Creativity

Confidence Responsibility



Values to Behaviours

Integrity
Creativity
Responsibility
Confidence

BehavioursValuesMission

But what does behaving in line with these values
actually look like?

✔ ✔



GCU	Behaviours	- Organisational	level

Integrity We will:    *	Strive to make a positive difference in the world



Existing solution to embedding values in practice

Guys & St Thomas Health Trust Behaviours Framework
– Public sector organisation
– Appreciative Enquiry philosophy
– Layered approach – top to bottom
– Success in resolving similar problem

Framework of statements 
Describe the way they live their values 
“I do what I say I’m going to do”



GCU Behaviour statement development
Initial draft based on Values material

Large scale iterative consultation 

• Describe us at our very best 
• Be realistic (achievable) but aspirational 
• Encourage improvement in behaviour and 

performance

A good behaviour statement should:



GCU	Behaviours	
Individual	level

Use for:
• Recruitment
• Induction
• Appraisal
• Development
• Team standards
• Change & Improvement –

values audit 



Mission:	For	the	Common	Good
Values:



How do we get from these leaflets to the 
benefits described?

Need to embed and live our values and behaviours

• Strategic	Narrative

• Engaging	Managers

• Employee	Voice

• Organisational Integrity
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Points of Pride
Exhibition

Who is involved: 

Dr Laura Sweeney Lead Clinician, PhD Students Eilidh Martin & Ash-
leigh Kernohan, School of Health and Life Sciences - with support from Dr 
Suzanne Hagan and Prof Norman Button 

Providing 
vision services 
for Glasgow’s 

homeless
• Monthly access to vision care 
• Specialist support to homless & asylum seeker 

populations
• The only clinic in Glasgow and one of very few 

in Scotland 
     

This multidisciplinary team service has allowed many individuals 
to see clearly again, often for the first time in years. Prior to the 
service being set up by GCU, there was no specialist provision 
of eye care services for homeless individuals in Glasgow. 
Homeless individuals often struggle to access NHS free eye 
care as they don’t have a fixed address and we have set up a 
special agreement with the health board to overcome this. While 
primarily a staff based activity our students are also supported 
to participate in providing eye health care to this patient group 
through half day placements. 

Exercising for charity 

• Real business challenges
• Facilitated by Scottish Institute 

for Enterprise
• Solutions provided for: Move 

On, Soul Sisters, Fuse and the 
Milk Cafe

Who was involved: 

Elaine Cabrey, School of Engineering and Built Environment

• Helping staff cope with                
challenging circumstances

• Building confidence
• Faciliating return to work 

Lesleyanne is a Church Elder and Member of the Blairdardie Primary 
School Club and active in fundraising for both organisations.  The money 
raised allow the School to purchase essential equipment for the football/
athletics teams and audio equipment for the drama classes as well as 
parties for the children throughout the year.  As a Church Elder Lesleyanne 
organises outings for the Brownies and the Sunday School and runs twice 
yearly  church fayres to raise funds for church projects such as a new 
church roof.

• 26 mile Kilt Walk
• Glasgow 10k
• 5k Pretty Mudder Challenge
• Raised £200 for Children’s Hospice Association 

Scotland, Yorkhill Chilcrens charity, Calum’s Cabin, 
SiMBA, Epilepsy Scotland, Cancer Research 

Who is involved: 

Paulo	Cruz,	Sustainability	Officer,	Estate	Services

Paulo Cruz has been instrumental in embedding sustainability within the 
University’s culture and values.  He delivers projects that capture the 
interest and imagination and which bring sustainability to life in a tangible - 
and	often	fun	-	way.	As	GCU’s	first	Sustainability	Officer,	Paulo	has	forged	
strong links within the University community. He has helped to to raise 
awareness of sustainability, inspiring, encouraging and supporting students 
and staff to make positive changes to reduce their environmental impacts.

Embedding sustainability 
in our culture and practices

•	 Scotland’s	first	Cycle	Friendly	Campus	
•	 Scotland’s	first	EcoCampus	Platinum	

university 
•	 ‘First class’ in 2015 People & Planet 

University League, 2nd in Scotland & 
10th in UK

Improving the 
results and 

confidence of 
Direct Entry 

students

Who was involved: 

Dr Jacqui McKechnie, Dr Lindsey Burns, Deborah 
O’Neill, Lori Stevenson from the School of Health and 
Life Sciences with support from students 

A staff and student team carried out a project to 
improve academic performance and confidence 
for Direct Entry (DE) students on an undergraduate 
psychology programme.  A two day boot camp was 
delivered in August and a transition programme 
continued throughout the students’ first year 
on the programme. The results have been very 
encouraging with both HNC and HND students 
performing significantly better than the previous 
year. The HND students did particularly well, 
outperforming their normal entry route peers in 
both coursework and exams. 

Gather 
stories & 
images

Prepare
posters

Showcase valued activity 
Illustrate link with Values
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Celebrating	Us



You	are	valued
We	are	valuable



Impact of activities so far

Over 90%(9/10) staff believe in Values and Behaviours 

Positive responses to value linked activities
• 71% felt that Points of Pride exhibition achieved its aim
• 400+ attendees at celebration event
• 91% rated positively (good, very good or excellent)
• Workshops increased manager confidence in using behaviours
• Team workshops increased awareness of link between own work 

and values (72%) and increased levels of belief and pride in 
contribution of team (52%), university (53%), colleagues (42%) 
and self (32%)



Lessons learned & further thoughts

Universities can benefit substantially by refocusing on values
• Not a quick fix. Values and behaviour identification is just a 

starting point & embedding into culture takes time

Values & engagement development is a ‘wicked’ problem
• Share practice to allow each organisation develop their own 

toolkit
• At GCU what seems to be working is: ground up, appreciative 

enquiry; empowering & inspiring People Managers; actively 
building links with what is already done; having non-HR lead

• To work has to become viral, find ideas that spread



Questions?
©	Alan	Amati	https://www.flickr.com/photos/12376670@N07/


