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1. Introduction

Internationally and within the EU, Higher Education Institution’s (HEIs) are seen as potential catalysts
and magnifiers for change to help solve some of societies current challenges. In order to reach this
potential HEI's are being asked to continuously and meaningfully engage and collaborate with
external partners (industry, community organisations, alumni, citizens etc.) to improve the relevance,
applicability and impact of its research and education activities. External engagement and
entrepreneurial activities' require different skills and competencies from those traditionally involved
in educating and research. These activities also require flexibility, planning, additional time,
interdisciplinarity and collaboration. In essence what is required is an institutional cultural change
within HEIls to infuse external engagement and entrepreneurialism within every decision, activity,
and communication. This is proving difficult for HEIls, as they are often large, bureaucratic
organisations, characterised by silos and restrictive contracts. In addition, the structures, processes,
and culture throughout the international academic community continues to value research and
education over these activities and so it remains predominantly, an add-on activity.

The Time4UNIChange project aims to deliver a Toolkit for HEI leadership and management with
useful and accessible strategy guides to support potential positive changes that could improve the
ability and capacity of academics to engage in these activities more fruitfully for the better of the
HEIs, external partners and society at large. The Toolkit will be developed based on the investigation
phase of the project, the findings of which are synthesised below and presented in further detail later
on in this document.

' For the sake of this project, all activities, informal and formal within HEIs that interact with an external partner are included,
such as live cases, contract research, guest lectures, work placements, research valorisation, academics involved in start-
ups, supporting entrepreneurs, competitions, and entrepreneurial challenges etc.
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2. Methodology

The initial emphasis of this research was to gain more of an insight into two areas; what is the current
culture like amongst academics in relation to external engagement and entrepreneurial activities in
Higher Education Institutions (HEIs) (including the barriers, incentives, motives etc.), and what do
experts (and research) say is required to instigate effective cultural change within HEIs to increase
the involvement of academics in these activities.

To do this the four project partners, the Universita Ca' Foscari Venezia (CF) in Italy, Jonkdping
University (JU) in Sweden, Munster Technological University (MTU) in Ireland and the University
Industry Innovation Network (UIIN) in the Netherlands completed the following primary and
secondary research activities shown below in Figure 1.
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Figure 1: Research activities for the Investigation Phase

The following four areas of need were identified for academics to become more involved in these
activities:

1. Raising Awareness of the Opportunities and Benefits,
2. Capturing and Communicating Success,

3. Incentives and Rewards, and

4. Help Navigating the Support Environment.

The literature review, focus groups and case studies focused on these areas.

This project focuses on the experience of one of the main actors within HEIs involved in these
activities, namely the academic. This is not to disregard the other essential staff members involved
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in delivering these activities, as this project is aware of the essential work done by the myriad of
people involved in helping HEIs function effectively and deliver the best service possible.

Research Design

Each project partner carried out systematic reviews of scientific and grey literature regarding one
area of need (as above), which focused as close as possible to the study of HEIs and external
engagement and entrepreneurialism, however often literature was limited, thus a broader, more
general research area was often investigated.

The systematic literature review was followed by a focus group with 10 academic staff by each
project partner; the Universita Ca' Foscari Venezia (CF) in ltaly, Jonkoping University (JU) in
Sweden, and Munster Technological University (MTU) in Ireland chose 10 academic staff working
within their respective HEIs and the University Industry Innovation Network (UIIN) in the Netherlands
combined 10 academics from 9 different countries (the Netherlands, Latvia, Belgium, Portugal,
Finland, Austria, England, France and Turkey). Participants were chosen to ensure a diversity of
profiles, disciplines, and experience levels in academia, with external engagement and
entrepreneurial activities, and experience working in external organisations. A template of questions
was collaboratively created to ensure a comprehensive understanding of academic’s current
perception of external engagement and entrepreneurial activities.

Each project partner then organised and conducted a series of qualitative interviews with five experts
in Change/Organisational Management working in England (University of Warwick), Germany
(Fraunhofer Institute), Ireland (MTU), Sweden (JU, JIBS and JTH), Italy (CF?), the Netherlands and
Europe-wide (Climate KIC). A template of questions was compiled to gain insights into the area of
change management, organisational change, and cultural change within HEIs and other comparable
organisations.

