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A framework of organisational impact archetypes and associated behaviour, applied to Universities

	Action Area 
	Description
	CSV / BAU
	ESV
	Purpose

	Understand the university impact landscape and the role of the organisation in it. 

	Assess what the Climate and Ecological Emergency (CEE) means for the university. 


	CEE viewed as a risk amplifier to current university operations and business models (e.g. student recruitment, international travel).

Analysis of impacts is narrowly focused on stakeholders (students, key strategic partners) or areas covered in legal compliance (e.g. widening participation, diversity, health and safety) or ad hoc issues that pose a near-term threat to reputation or social license – which in turn threatens success factors such as student numbers or research income. 

There is a focus on easy-to-adjust and financially rewarding (or not costly) aspects of campus operations (e.g. recycling and energy efficiency).


	Recognition of the impact of CEE on the social and environmental systems, and associated capitals and stakeholders (ultimate means), on which the university depends for its long-term survival and financialised success.

Analysis of impacts includes both the longer-term impact of the university on systems, capitals and stakeholders as well as the impacts they have on the university. Mitigating and adapting to these involves potentially radical transformation of the university business model and decision making, revealing the need for new structures, mindsets and partnerships.

Analysis and prioritisation viewed through the lens of financial impact and risk to long-term survival or financialised success. CEE is integrated into the risk register. Actions will address more fundamental and costly change and may include rewards and incentives for impact and open research, carbon literacy training for senior management, transparent metrics around Scope 1, 2 and 3 emissions, and clear pathways to zero carbon, year on year.

Evaluation of win-wins which will increase the long-term support and capacity of delivery stakeholders and contribute to long term financial metric.  These win-wins may include shifts in staff workload models and travel patterns, repurposing estates and opening up campus facilities to local communities.
	Long-term wellbeing for all (sustainability) is resituated as the orientation for the university’s reason to exist and recognised as critically threatened by CEE. A ‘purpose’ anchored to this becomes the core expression of the university’s identity and the ultimate strategic orientation. 

Analysis of impacts is based on what particular problems the university is best placed and committed to solve, and for whom, based on its particular strengths, opportunities and worldviews (including values) and ‘theory of change’. This might include its potential as a catalyst for radical civic action and social transformation. Attention is given to developing long-term institutional capacity to improve the evidence base about the threats to long-term wellbeing for all, and hence continually improve the ‘theory of change’.

Awareness and discussion of the university’s worldviews will be undertaken to inform the purpose definition, clarify the values, highlight any institutional transformation needed to align with becoming purpose-driven. This positive impact focus is supplemented by a focus on delivering this in a way that protects and restores the ultimate means, delivering the purpose in a way that eliminates harm/negative externalities and optimises win-wins for stakeholders.

These identified impact pathways form the basis of university strategy, to which all other strategies contribute. Hence there is strategic alignment across all parts of the university. 

Action includes a detailed forensic audit of eco-efficiencies, review of the impact (positive and negative) of all academic courses and research against the purpose outcomes informed by a stakeholder listening exercise to understand system effects of university research, teaching and outreach.


	
Measure/ track university impact

	Identify where indicators are needed and which are useful. 

Create appropriate measurement methodologies and measurement regimes. 

Measure progress and gather information.
	Indicators and methodologies are chosen based on what is easiest to measure, what tells the best story, or what stakeholders demand, including sustainability metrics that improve rankings. This may lead to a pot-pourri of impact indicators which are disconnected from university decision-making e.g. carbon emission reductions from energy efficiency savings, research impact ratings, ad hoc showcase sustainability courses or ad hoc community projects.

Key performance indicators remain primarily anchored to financialised metrics of success such as income generation, commodification, marketization and internationalization of the teaching and research offer. 

Key internal indices are based on student and staff satisfaction surveys; deeper analysis is unlikely and connection between issues is not considered.
	Indicators and methodologies are chosen based on what poses the greatest risk to long-term survival or long-term financial success. 

Indicator data on system, capitals and stakeholder health shapes management and governance decision-making in order to promote long-term, reduced negative impacts on system, capital and stakeholder health e.g. a forensic carbon footprint audit across campus (including student emissions), and incorporating analysis of emissions from research and teaching. Analysis will include threats posed by key stakeholders and local partners in managing their carbon emission issues.

