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The business case for Values in Universities

Why values matter in Universities

Universities To Come Under ‘Significant Financial

Pressure’, Warns Report

Universities and TV
pressure for 2017 FT colleges U'J\_“’,:Gg/“) netal

Revenue

Reputation

Resilience

" Reform of Higher
ducation in Europe

opportunities for private sector participation




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 consistencyin decision making

motivate staffand 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



The business case for Values in Universities

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)




Engaging

fOI' Success: “Secretary of State, Lord
enhancing performance

through employee engagement 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 MaclLeod and Nita Clarke, 2009

A report to Government by http://engageforsuccess.org
David MacLeod and Nita Clarke




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
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All employees feel their voice is heard,
and their views taken into accountin

decisions that affect them.

Organisational Integrity

The values are reflected throughout
organisation in behaviour, practice and

policies

BEARNOLRS




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

@-C\[J
Glasgow Caledonian
niversity
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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?

Rppreciative Inguiry

i o what
Lo t(‘oeﬁ"“.’
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Asset Rased

Deficit Focused
Survey

$ Interviews
A Focus groups

Pop-up stands




Integrity Creativity

nd continuous
and respect

» We are enterprising; generating and delivering cutting-edge solutions

University
for the
common

Confldence means we speak proudly about GCU and our status

Ise, welcoming

» We challenge and sU® ommunity to improve
» We are dynamic, forward thinking and take responsible risks to

achieve our goals




Values to Behaviours

Mission Values Behaviours

v 4

Integrity
Creativity
Responsibility
Confidence

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



Glasgow Caledonian University

GCU Values and Behaviours
ghssvv-'t?ledonim Our Mission Glasgow Caledonian University is a University for the Common Good.

A speafic puvpase

University for the Common Good
Our Vision By 2020, Glasgow Caledonian University will have 2 global reputation for
What wewant to delivering social benefit and impact through education, research and sodal
be recognised for innovation. We will be recognised as a University for the Common Geod that
transforms Fves, enriches cties and communities, innovates for social and
econcmic impact, and engages globally.

GCU Values and Behaviours (et bt Mtk g S il g s

conduct cursshees Our values are the foundations upon which we build collaborative relationships
at work and study with like-minded partners to deliver our social mission for the common good.
Integrity We will: * Strive to make a positive difference in the world
Integrity e T
CreatIVIty Creativity We wat -Euw ,u,‘ with new probl B y -
Responsibility : u“:;%mfm'“‘;;"m“ bers nd seos dicipoe boundarics
Confldence Responsibility V& wt Tk:rup:rubunyfnr work and study and our envircnment
Integrity ot e mipenden it
Creathlty * Comply with all bws and regulations relating to our activities
Responsibility Confidence i wit B prowd of ur university and s contrbutions
C f.d * Be bold and reach beyond that which Is known
vkt N i e e e
Integrity = Vakue and share our kncedecge and expertse
Creativit
Res )c/)nsibilit e
,p y Creativity
Confidence Responsibility
Confidence

GCU GCU Behaviours - Organisational level

Glasgow Caledonian
University




Existing solution to embedding values in practice

Guys & St Thomas Health Trust Behaviours Framework
— Public sector organisation
— Appreciative Enquiry philosophy

- @ —
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— Layered approach — top to bottom .~ ‘..'E *

g
— Success in resolving similar problem o

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

Guy’s and St Thomas' NHS'

NHS Foundation Trust




GCU Behaviour statement development

Initial draft based on Values material

Large scale iterative consultation

A good behaviour statement should:

« Describe us at our very best
« Be realistic (achievable) but aspirational

* Encourage improvement in behaviour and
performance

Cla?gow Caledonian University for the Common Good

University



Understanding our values
and behaviours

The behaviour statements In this leatlet are a way of expiaiing
how we, a5 ndviduals, embed the GCU vakues of imtegrity,
creativity, responsibiity and confidence into our work and
study. They were generated In partnership with staff and
students and based around the core values we associate

with the Common Good mission. These are the benchmark
behaours we'd fike to be recognised for, and the ones we wil
s to evaluate and Improve our current practices.