Throughout the research activities discussed above each partner was identifying positive
activities/initiatives currently in place to support academics with external engagement and/or
entrepreneurialism within HEIs in order to create good practice case studies. A template was created
to elicit concise and relevant case studies, 10 per project partner, and 40 such case studies were
compiled from Ireland, Sweden, ltaly, the Netherlands, Portugal, England, Lithuania, Germany, and
Belgium.

2 2 experts were interviewed due to difficulty in gaining access.
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Figure 2: Geographical distribution of research activities/participants of Investigation Phase

Synthesising the insights from the systematic literature review, focus groups, expert interviews and
case studies was carried out by Munster Technological University and was evaluated by the partner
organisations on a regular basis.

This research aims to inform the creation of a Toolkit to help HEI leadership and management
implement appropriate positive changes to support and encourage more academics to become
involved in external engagement and entrepreneurial activities.
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As the aim of this report is to synthesise the findings and results from the qualitative and quantitative
studies conducted, the sections below highlight the major results and insights. Based on these
findings, we deduce recommendations for the design of the Toolkit in the next stage of this project’s
work.

3. Findings

Firstly, it is important to reiterate that significant gaps were found in the research regarding raising
awareness amongst academics and communicating with academics. Where possible research
pertains to HEIs and/or external engagement and entrepreneurialism in HEIs, however it was
necessary to include research focusing on similar organisations and activities. It was also difficult to
compile 40 case studies of actions being taken to support, encourage or reward academics to
become involved in these activities, as initiatives are most often directed towards students and
external partners, nevertheless these activities impact on future academics and graduates, thereby
increasing the available propensity, confidence, and skills available in the future to collaborate.

Change Management

Primary and secondary research on change management within HEIs has highlighted that although
there is no “one model fits all” when it comes to change management frameworks or models, the
vast majority reiterate the need for alignment with organisational mission and vision (strategic
alignment), the requirement for leadership and management (at all levels) to drive the change, the
importance of intrinsic and extrinsic incentives and rewards/encouragement as well as the crucial
significance of consistent two-way communication.

Align change Consistent Leadership and A variety of
strategies with Two-Way Managenment Incentives and
organisational Communication Drive Change Rewards are

mission and is Key Crucial

vision

Figure 3: Core requirements of effective change management within large
organisation.

Many experts interviewed reiterated the importance of understanding the organisational culture
before choosing a change management framework(s) or designing a change strategy. In one
expert’s experience, many people misunderstand the strategic value of culture. One expert went so
far as to say that any change management approach should be moulded around the existing culture.
Adrianna Kezar’s (2002) study found that change management practitioners need to become cultural
outsiders in order to observe institutional patterns before designing and implementing change
processes and strategies. A number of key implications from this research are as follows:

1. Where strategies for change violate cultural norms, change most likely will not occur.
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2. There is a relationship between institutional cultural archetypes and the way the change
process is enacted.

3. The distinct nature of the campus cultures cannot be overlooked in trying to understand
how change processes unfold and which strategies institutional leaders should
emphasise. Examining institutional culture in depth, beyond the four archetypes, provides
a deeper and richer understanding of the change process and appears to facilitate change.

4. Cultural archetypes and unique institutional cultures may help to determine which
strategies might take prominence in the change process.

Another expert introduced the concept of Organisational Maturity when discussing the ability of any
HEI to implement a strategy or affect change. Organisational maturity refers to the extent to which
an organisation has explicitty and consistently employed practices or processes that are
documented, managed, measured, controlled, and continually improved. Understanding the stage
of maturity of an HEI regarding external engagement and entrepreneurialism would allow the
development of its practices and processes in this area to support the implementation of any change
strategies.

Interestingly in the case of developing maturity, one expert introduced the Process-Focused
Approach which focuses on the implementation of change through processes (documentation,
protocols and systems). This approach provides a deeper understanding of the challenges
experienced by those working within an organisation and identifies gaps, weaknesses, or duplication
in the current processes. This approach helps each person seeking help in a practical collaborative
manner and if the learning is applied on an organisational level, organisational maturity can be
developed.

This review suggests becoming very familiar with the existing organisational culture(s), mission and
maturity in order to ascertain the status quo before using a personalised combination of change
management strategies appropriate for the HEI. Ensuring that leadership and management are
clear, coordinated and resourced to drive change with consistent two-way communication (on a
micro and macro level), and identification and consistent implementation of a suite of extrinsic and
intrinsic incentives and rewards.

