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The Purpose-in-Practice Community (PIPC)
brings together senior leaders and
changemakers to collectively explore how they
can put people and the planet at the heart of
business and organisational success. Making this
shift is complex and multi-layered, and there is
no rulebook to follow. The process of becoming
purpose-led not only involves substantial shifts
in strategy and culture, but fundamental
changes to the beliefs and assumptions that
underpin how an organisation creates value for
all its stakeholders - and for society.

On convening its founding community members,
it became apparent that the purpose-led
business movement is growing, with more
businesses committing to transform, and an
increasing volume of definitional frameworks
and standards available to anchor credibility.
However, while many of these frameworks
describe the ‘what’ and ‘why’ of purpose-driven
business, the ‘how’ is missing in terms of clear
and accepted practices to achieve these
standards. Decoding and unlocking these
practices is the work of this community.

This collaborative network hopes to develop the
potential and power to contribute to changing

P the landscape of business. Together, we intend
', "\ The Purpose-in-Practice to drive both organisational change and larger

{ Community
W)

w2 systemic shifts that create the conditions for

purpose-led businesses to thrive.




Executive Summary

Across sectors, organisations are
increasingly recognising that financial
performance alone provides an
incomplete picture of success. Trust,
relationships, culture, societal
contribution, environmental
stewardship and long-term resilience
are all acknowledged as important
sources of value. Yet despite this
growing awareness, financial
considerations continue to dominate
decision-making.

In its fifth lab, The Purpose-in-
Practice community explored a
fundamental question:

How do we reframe how people
think about value, and what
would need to be true for broader
forms of value to become an
integral part of organisational
decision-making?

Through interviews, collective inquiry,
systems mapping and
experimentation, participants
examined not only how value is
measured, but why certain forms of
value continue to be prioritised over
others.

A central insight emerged. Expanding
value is not primarily a measurement
challenge. Better metrics may help,
but measurement alone cannot
overcome the deeper organisational
dynamics that determine what is
considered legitimate, credible and
actionable.

The challenge is systemic.

Financial value remains structurally
dominant because it is deeply
embedded within governance systems,
incentives, reporting structures and
organisational cultures. Broader forms
of value are increasingly recognised,
but they often lack the authority,
confidence and institutional support
needed to influence significant
decisions.

Structures

Mental
Models

Using the iceberg model, participants
explored the visible symptoms of this
challenge, the organisational
structures that sustain it, and the
mental models that sit beneath those
structures. This revealed that
meaningful change requires more than
new measures or frameworks. It
requires organisations to rethink how
value is understood, authorised and
acted upon.

Ultimately, the Lab found that broader
value only becomes real when it
becomes legitimate, discussable and
safe to act upon within everyday
decisions.



1. Introduction

The conversation about value is changing. Although an estimated 80-90% of
economic value is now derived from intangible assets, organisational decision-
making continues to privilege financial measures as the primary language of value.

For decades, organisational success has been assessed primarily through financial
performance. While financial measures remain essential, there is growing recognition
that they do not capture the full range of outcomes organisations create.

Trust influences customer loyalty and reputation. Relationships shape resilience and
collaboration. Culture affects innovation and performance. Social and environmental
impacts increasingly influence risk, legitimacy and long-term viability.

Most leaders now recognise these realities. Yet recognising broader forms of value is
not the same as acting upon them. Purpose-led strategies often reach their limits
before purpose is fully realised. Organisations may articulate commitments to
societal impact, stewardship and stakeholder value, yet these ambitions frequently
fall away when significant decisions are made.

Across organisations, there remains a significant gap between aspiration and
integration. Leaders frequently acknowledge the importance of non-financial value,
but when decisions involve uncertainty, competing priorities or difficult trade-offs,
financial considerations continue to dominate.

Lab 5 set out to explore this tension.

Rather than asking simply how broader forms of value can be measured,
participants explored deeper questions:

What beliefs and assumptions shape how organisations define value?
What structures enable or constrain wider forms of value?

What would need to change for broader value to become integral to
decision-making?

The findings suggest that expanding value is as much a leadership and systems
challenge as it is a measurement challenge.




2. What we found

Using the iceberg model as a framework for inquiry, participants explored three
levels of understanding.

At the surface sit the visible
challenges organisations
experience.

Pattern of behaviour

Beneath these sit the
structures that enable or
constrain behaviour.

Structures

Mental
Beneath those structures sit Models

the assumptions, beliefs and
mental models that ultimately
shape organisational choices.

