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(i)  Title - ‘Harnessing the University Values to Support Strategic Change’

(ii)  Methodology

The University of Leeds ‘values project’ had a significant level of ambition as it proposed to embed the University’s values within practices and procedures and decision making and leadership to create more of a ‘one team’ approach across the institution.  

The project’s methodology included the following elements:

External research as to how other organisation’s (particularly within the private sector) had developed their values as part of cultural change projects. It was difficult to identify Universities or colleges where this had been implemented broadly.

Setting up a Values task group to oversee the project, to provide academic representation and to identify opportunities to embed the values in a number of University wide projects. The task group was se up for a twelve month duration and was very action orientated, the membership changed over time as the focus of discussion changed. 

Leadership training and development

A number of mini values workshop s were created to be delivered as part of all University management and leadership training courses. The values are also now included in staff induction processes coordinated centrally. All trainers and facilitators delivering staff development have a good understanding of the values and how to communicate them effectively.

Values pilots

Three values pilots were delivered in central departments (finance, HR, and IT) involving over 500 members of staff. These projects helped the departments involved, to discuss what worked well within their areas, and what needed to change and what kind of culture they wanted to develop. Participants also had the opportunity to describe what the values meant to their teams in their own words. There is now a waiting list of areas who would like to carry out similar work.

Integrating with decision making

A number of workshops were help with the University’s senior team to discuss what the values meant to their team and how they could be incorporated within decision making. The values have been referenced in a number of difficult (and sometimes public) decisions the team has undertaken in the last twelve months. 

Embedding values within  HR policies

The team worked closely with HR throughout the project. This has resulted in the values being included in staff recruitment materials including a DVD produced for prospective members of staff, staff recruitment literature and staff induction materials. The University as just implemented a staff review and development scheme for all members of staff, the values are a cornerstone of the programme – which all staff are part of, whatever their role.
Engaging members of staff

The project has led to a number of activities being set up which have and will engage with all members of staff. One of the key findings of the project is that we need to create a sense of community for all members of staff. This has led to the University’s first staff festival on the 7th September which is an afternoon and evening of events including stalls, displays and bands, staff performances and climaxing in a celidh in the University’s refurbished refectory.
(iii)  What worked well

Having the flexibility to try new approaches and working with departments with an appetite for change. The setting up of the values task group with a very enthusiastic and challenging academic chair was very important. Being imaginative as to how we incorporate the values in existing practices as well as new ones, already planned. Having staff with the skills and tenacity to push the project forward and with the space to dedicate time to working with schools and services. 

(iv)  Key aspects which aided the transition from strategy to embedding
A dedicated resource to support the project. 
A mandate from the senior team to move the project forward. 
Setting up the values task group who could make recommendations and had significant influence.
(v)  What didn't work so well

It is very difficult to dedicate sufficient resource on an ongoing basis to maintain the momentum of the project. Working at a service or school level is very demanding and resource intensive and this cannot be under estimated. It can be frustrating as it takes longer than you anticipate to move things forward as you have to ensure you have key stakeholders on board and they are fully bought in. 
(vi) The impact of your project on the organisation

As the project is still in its infancy it is very difficult to measure the impact on the organisation effectively. We are aware from the wellbeing survey (held annually) that staff awareness of strategy and values has increased during the project and we have had significant positive feedback from members of staff involved in all values related projects. Funding has been made available to support initiatives which have grown out of project – so this demonstrates a recognition and commitment from the senior team.
(vii)  Lessons learned - how successful do you think you have been in achieving your original objectives

The values project has been very successful and has achieved all but one of the project original objectives. We have not had the opportunity to communicate the University values effectively to students. It has also been very rewarding (and challenging) for the team involved in the project. 
"I think the Values Programme Helen led has achieved a number of critical outcomes for the University. Within the context of a clearly defined strategy, the Values programme acted as a catalyst to start talking less about the "what" and more about the "how". Within any change process, having once defined the need for change and created a consensus around the direction of the required change, there is then a need to create institutional engagement with the process of change itself. This take us into the sensitive territory of culture change and what it really means to create something that is distinctive and sustainable. This is all about understanding people, their motivations and their sense of place within an institution. The Values Programme has provided mechanism for the University to start to tackle these issues, by linking cultural change directly back to the values of the institution, which in turn are at the centre of the University's strategy.

Under Helen's leadership, she has helped a very large and complex institution start to grapple and understand the importance of these issues. She has created a framework within which we can manage culture change and understand the linkages between functional change management, leadership and development and effective communications. The programme has delivered a broad range of very tangible outputs and touched a very large and diverse range of people and in so doing has helped to bring the institutions strategy to life - it has made it real and something people can engage with and understand how change is likely to impact upon them. It has been catalytic in starting to help us understand better how we can empower individuals and teams, encouraging them to own and shape our strategy so it is grounded in the whole community of the University. In summary the Programme has helped to ensure that culture change is recgnised as an integrated element of our overall strategy, rather than something that is an end in itself. It has brought our values to life and embedded them with our strategy.

Helen has pushed the University to consider cultural change in a way that is challenging but culturally sensitive - taking learning’s and experience from the Private sector and applying them in an appropriate manner, getting engagement, support and excitement from a diverse range of academic and professional employees".
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