Academics Involvement in External Engagement and Entrepreneurial
Activities

The differentiating aspect of how academics experienced externally engaged activities was the
existing institutional culture and tradition of external engagement. For example, in JU collaboration
with external partners is an integrated part of all job positions (see case study on Employee Salary
Talks (Sweden)), guest lectures are commonplace, collaboration with industry is expected since the
largest research funding agency demands co-funding by industry. Whereas in Ca' Foscari University
the culture is research driven and therefore the main motivation expressed by the interviewed
academics to become involved in external engagement or entrepreneurial activities is obtaining more
resources for research activities.

Two of the institutions within the research have long histories with external engagement, thus support
structures, and a culture has developed over time embedding more external engagement and
entrepreneurial activities within teaching and research. However, the barriers to getting involved in
these activities remain universal; lack of time, resources, skills, and recognition are foremost for
those engaging already and for those not engaging, awareness of the benefits and supports
available, confidence and understanding of how get started are the current obstacles.
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Case studies on the Bright Club (Ireland), WebLearn (Sweden), Perspectives on Collaboration
(Sweden), and C_Lab Veneto (ltaly) show how some HEls, and academics are creating bespoke
education and training to support the development of the skills, competencies and confidence
required to perform these distinctive activities and optimise the potential positive impact upon
teaching and research.

These activities are predominantly (except for academics within JU) experienced as an add-on to
teaching and research activities, not woven into their job in any way. Although the activities are
experienced as ad hoc, not clearly rewarded, celebrated, or supported, they are experienced as
highly beneficial to students and the academics professional work satisfaction as they’re seen to
create a dynamism and relevance to delivering theory and conducting research, in addition to
crucially providing opportunities to positively impact on their community.

Importantly to note, this research observed that most academics involved in external engagement
and/or entrepreneurial activities have worked in external organisations (mostly industry) before
joining academia. These academics have external contacts, an understanding and knowledge of
how things work externally to academia, and the required communication style/language, affording
an expedient set of skills, interest, initiative, and confidence in relation to these activities.

The next section elaborates further on the findings under each area of need.

Raising awareness is an essential aspect of implementing change in any large organisation and yet
very little research has been conducted into how to effectively do so in HEIs. Extensive academic
research has been conducted into the drivers (Hrivhak and Jarabkova, 2022), barriers, incentives,
benefits (Koria et al., 2022) and organisational factors affecting academic engagement, however the
vast array of literature on academic entrepreneurship and engagement (Feldman et al., 2008;
Perkmann et al., 2021; NCCPE, 2017; Campus Engage, 2018) rarely mentions raising awareness
as an activity. This is despite research suggesting that a high proportion of academic’s desire
external engagement but lack the skills, confidence, and awareness of the opportunities to do so
(NCPPE, 2017; Wellcome Trust Sanger Institute, 2016).

The academics interviewed for this project largely became aware of external engagement and
entrepreneurial activities through their colleagues and managers, and very often those involved in
the activities were ‘plugged into’ the emails, social media and ‘positive gossip’ related to possible
opportunities and successful activities. Research into the area of raising awareness amongst
academics, in particular academics not engaging, could facilitate significant changes in participation
rates. Case studies such as the Career Fair (Ireland) and These Fair (Sweden) exemplify ways in
which HEls are providing opportunities for academics and external partners to meet and raise
awareness but more such activities could be facilitated, in particular focusing on academics not yet
engaging to mix with those that are, as well as external parties.

Some interesting research to take into consideration when designing awareness raising campaigns
within HEls includes Franco-Santos et al. (2014, 2017) which suggests that (in general) academics
are more intrinsically motivated. This is corroborated through research into incentives and rewards,
discovering that intrinsic and prosocial motivations emerge as one of the main factors with the
greatest impact on academic’s external engagement (Atta-Owusu, 2021; Orazbayeva and Plewa,
2020; Lahikainen et al., 2019; van de Burgwal et al., 2019). Other research guided by self-
determination theory, conducted by Kasser and Ryan (1996) identified meaningful relationships,
personal growth, and community contributions as being important values for this group. A growing
body of research suggests that academics and their achievements are highly influenced by the
attitudes and behaviours of their work colleagues, the prevalent local norms, and local leaders (Wang

9
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et al., 2021; Tartari et al., 2014; Nanda and Sorensen, 2010). Therefore, awareness raising amongst
peers/colleagues of the manifold social, educational, and economic benefits from these activities
within an HEI is of the utmost importance in order to increase external engagement and
entrepreneurialism amongst academics.