The statements are both realistic and aspirational, describing
how we Ive cur values on our best days: some we achieve
easlly, others may need effort, training. or support before we.
can reguiarly attain them.

There are four strands to the statements. The first describes
how we, 25 an organisation Ive our values and b be found n
the separate leaflet GCU Values and Behaviours.

cther three, presented here, describe how weas nwdial
members of GCU will Ive cur values depending on ous roke
within the unversty.

Living the GCU Values
Integty  Creatvity Responsibiity Confidence

Staff and Student of GCU
Iw

Everyone: describes the behaviours that we all aspire to,
whatever our role.

People Manager- describes the behaviours aspired to by those
within the university.

Executive Board: describes the behaviours aspred to by thase
with strategic and executwe responsibiltes.

Living our values

You can use the GCU values and behaviours o help you,
your colleagues and your team to provide a consistently
excallent educational experience. deliver quaity research
and consultancy and realise our vision of achleving 2 global
reputation for delivering social benaft and mpact.

'You can use the GCU Values and Behaviours for:

Recrustment:to select peopie with the atitude and behaviours
needed, as well as the technical competence

Local Induction: so that people know what behaviours are
expected In the dally business of the University right from
the start

Self-assessment and personal development: to help you
monitor your own performance and identity areas In which
you need addional training or support

PDAR: to make sure there s abalanced focus between
objectives and behaviours In the discussions around
Pesformance & Development Annual Review

Setting team standards: to focus on specific behaviours within
your team as part of on-gONg senvice mprovement

Glasgow Caledonian
University

University for the Common Good

Our Values and Behaviours

Change and improvement: Use the values and behaviour
statements to help identify current good practice, what best
practice woudd look like and to develop your plan for change.

How to use the Values

and Behaviours

Recruitment
Induction
Appraisal
Development
Team standards
Change & Improvement —

values audit

Everyone

Lives the values using the behaviours below

Integrity

Iamopen, horast and misbie

I trast othars with the dgnity and
respect thet | woukd ke appiled
tome

ook for ways to ks 3 positve
dfferanca theough my wark

|am discreta whan dealing

with confidantial o serestive
Inforrration

I rafiect honmstty on my work
practices and bohaviours

| ks parsorsl esponstbitty for
my actiors: and behaviours

Responsibility

ook for ways to be Frovative
|am fiabla and open fo change

osk for cpportunities to wark with,
lasen froem and shav with others

| am prepared to ook autsida my
awn emitrorement to fnd solutions
{o peoblerms.

1am apen to pasttive ksedzack on
tha way ! do things

| ragularly ook to Improve the way
wa do things

y for ey
work 3o s complation

1 adkmit to mistakas and ke from
Ty axperience

1 heip cthars to d thair sics

!  knowlodge
>doxparts

|am proead of my work and mmy
contribution to the Unkersty

and confidercs

| ratac swaraness of pooe practice or
bhaviour whan | a1t

trive to kaop up fo data
thosa lews ad rapiations
drectly nfuanca ry work

Juse aquipment, rasource and tra
In 3n aificiert and sstarable way

|t 30 oppo
toloam and develop.

I baliova that | canmaka 3
difterance by what | do

Iamwiling $o stop cutsida of my
cormiort 2008 to karm, or achiw,
somathing new

I3pask postivaly sbout GCU and
of its mission for the
Good

GCU Behaviours

Individual level

People Manager

Leads at a Departmental/Unit level

striva to ba 2 roke modal for the
Behaviours axpoctad by staff
13 ok and cosesstant 1 my
daslings with staffand collaagues

ancaumpe snd suppod staffin
thalr atiorts fo make 2 dfferance

1 2pand time atherig formstion
and evahuzting Stermatives bekors
arhing at dectsiors

l erdamvour o dovalop 3working
‘emirmnmant that slows crsathty,
imagination and entrepmneurisizm
1o flowth