Together, these layers provide a richer explanation for why broader forms of value
remain difficult to operationalise




Level one: presenting problems — what we can see

At the surface level, a humber of recurring patterns emerged:

Financial logic dominates

Financial value remains the dominant language of organisational decision-making.
Participants observed that while organisations increasingly discuss social, relational
and environmental outcomes, financial considerations continue to carry the greatest
authority when priorities compete. As a result, broader forms of value are often
treated as secondary considerations rather than integral dimensions of success.

Non-financial value is recognised but not operationalised

Most organisations no longer question whether trust, wellbeing, relationships,
resilience or societal contribution matter. The challenge lies in translating this
recognition into decision-making. Participants described a persistent gap between
what organisations say they value and what their systems ultimately reward.

Measurement alone will not solve the challenge

Many organisations continue searching for better metrics to capture non-financial
value. However, participants repeatedly questioned whether measurement itself is the
primary barrier. During the Lab, participants stepped into the perspectives of different
organisational stakeholders through a "voices from the field" exercise.

The responses were revealing:

"Even if we knew what and how to measure, what would it do for us?"
"This doesn't work here.”

"Who would this really serve?"

"We operate on a 90-day window."

"The fact that there are still more questions than answers makes this
uncomfortable.”

While these statements may initially appear as resistance, participants came to see
them as signals of deeper organisational assumptions about certainty, legitimacy, time
horizons and risk. The challenge appears less about the absence of measures and
more about the confidence, legitimacy and authority granted to different forms of
evidence.

Leadership and governance are decisive

What leaders pay attention to, what boards ask about, and what governance
structures reward has a profound influence on organisational priorities. Participants
consistently identified leadership and governance as critical leverage points for
change.

Complexity, ambiguity and trust remain significant barriers

Many forms of value are inherently relational, contextual and difficult to quantify.
Participants observed that organisations often struggle with ambiguity and complexity,
preferring certainty, simplicity and measurable outcomes.

Systemic change is required

Perhaps the strongest finding was that isolated interventions are unlikely to create
lasting change. New frameworks, reporting tools or metrics may improve visibility, but
they do not address the deeper conditions shaping organisational behaviour.

The question is therefore not necessarily what the best ways of measurement are, but
how organisations can better understand the mental models that create patterns of
financial default and how they can work with those patterns to enable wider forms of
value.



Level two: structures - the enablers and blockers
beneath the surface

Beneath these presenting problems sit a number of organisational structures that
either support or inhibit broader forms of value.

Leadership

Leadership emerged as both a powerful enabler and a significant blocker. Many
leaders expressed a genuine desire to create positive impact and leave a meaningful
legacy. However, this aspiration is often constrained by perceived shareholder
expectations, pressure for short-term results and uncertainty about how broader
value will be judged. Inconsistent leadership signals frequently reinforce existing
behaviours rather than enabling change.

Strategic differentiation

Participants recognised growing opportunities to differentiate through trust,
relationships and long-term value creation. Yet fear of scrutiny, reputational risk and
financial consequences often make conformity feel safer than innovation. The result is
a tendency towards incremental rather than transformative change.

Measurement and framework maturity

Interest in impact measurement continues to grow and organisations now have access
to an increasing range of frameworks and benchmarks. At the same time, competing
methodologies, limited capability and low confidence in non-financial evidence often
reduce their effectiveness. Financial metrics therefore remain the default because they
feel familiar, defensible and institutionally accepted.

Trust

Trust emerged repeatedly throughout the Lab. Organisations increasingly recognise
trust as both a commercial and societal asset. However, declining institutional trust,
concerns about purpose washing and transactional stakeholder relationships
undermine confidence in broader value conversations.

Simplicity and complexity

Many participants observed a tendency to reduce complex issues into simplified
metrics, targets or binary choices. While understandable, this often strips away the
nuance required to understand broader forms of value. The desire for certainty can
unintentionally narrow organisational thinking.

Crisis and risk

Crisis often creates permission for change. When established assumptions are
disrupted, organisations become more willing to experiment and reconsider priorities.
However, ongoing economic pressures and uncertainty frequently reinforce short-term
decision-making and defensive behaviour.

Intrinsic motivation

Participants repeatedly highlighted people's natural desire to contribute positively
through their work. Yet organisational systems often prioritise action over reflection,
efficiency over meaning and performance over contribution. This can weaken one of
the most powerful sources of motivation available to organisations.