Given that academics are highly influenced by their colleagues and management, capturing, and
communicating successful activities is crucial to maximising their impact and proliferating the
involvement of academics in these activities. However, no literature was found in relation to capturing
and communicating success or opportunities in external engagement and entrepreneurial activities.
Future research as to how to enhance communication could start with defining why such activities
need to be communicated, who should conduct the communication and where funding could be
sourced.

Primary research with academics and the case studies clarified the lack of resources dedicated to
communicating success in this area; except in the case of existing support offices where some
communication is conducted in the form of case studies (it is difficult to gather all information), most
academics are trying to collect and share information on personal social media or via email which is
time consuming and dependent on the academics marketing and communication skills and initiative.
Case studies on award ceremonies (Civic Engagement Awards (Ireland) and Research Engagement
and Impact Awards (England)) show how this activity may offer an effective approach to capturing
data on these activities and communicating same in a personal and celebratory manner.

,
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Research into the effectiveness of certain incentives to become involved in these activities suggests
a weak incentive from extrinsic motivators in general, except in the context of supporting research
activities. One of the aspects most frequently analysed by the scientific literature is pecuniary
motivation (monetary gains) but it is predominantly perceived unimportant and, in some cases, is
even evaluated as counterproductive (Sormani et al. 2022, Atta-Owusu 2021). However, this type of
motivation can have a positive effect in encouraging specific engagement activities within the
commercial domain, such as patenting and start-up creation (van de Burgwal et al., 2019;
Orazbayeva and Plewa, 2020). All support for research activities including grant funds, access to
various resources, and knowledge exchange are perceived highly positively by academics (Sormani
et al., 2022; Atta-Owusu, 2021; Cunha, 2022; Clauss et al., 2022; Perkmann, 2021; Orazbayeva and
Plewa, 2020).

As mentioned above, intrinsic, and prosocial motivators emerge as one of the main factors with the
greatest impact on academics' external engagement (Atta-Owusu, 2021; Orazbayeva and Plewa,
2020; Lahikainen et al., 2019; van de Burgwal et al., 2019). These incentives can be distinguished
as pure personal satisfaction, such as the enhancement of academics’ own research, attraction of
intellectual curiosity and pursuit, interest in resolving the research problem, and knowledge
exchange (lorio et al., 2017; Lam; 2011; Orazbayeva and Plewa; 2020; Perkmann et al.; 2011), or
as pro-social motivations, such as contributing to society and to the welfare of the local context,
helping others, and improving the quality of life (Atta-Owusu, 2021; Lam; 2011; van de Burgwal et
al.; 2019).

These findings are premised on the conclusion that no system or set of incentives and rewards are
effective with all academics, or within all contexts; irrespective of whether an incentive operates
effectively in one environment does not mean its application will be successful in another, this can

10
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be a result of a multitude of interwoven factors including cultural, institutional and/or economic. The
customisation of incentives might be the most promising area of scientific endeavour and practical
development for academics in the field. In particular, and given the project’s objectives, the main
implication of our research lies in the necessity of investigating how much HEIs can think or deliver
on customised and individualised plans of incentivisation to reconcile the different missions an
academic has to adhere to and the changing posture each may have in its career and across
contexts.

Primary research with academics highlighted that external engagement activities are linked more to
the individuals’ volitions than to any institutional incentives or career advancement, these academics
are then either supported, incentivised, or hindered by the culture of the institution. In general
incentives included allocated time, esteem of colleagues, support from management, research
funding and a positive impact on students, society, and pedagogy. The case studies mirror these
findings with most incentives or rewards structured in the form of awards (showcasing and
celebrating effort and impact), or research grants, except in the case of JU in Sweden where adjunct
positions are available, as well as employee development and salary setting talks with management
which potentially provide reward for academics collaborating with external partners.