Iostar 3 flexbic working
emdrrment that s ope to cangs

Executive Board

Leads and directs at University level

integriy

}upboid tha highast standards of
professionst and personal practica

1350k 10 sFpa apertioral
practicas and diract ra
ey hat wil citata ey

[
colieghl working styia

| enzum that tha Universtty's
mission infors cvary simoglc

1 ancourage act 252 Board
Ascipling and organisationsl
boundsries 1 bl ad dovelop ruatiorsbips

promote s ot of ivovation,

ido
10 discuss lssues and istan and

ging staff o axparimant

1 s tha rationala behind my
decsions

1 roward G
practica and good idexs

| ks tha doctsions that henve to
bormada

1 o rot sllocsta bisme but seok
40 Improve fubure periormance

1 stand up and zspport my stsff and
coleagcs in dfficult situsbions

oo Wap'l:):lv uzing tha
experti

1 support and ancourge the
Assamination of my depertmert’s
chisvemants

| cultnsta saf-beliet, ndapendincs
‘and ambation in my statf

weloma chaflenge and dabste

1 s that machanisms for

psgriid thair job

1 actisly mansg parioemanca
by rcogrising wccass and

supporting ams for Improvement;
chaflonging and ancouragsing st
10 excaad thoir own axpactat

1 plan 2 reviw budgsts and
resourcns fo belsnce day-to-dsy
service dalivary and longer ferm
servics Frpevamerts

: s In
prachicn cxst and ara working wal

akn rsporesila risks 1n socking
10 maat the dapartmant’s and
Universty's gosis

1 bellva thot my departmant can
achiovs lis gods

and partnerships with athar
orgarisations to further cur mission
and the fubure succass of our
Univarstty

| smapproschatia | s

1 reviaw 2nd dsb knowkodiga from
thanationss and Intemationsd
paticies and actiitis of cthar
educational bodies useful to tha.
Unhersty's mission and goss

| sncourage the sharing of idses and
adoption of good peacics babwean
difforant Saarms 17 the Universtty

| sporssor and support the
devaiopment of key innovations

sharing of ideas

| iston to tha Urivarstly's
takshoidars in order to
undarstand how our dacisions
ey atfect them

ks 8 ssporeabity o my ares
and for the dec

| angage with public, prvate and
athor ralsvant organiztions in th
devlopment and improvermant of
our aducation and resaarch

| mcogriss Inovativa approochas
1o tha improvemant of uriversity

of my staff

| segulariy roviow the aciitios of
ry aras fo aneura that they 3 in
e with b Ustvarsity's gosts:

| ancourgn and support the
disserrination of the Untersiy's
inowladge 3nd exportise

| support ey staff and

meitmant o the Commen.
Is promotad and &ulfflod i the
s |axd

cola: g tham to
tak sbout that idaas, thoughs and
axpirations for tha fubure

mmn- inmy ar

|work with colicagues to snsur
that student axperienca 3nd qualty
stardiards avo baig mat

| armuro that the Uriversity and the
araa | am rezpersibls for operates.
within i

xags dsbata
> chaknge
| calabrata the achiovermant
tha sucoess of Indviduals, fosrms
3nd tha whols arganisation

| taka calodated rizks and am
‘wiling $o try dfferant approsches

outoomes 2 not s

| 3pask actarmlly with pride sbout
tha Urivarsity's mission and s
activties In sapportof it




Mission: For the Common Good

Values:

Integrity Creativity Responsibility Confidence

Behaviours

GCU as an Organisation
We will...

Staff and Student of GCU

[ will...

Everyone People Manager = Executive Board




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




Happy graduates
Enjoyed course
High employment, Job
ready
Life skills
Social/business network
(measurements: NSS

scores, Alumni links)

Teaching/educ
ation

reputation
Quality, innovative,
effective
(NSS, teaching grant
income)

STAFF
ENGAGEMENT Research

reputation
Quality research
Relevant
Respected
(income, publications,
invitations, conferences,
PhD applications, staff
recruitment)

KT reputation
Responsive, relevant,
impactful, game changing
(income, partnerships,
related activity e.g.
prizes/internships))

Making a difference [elgid=RoleTi3]gqle]gRC olo]e!