Taken together, these structures help explain why broader value struggles to become
embedded, even in organisations with strong intentions and committed leaders.



Level three: mental models - the shift required

As participants explored the assumptions beneath these structures, a deeper
pattern became visible. Many organisations continue to operate from a reactive
mindset.

Reactive organisations focus on defending existing positions, reducing uncertainty
and meeting immediate expectations. Measurement is often used to prove
performance rather than deepen understanding. Financial metrics dominate because
they provide certainty and legitimacy. Yet broader forms of value require a different
orientation.

Participants described the need to move from a reactive mindset towards a more
creative one.

This shift involves:

Moving from measuring to prove towards measuring to learn.

Moving from quantitative reduction towards richer narratives and context.
Moving from binary thinking towards recognising multiple forms of value.
Moving from short-term optimisation towards long-term resilience.

Moving from avoiding uncertainty towards learning through experimentation.

Importantly, this is not about rejecting financial value. It is about expanding
organisational thinking beyond the false choice between financial and non-financial
value and recognising how different forms of value interact to create long-term
success.

FROM - Reactive TO - Creative

Playing defence Playing offence
Staying in the pack Stand out from the pack
Justifying relevance Building resilience
Measuring to prove Measuring to improve and learn
Reducing to numbers Expanding the story
Quantitative deduces Qualitative gives nuance
Appeasing regulators Appealing to investors
Justifying how we add value Demonstrating how we could add more value
Thinking in binaries Broadening the spectrum
Financial verses non-financial value Including the the power of intangible value
Structure stifles Structure liberates
Making the current financial system and Re-orientating well established financial
processes wrong processes / intangible
Token targets Setting higher standards
Setting ‘safe’ targets we can easily tick box Creating new evidence with proxies
Avoiding the elephant in the room Acknowledging reality
Fear of standing out in Giving permission to experiment without
VUCA contexts expectation

Fa



3. The conditions for change

What was striking at this point in the Lab, was that many purported that their leaders
and organisations desire and indeed advocate for this creative ‘to’ state - yet seem to
fall short of achieving it. This sparked a deeper exploration of what might be
competing with the rhetoric.

Exploring the deeper drivers of these structural enablers, blockers and mental models,
we found that for organisations are to move from a reactive orientation to a
more creative understanding of value, three foundational questions must be
addressed.

Q1: Legitimacy and Q2: Time horizons and Q3: Fear, loss, and
authority temporal bias psychological safety
What counts as value and Over what timeframe is Is it safe to act beyond
who gets to decide? success judged? the default?

These questions sit beneath all other interventions and the ability for leaders to
directly address them, determines whether broader forms of value can become
embedded in practice.

1. Legitimacy and authority: what counts as value - and who gets to
decide?

Financial value enjoys institutional legitimacy. It is embedded within governance
structures, reporting systems, investment decisions and organisational language. It
is widely understood, consistently applied and socially reinforced. Broader forms of
value are increasingly recognised but often lack equivalent authority. As one
participant reflected: "We haven't really got the story straight."

Without a shared narrative and language, non-financial value remains vulnerable to
challenge and is easily sidelined when trade-offs emerge.

2. Time horizons and temporal bias: over what timeframe is success
judged?

Short-term certainty continues to be rewarded while long-term value is discounted.
Many of the outcomes organisations seek to create—including trust, resilience,
capability and societal contribution—develop over years rather than quarters.
Expanding value therefore requires organisations to extend their time horizons and
develop greater confidence in long-term decision-making.

3. Fear, loss and psychological safety: is it safe to act beyond the default?
Fear emerged as a powerful force throughout the inquiry. Fear of financial
underperformance. Fear of scrutiny. Fear of standing apart from peers. Fear of
making decisions that cannot be fully justified through conventional measures.

In such environments, caution and silence become rational responses. Creating
space for broader value requires organisations to build the psychological safety
necessary to acknowledge uncertainty, surface tensions and experiment with new

approaches. ‘



4. From insight to experimentation

One of the strongest conclusions from the Lab was that organisations do not need
more convincing that broader forms of value matter. Most participants already
recognised the importance of trust, relationships, resilience, wellbeing and societal
contribution.

The challenge lies elsewhere.

Current organisational systems continue to make financial value the safest, most
legitimate and most actionable form of value. As a result, wider forms of value are
often acknowledged but rarely influence significant decisions. Rather than proposing a
new measurement framework, participants explored a different question:

What experiments could help organisations create the conditions where
broader forms of value become legitimate, discussable and actionable?