Navigating the Support Environment

Academics, as the key actors in universities, strongly influence how successful the organisation will
be in business engagement activities and thus determine the capacity of the institution to become
more entrepreneurial in general (Guerrero et al., 2015; Miller et al., 2018). As securing research
funding, becoming more entrepreneurial and knowledge valorisation have become intrinsic to
academics’ role (Alexander et al., 2015, Miller et al., 2018), their perception of the environment that
supports those activities is extremely important. Academics are often discouraged in engaging
externally due to the perceived lack of support in helping them balance their conflicting
responsibilities (Hayter et al., 2021). Navigating academics through the support environment is
therefore important to overcoming barriers and meeting skill and competence gaps (De Silva, 2016;
Moog et al., 2015).

As University-Business Cooperation (UBC) spans two very different worlds in terms of values and
orientation, the supporting mechanisms required in order to facilitate such cooperation are varied
and multidimensional. These mechanisms can be separated into the following four categories: policy,
strategic, structural, and operational mechanisms and presented in Table 1: Policy, Strategic,
Structural and Operational Mechanisms to support UBC - Adapted from Davey et al. (2018)below.

UBC POLICY MECHANISMS
Economic and Funding and grants

financial Subsidies

Stimulus packages

Taxation concessions

Public seed capital

UBC laws and regulations

Governance/ government programmes
Education/ training programmes

Public promotion programmes

Hiring policies
UBC STRATEGIC MECHANISMS
Paper strategies A strategy supporting UBC

Documented mission / vision embracing UBC
Top-level management committed to UBC
Coordinated communication approach for UBC

11
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Implementation Business experience considered in the recruitment of academics
strategies Recognition of academics for their UBC activities

Dedicating resources (incl. funding) to support UBC

The inclusion of 'cooperation with business' as part of the assessment of
work performance for academics

The measurement of UBC performance and outputs

Recruiting business professionals into the knowledge transfer area
Reducing teaching hours to undertake collaboration with business

STRUCTURAL MECHANISMS

Bridging Agencies dedicated to UBC (e.g., technology transfer office, innovation
structures office)

Board member or vice rector positions for UBC

Industry liaison office

Employability & Alumni networks

Career services Career offices

Co-working spaces accessible by business
Joint research institutes

Incubators

Science / Technology Park precincts

External Adjunct positions available within the university for businesspeople
integration Lifelong learning programmes involving businesspeople
structures

UBC OPERATIONAL MECHANISMS
Academic networks dedicated to UBC
Networking sessions or meetings for academics to interact with business
Student networks dedicated to UBC
UBC activities facilitating student interaction with business
External Information sessions and forums about UBC
communication The featuring of UBC prominently on the university’s website
SO ETTE T Entrepreneurship courses offered to academics

Entrepreneurship courses offered to students
Table 1: Policy, Strategic, Structural and Operational Mechanisms to support UBC - Adapted from Davey et al. (2018)

According to Miller et al. (2018) it is important to differentiate between two types of entrepreneurial
activity in the context of HEIs — less formal (networking, collaborative research, joint supervision,
student placement etc.) and more formal (contract and research consultancy, joint ventures, patents,
and licences etc.). Taking these two types into account, HEIs can refine their support environments
and the way they navigate academics through those environments. Although Miller refers to
entrepreneurial activity, this differentiation can also be applied to external engagement activities.
Therefore, knowledge transfer and engagement channels can be categorised based on their degree
of formality (Alexander and Martin, 2013) or by the type of knowledge flows, i.e., tacit or explicit
(Alexander and Childe, 2012). HEIs can integrate different channels in their support mechanisms
thus making them more accessible and expedient to different types of academics at different stages.

Different mechanisms in the support environment can foster university business cooperation,
however, due to complexity of the ecosystem, academics could benefit from additional ‘wayfinding’
and navigation (Hayter et al., 2018). In addition, promoting a culture of proactive cooperation with
external organisations in private sector is crucial to becoming innovative, entrepreneurial, and
engaged higher education institutions (Davey et al., 2018). Primary research with academics
highlighted the importance and impact of both these mechanisms; wayfinding in the form of specific
offices or personnel and cooperation with external organisations and networks. Academics spoke of
key personnel (experienced academics, management, or specific boundary spanners) and the
support provided through networking with external networks in order to become and stay informed

12
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of funding, contacts, events, policies, and research activities of interest. Networking with other people
was the predominant methodology of accessing the information and support required for academics.
Providing opportunities and supporting a culture of networking is thereby crucial to ensuring the
resources and expertise provided to support academics with these activities are utilised properly.