Specifiic values activities 2016

Happy graduates

Enjoyed course
High employment, Job
ready
Life skills
Social/business network
Staff (measurements: NSS

Caledonian

Induction scores, Alumni links)

C ted >
onnece Teaching/educ

. Values *—"| Manager 360 ation
a‘eg\ webpage | __{ Manager reputation
S“ _,——"— briefing/buy p Quality, innovative,
e in session [ People effective
- Engag-‘ng Manager : Passgort (NSS, teaching grant
income)
STAFF Manager
ENGAGEMENT | Fue workshops Research
Emp'OVee Voice — reputation
Celebration Quality research
event Relevant
> Respected
Values (income, publications,
e invitations, conferences,

PhD applications, staff

\ PDAR
> S recruitment)

Manager 360 f Common KT reputation
. Good Responsive, relevant,
Curriculum impactful, game changing

(income, partnerships,

‘ related activity e.g.

prizes/internships))

Making a difference [elgid=RoleTi3]gqle]gRC olo]e!



Providing

Points of Pride vision services

for Glasgow’s
homeless

| | |
x I I I o n * 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 servicq
to see clearly again, often for the,
service being set up by GCU, tt

of eye care services for home)
Homeless individuals often strug
Who is involved: care as they don't have a fixed a
special agreement with the health|
n
Celebrating our achievements
by acrews e Vet and we

Dr Laura Sweeney Lead Clinician, PhD Students Eilidh Martin & Ash- primarily a staff based activity ouf
Im ag es i - in our culture and practices

leigh Kernohan, School of Health and Life Sciences - with support from Dr to participate in providing eye he|
Suzanne Hagan and Prof Norman Button through half day placements.

1. Descriptins of activity (100-290 wonds) i - )I
* 26 mile Kilt Walk
* Glasgow 10k
i , 5k Pretty Mudqer Challenge :
Scotland's first Cycle Friendly Raised _EZOYO for_(':lrgld_renrs Hospice%ssloci’atign b‘
s fi = : ‘orkhil <charity, Calum’s Cabin,
Scotland’s first EcoCampus Platinum ¥ -
university J 2 SiMBA, Cancer R h
First class’ in 2015 People & Planet ,
University League, 2nd in Scotlam{i i Who was involved:
10th in UK

) Improving the
(i i oo 1 s results and
. confidence of
e i e Direct Entry
and staif to make positive changes to reduce students

Who is involved: A staff and student team carried out a project to
Fe| 1. Description of improve academic performance and confidence
. Description of a Paulo Cruz, Sustainabilty Officer, Estate Services for Direct Entry (DE) students on an undergraduate

A C D E psychology programme. A two day boot camp was
g sﬁ: .VM&M"I’LM"&S Upload a p delivered in August and a transition programme
A major new research stu Prof J t shows the f Chamber of C J continued throughout the students’ first year
Creating Corversation: r M: Enhanced st Resul on the programme. The results have been very
encouraging with both HNC and HND students
ST e gve e cC M, my fom performing significantly better than the previous
As 2 department we alwa My <« Enabled us t Marketing, In vear. The HND students did particularly well,

We are working towards «'We' | So far, we ha Aithough my outperforming their normal entry route peers in
Lifecycle Assessment of S As ab This is alread At this stage t both coursework and exams.
conomic assessment of { Myse We expect tc As above - €3 Who was involved:

Ouring the busy summer Head The student’ A student wh
The Department of Nursii A pro The program The Return tc
When the central bank of Myse This task im: Nigerian stud
Simon Smith @ GCU Lonc Simoi It has made : All staff at GC

Four members of academ St Comparisons The students
A member of staff volunts Ella F El3 producer All staff have
The Technical team in Lifc HLS T LS Techaica The senior pu g

As an Assistant Scout Lea My fe The scout an The new scou
As part of GCU's Strategy All G( 10 pupils fro: This common
As part of GCU's Strategy Some 29 Young Pe¢ This common
This project focuses on ar The le Student feed This project h
Staff within Information S Staff ' Raised £684 Raised funds

] ]
A couple of years back th: Myse It has dramat It has benefit s
Year 2 Learning Disability Year ; People kving Students and img_2204 W V I v I
An example of GCU's comr The S Instead of us This act x
Bl sheet: / + ]
B8
Normal View Ready

F oI JAFA I

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

o X X
RLRES

lllustrate link with Values
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Impact of activities so far

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

Positive responses to value linked activities
/1% 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://¥ww.flickr.com/photos/12376670@ N0

GCU

Gl Caledoni L.
Oniversity University for the Common Good