Collaboration with other parties and participatory approaches with stakeholders may be used to develop appropriate metrics.

	Indicators and methodologies are chosen based on what can best measure successful delivery of the wellbeing outcomes specified in the purpose, as well as of the impact pathways as delivered through the strategy. 

Intended and unintended impacts on a broad range of system stakeholders will be measured and tracked to ensure system viability as well as achieving the organisational purpose.  

The usefulness of indicators to delivering the purpose and protecting and enhancing the means will be continually reviewed.

As with ESV, indicator data on system, capitals and stakeholder health shapes management and governance decision-making in order to promote longer-term institutional change that reduces negative impacts on system, capital and stakeholder health. 



	Influence university impact

	Make changes to current decision-making to influence impact
	Changes to singular projects or behaviours may be made in response to current market pressures in order to manage the indicators ‘in the right direction’. Changes might include the adoption of low-carbon measures, e.g. energy efficiencies, waste reduction, number of courses with learning outcomes on sustainability.

Actions will be undertaken to minimally conform to sustainability-related sector expectations (e.g. signing up to Climate Emergency, Race to Zero, SDG Accord, ‘green’ rankings) but actions actually implemented will not significantly impact on institutional working.
	Impacts on system, capitals and core stakeholder health are recognised and actively monitored and managed to the extent this affects long-term survival or financial measures of success. Financial planning may introduce divestment and moratorium on funding from high-carbon industries ahead of stakeholder pressure to do so.

Goals, targets and strategies are developed in response to indicators trends or to drive the indicators in the desired direction over the longer term. These may be based on science-based targets and active contribution to developing such targets may be evident.

Decision-making extends beyond short-term pressures of national assessment and rankings exercises. Some of these actions will be difficult and transformative. Momentum to deliver these, therefore, may falter or stall.
	In additional to adjusting goals, targets and strategies, impact data may result in radical organisational changes to both hardware (e.g. systems, processes, structures) and software (e.g. champions, narratives, routines) to drive the wellbeing outcomes in the direction desired. These will continue to be adapted dynamically to accommodate changing information against the purpose.

Impacts on delivery stakeholders, who support achievement of the purpose, are recognised and externalities affecting them are actively monitored and managed.

Strategic partnerships with external organisations are created based on their ability to help deliver the purpose, even if they are not normal arrangements. 

Persistent lobbying for regulatory and other system-wide change identified as key to achieving the purpose – uniting with others to amplify the change of success.

	Account for university impact

	Report strategy and progress on impact to stakeholders, communicating what has been done to achieve the impact and what will be done going forward
	A dissemination approach based on demonstrating legal or stakeholder compliance. 

Sporadic communication of other impacts will be in response to immediate pressures. 

Other impact reports may be created to manage reputation (e.g. lengthy sustainability report with good news stories) but will be disconnected and discordant with the annual report and the main university activities.

External engagement favours a ‘make and sell’ mindset to equipping researchers with media skills to communicate the societal relevance of internally-driven curiosity-led research and conventional knowledge creation.
	Communication about impact is primarily to assure government and other stakeholders of the viability of the university in the longer term and to gain internal support.  Impacts on social and environmental health, capitals and stakeholders may be reported as part of the annual report. 

Academic communications embraces a ‘sense and respond’ mindset, informed by interdisciplinary perspectives, including the social sciences, humanities and the arts, to understand stakeholders and publics and to convey impact activity in the most appropriate way for each audience. To support that, an integrated programme of public engagement extends across the institution and campus facilities are actively used as engaging environments for local stakeholders.
	University performance is measured based on whether or not the outcomes specified in the purpose and the strategies specified are achieved and how these contributed to long-term wellbeing for all (sustainability). Impact indicators will be supplemented with traditional financial metrics and both are fully integrated into the annual report.

Timely and transparent information on performance is communicated to create the conditions (relational trust, competency etc.) for stakeholder input and collaboration on impact strategy and delivery. Accounting processes are used as a way to influence stakeholders to better align with the university’s purpose.
 
A ‘guide and co-create’ approach where scrutiny from stakeholders on reporting is enabled and welcomed. Public engagement is re-imagined as a collective practice and joint endeavour, and new ways are found to understand and support communities and researchers to drive co-design and co-production of research. 