Case studies (OUI Consulting Services (England), UniSmart (Italy), and SMILE (Germany) provide
examples of HEIs creating subsidiary companies, platforms, accelerators, and offices to manage its
technology transfer, entrepreneurial activities, and consulting activities. Support for more informal
activities such as engaged education can be seen in the form of peer groups (CPEER and WPLC
(Ireland)), resources (Authentic Assessment (Ireland)) and a coffee morning (Sweden).

13
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4. Conclusion

This report has analysed primary and secondary research concerning the current perspectives,
barriers and needs of academics in relation to external engagement and entrepreneurial activities in
HEIs, and how change management can help change the culture of large organisations such as
HEIs regarding these activities. This research has illustrated the many areas requiring strategic focus
and resources if more academics are going to engage in these collaborative, inclusive and beneficial
activities to enhance the relevance and impact of the research and teaching delivered by HEIs.

The case studies exemplify efforts being made across 9 countries and crucially within EU policy and
funding mechanisms to support the awareness raising, networking, training, resourcing,
incentivisation, and support required for academics to become more involved in these activities. A
list of recommendations under each area of need is presented below but it suffices to say that many
changes are required throughout an HEI, at all levels, especially to what is incentivised and
measured in order to affect real change.

Regarding change management, this review suggests using a personalised combination of change
management models appropriate for the HEI that can be designed after gaining an understanding of
the existing culture and maturity of the organisation. Change management is successful when
strategies fit the context, are collaborative, consistently communicated, measured, and
complemented by incentives and rewards.

An existing culture of external engagement and/or entrepreneurialism within an HEI can mean
resources, structures, spaces, personnel, or systems have been established throughout the years
which is an advantage for any HEI. Nevertheless, the foremost determinant of successful cultural
change within an HEI towards integrating these activities within teaching and research is the focus,
communication and support of the HEI leadership and management.

It is imperative to note the fertile ground available for these activities once certain changes are made,
given the propensity of academics to be intrinsically motivated to do good, the many benefits to the
education and employability of students, the potential access to research funding, and positive
reputational impact for HEls. These elements are all required if HEIs are to become beacons of
societal change driven by evidence and collaboration, and if anyone aspect was missing, this task
would be undoubtedly more challenging, but there is not.

14
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This section outlines the recommendations most salient for the next piece of this projects work, the
creation of a Toolkit for HEI leadership and management to support an increase the quantity and
quality of external engagement and entrepreneurial activities that academic become involved in.

5. Recommendations

Raising Awareness

Encourage academics to be proactive in participating in the SME sector and agency
networks through delivering masterclasses, bringing in guest experts or hosting events
inside the HEI.

Encourage academics to take part in events that involve external partners such as Career
Day, Thesis fair etc.

Facilitate and support staff to position themselves within business/industry networks to
operate as mentors, advisors in start-up, business growth networks or board members of
industry bodies.

Provide a central point (website, intranet, office) of access for academics and external
organisations seeking engagement opportunities.

Develop and clearly identify engagement mentors within departments and institution wide.
Run an institution wide programme of events and engagement opportunities that are well
advertised and promoted within departments and amongst colleagues.

Deliver well designed and accessible ongoing training and development opportunities in
the area of external engagement and entrepreneurialism.

Create awareness of external engagement and entrepreneurial activities, benefits, and
opportunities through induction programmes for new academics.

Build awareness of the benefits from external engagement and entrepreneurial activities
throughout the HEI and local region.

Include external engagement and/or entrepreneurialism as part of each academic’s job
description and interview questions.

Acknowledge the significant strengths academics with previous industry experience bring
to external engagement and entrepreneurial activities within HEIs. Thus, continue to recruit
industry experienced personnel as academics and support the transfer of knowledge from
these academics to those without.

Utilise existing academics stories/experiences with external engagement and/or
entrepreneurial activities to raise awareness of the benefits, learning and supports
available.

Host activities celebrating and recognising suitably engaged academics to inform all staff,
students, management, and external partners of the activities, outcomes, and impact.
Conduct research into the current activities being undertaken within an HEI and attitudes
towards same.

Capturing Success

« Develop a system for tracking and documenting all engagement and entrepreneurial
activities, such as partnerships, collaborations, and start-ups. Utilise technology like a
Customer Relationship Management (CRM) system to organise, and project management
software to track progress and milestones to do so.

e Create a process to collect and analyse data of external engagement and entrepreneurial
activities, such as surveys, interviews, case cards and focus groups.