This shifted the focus from measuring value to redesigning the systems that shape
behaviour.

Five areas emerged as opportunities for experimentation.

Experiment 1: Redesign decision architecture

Hypothesis: If broader forms of value are built into decision-making processes,
they will become harder to ignore and easier to discuss.

Experiment: Test decision-making processes that explicitly require consideration
of:

Financial value

Human and relational value

Societal and long-term value

Trade-offs and unintended consequences

Rather than treating broader value as an optional consideration, it becomes a
standard component of decision quality. Participants suggested experimenting with
decision reviews that assess not only outcomes, but also the quality of the decision-
making process itself.

What we are testing: Whether making broader value visible within decision-
making changes the quality of conversations and ultimately the quality of decisions.

Q



Experiment 2: Reset governance mandates
and accountability

Hypothesis: If leaders feel authorised to consider broader forms
of value, they are more likely to act on them.

Experiment: Explore ways of broadening governance
conversations beyond financial optimisation.

This could include:
Explicit stewardship responsibilities within leadership mandates
Greater recognition of long-term value creation
Formal use of narrative and qualitative evidence within
governance discussions
Assessing leaders on judgement and stewardship as well as
delivery

What we are testing: Whether broader value becomes more
influential when leaders perceive it as part of their legitimate
responsibility rather than an optional consideration.

Experiment 3: Reframe measurement as
sense-making

Hypothesis: If measurement is used to support learning rather
than proof, organisations will develop greater confidence in
broader forms of value.

Experiment: Test approaches that combine quantitative and
qualitative evidence.

Participants discussed:

Using fewer metrics rather than more

Pairing data with narrative interpretation

Giving qualitative evidence formal standing

Asking "What does this help us understand?" rather than
"How do we prove this?"

What we are testing: Whether organisations make better
decisions when evidence is used to deepen understanding rather
than reduce uncertainty.



Experiment 4: Embed time horizons into strategy
and risk

Hypothesis: If organisations routinely consider multiple time horizons,
broader forms of value will become more visible and legitimate.

Experiment: Introduce decision-making processes that explicitly examine:
Short-term impacts
Medium-term implications
Long-term consequences

Using strategy and risk conversations to explore questions such as:

What future are we creating?
What future are we unintentionally locking in?
What will matter most if we look back in five years?

What we are testing: Whether extending organisational time horizons
reduces the dominance of short-term financial logic.

Experiment 5: Align incentives, recognition and
protection

Hypothesis: If people feel safe to act on broader forms of value, they are
more likely to do so.

Experiment: Explore ways of recognising and protecting behaviours that
support long-term value creation.

This could include:

Recognising stewardship and relationship-building

Celebrating principled decisions, even where outcomes remain uncertain
Rewarding capability building and long-term thinking

Protecting leaders when broader value creates tension with short-term
objectives

What we are testing: Whether organisational behaviour changes when
people no longer perceive broader value as carrying disproportionate
personal or professional risk.




5. The deeper experiment

Viewed collectively, these are not five
separate interventions. They are five ways
of exploring a larger hypothesis:

Broader forms of value become
operational when organisations
redesign the conditions that
determine what counts, who decides,
what evidence is legitimate and what
people feel safe to do.

The intention is not to make individuals
braver - the intention is to create systems
where acting on broader forms of value no
longer requires unusual courage.




6. In summary

Most organisations already
understand that broader forms of
value matter. The challenge is not
awareness - it's integration. Financial
value remains dominant not because
leaders do not care about wider
outcomes, but because organisational
systems continue to legitimise, reward
and protect financial logic above all
else.

Expanding value therefore requires
more than better measurement. It
requires changes in governance,
incentives, decision-making
processes, leadership practices and
organisational culture.

Value expands when it becomes
legitimate, discussable and safe to act
upon. When organisations broaden
what counts as value, extend their
time horizons and create conditions
where uncertainty can be navigated
rather than avoided, broader value
moves from aspiration to operation.

The question is no longer whether
wider forms of value matter. The
question is whether organisations
are willing to redesign the
systems that determine what
matters in practice.
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The Purpose-in-Practice
Community

Catalysing Better Business

More information about the community, including insights from

other Labs, can be found here: Purpose in practice community
| Blueprint for Business

The host of this community, a Blueprint for Better Business, is an is an
independent charity whose purpose is to create a better society through

better business. We help business to be inspired and guided by a purpose
that benefits society and respects people and planet.

71 ablueprint for
better business
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