	Academic impact innovation

	Creating new business models and/or product/service offerings, or adjusting existing ones, in order to enhance wellbeing.  
	No significant change to the existing academic infrastructure and architecture. Traditional disciplinary specialisms are maintained.

Incremental innovation, sporadic across the institution in response to local recognition of failings.

Campus: overt greening initiatives across the university, e.g. localised green architecture, tree planting, high-visibility of low-carbon sustainability projects.

Curriculum: Introduction of CEE and sustainability themes into disciplinary learning and the development of some CEE-themed degree programmes (e.g. climate change).

Research: Highlighting academic ‘heroes’ that work on CEE and sustainability issues and showcasing high-profile research that addresses generic SDGs themes rather than delivering against specific SDG targets.

Community: A range of local initiatives are evident, many motivated and maintained by key individuals. Key university services may have arrangements, e.g. catering outlets promoting local-sourced food, re-purposing food waste etc.
	Risk to long-term survival and financial success from current academic products, services or processes being deemed not fit for future purpose.  

Academic units are restructured to be networked rather than siloed. 

Innovation is highly creative but is in response to external stakeholder demand and focuses on impact for financial success.  

Campus: implementation of a whole-institution carbon-reduction plan against which campus greening initiatives deliver. New workplace cultures and conditions are established for sustainable living (e.g. catering services providing plant-based as default) and avoiding high-carbon practices (e.g. car travel) 

Curriculum:  Climate and sustainability educational courses and material are available (mandated?) across all academic programmes. Pedagogic tools, capacities and competencies are enhanced for tackling complex, integrated challenges (e.g. problem-based learning; systems thinking; scenario planning; visioning).

Research: An integrated framework of research is explicitly aligned with key global challenges. There is active promotion of research collaboration and academic partnerships with institutions and agencies in low and low-middle income countries.

Community: Academic services are made available and accessible to local people and organisations (e.g. health clinics, law clinics, environmental consultancy
	High levels of innovation in hardware and software aligns the organisational system fully with delivering the purpose and is adapted dynamically to accommodate this.

Research and training focuses on developing competencies for bringing about systemic, transformational change.

Organisational innovation is primarily focused on greater achievement of the outcomes specified in the purpose. These may be financially viable in the short-term or supported by other innovations for a period of time. Vision, mission, strategies and tactics are aligned to the purpose, resulting in systematic innovation for impact.  

Campus: Universities develop as ‘living labs’ for integrated sustainable living,  

Curriculum:  Innovation across all curriculum focused on the nature of long-term wellbeing for all and how it can best be delivered. Action research, community-based learning or learning-based community development promotes key competencies of conflict, negotiation, mediation or dilemma resolution. Projects engage cross-disciplinary students in using the best existing knowledge to tackle real world sustainability issues and dilemmas.  

Research: A clear emphasis on problem-driven, solution-led and actionable research. Indicators of success are focused less on standard metrics but instead on extent to which they contribute to delivering the university purpose by advancing specific global challenges. There is a blending of advanced research with student learning and with community-based engagement. Research training promotes culture of transdisciplinary working.

Community: University facilities are open to local neighbourhood groups, grassroots organisations and environmental activist groups used as the basis for collaborative initiatives with students and academic researchers.

	
Academic impact
dis-innovation
	
Rejecting or undoing particular innovations or opportunities in order to maximise wellbeing impact 
	Dis-innovation in order to contribute to long-term wellbeing for all does not happen unless forced by stakeholders or operating context. Mono-disciplinary research remains dominant.

In extreme circumstances, a financially rewarding market offering may be discontinued or reconstituted if reputational risk is too high e.g. oil and gas taught courses terminated; high-carbon R & D rebadged as ‘geoenergy’)
	Current offerings may be discontinued if they reduce wellbeing for certain stakeholders and this threatens system sustainability. Sufficient replacement innovations would need to be in place to maintain profitability rates. 

Short-term market opportunities or strategic partnerships may be rejected on basis of assessing ability to protect or enhance social and environmental systems (e.g. rejecting funding from a donor that is systematically destroying social and environmental systems)
	Any inappropriate offerings (courses, research agendas) will be highlighted and urgent but financially sustainable phasing out enacted.

New opportunities will be systematically screened against the purpose and rejected if seen as contrary, or distracting from more ambitious plans. 