15
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 Create a system for reporting on engagement and entrepreneurial activities, such as
regular reports to stakeholders and annual reports to the university community.

e Develop a central website or portal where information about all engagement and
entrepreneurial activities can be easily input and accessed.

* Create a dedicated office or centre for engagement and entrepreneurship to coordinate
and promote activities across the university (Novotny, 2008).

¢ Provide training and resources to faculty and staff to support their engagement and
entrepreneurial activities (Gibb et al., 2013).

e Engage with like-minded networks such as UIIN, CDIO and ACEEU (CDIO, 2023; ACEEU,
2023; University Industry Innovation Network, 2023).

e Create case studies and success stories that highlight the impact of engagement and
entrepreneurial activities on the community. (Impact case study database in Research
Excellence Framework (REF) for example).

e Measure and report on the impact of engagement and entrepreneurial activities to
demonstrate the value of these efforts to the university and broader community (e.g., a
yearly report from the external engagement department (Jonkdping University, 2021).

e Collect and document data on the impact of engagement and entrepreneurial activities,
such as the number of jobs created, the economic impact, and the social impact on the
community. (Impact case study database in REF).

e Create a system for feedback and evaluation to ensure that engagement and
entrepreneurial activities are meeting their intended goals and making a positive impact
on the community (Backstrand and Bergqvist, 2019).

e Utilise social media platforms, university website, and other communications channels to
share updates and successes of engagement and entrepreneurial activities.

e Create a system to communicate the success and impact of engagement and
entrepreneurial activities to external stakeholders, such as government agencies,
foundations, and other universities.

¢ Create partnerships with local businesses and organisations to provide networking and
mentorship opportunities for academics.

e Encourage academics to support students to participate in internships, co-op programs,
and other experiential learning opportunities to gain real-world experience.

e Invite successful partners, entrepreneurs, industry, and community leaders to speak at
events and share their experiences with engagement and entrepreneurial activities.

e Host regular events, such as networking events, pitch competitions, and innovation fairs,
to showcase engagement and entrepreneurial activities.

Incentives and Rewards

 Change promotional criteria to give equal value to time spent on external engagement
and/or entrepreneurialism as to time spent on research and education.

¢ Introduce adjunct positions which can facilitate building bridges between the academic and
the non-academic world and can create a profitable exchange of knowledge.

* Consider differentiating career pathways for academics interested in external engagement
and/or entrepreneurialism.

¢ Increase the allocation of time for externally engagement and/or entrepreneurial activities.

e Introduce KPIs for external engagement and entrepreneurial activities, as ‘what gets
measured, gets managed’.

16
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e Introduce formal acknowledgements, celebrations, and recognition of externally
engagement and entrepreneurial activities within each department and as an institution.

Navigating the Support Environment

Differentiate between informal and formal activities, and the internal and external supports
available for each group of activities.

Establish and encourage a positive supportive culture within departments (amongst all
staff) towards external engagement and entrepreneurial activities, as all primary and
secondary research for this project highlights, the support of colleagues and management
is paramount to the involvement of academics in these activities.

Support professional staff to understand and feel involved in these activities in order to
support academics with the bureaucracy and logistics required.

Provide ongoing, accessible training and support in skills related to these activities such
as networking and communication.

Develop and make accessible guidelines for activities, a how-to-guide on starting live
cases, collaborative research etc.

Embed information on external engagement and entrepreneurial activities and supports
within the employee induction programme.

Provide a mentor for each early-stage academic that is active in external engagement
and/or entrepreneurial activities to support building capacities and knowledge required to
start getting involved.

Highlight and encourage the significant positive impact a supportive environment and
colleagues has on academics engaging externally.

Develop a specific team or office devoted to supporting external engagement activities
such as the External Relations Team (JU), Promoting Innovation and Knowledge (PInK)
(CF) or the Extended Campus (MTU).

Identify and empower people who are facilitating the wayfinding between different
mechanisms inside and outside universities.

Develop and encourage the use of digital aspects of the support environment such as
ensuring forms are downloadable and if possible able to be complete online, conducting
support groups or networking online, providing recorded training videos online etc.

This research accordingly informs the next phase of the Time4UNIChange project's work in
developing effective tools to change the culture of HEIs so academics can become more externally
engaged and entrepreneurial.
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