
 
 

  

 

 

 

 

From Policy to Practice: Embedding entrepreneurial thinking through an 

institutional entrepreneurial toolkit  

Christopher Cramphorn, Edinburgh Napier University 

Rosemary Allford, Edinburgh Napier University 

Jackie Brodie, Edinburgh Napier University 

ABSTRACT  

In response to the Scottish Government’s Entrepreneurial Campus Blueprint (2023), this paper presents the 

development and piloting of an institutional Entrepreneurial Toolkit aimed at embedding entrepreneurial mindset 

and practice across the tertiary education landscape. Using a critical realist methodology, we examine how change 

occurs through generative mechanisms, practitioner agency, and collaborative processes. 

The Entrepreneurial Toolkit is an institutional mechanism and strategic framework for embedding entrepreneurial 

mindsets and features two components.  The Playbook is a digital guide combining theory and practice, which 

outlines principles, pedagogy, and case-based examples; and the Playboxes are physical, sensory, and multimodal 

learning resources designed to activate engagement and support inclusive, experiential learning across disciplines. 

Together, these components serve to operationalise entrepreneurial education at both strategic and delivery levels. 

Developed through iterative cycles of practitioner engagement, reflective learning, active learning practice, and 

strategic alignment with frameworks such as EntreComp and Advance HE guidance, the Toolkit supports the 

formation of entrepreneurial mindsets in both staff and students. The paper discusses the importance of agency, 

trust, and emergence in facilitating change, as well as the role of prior collaboration and institutional context. 

This paper identifies the importance of institutional culture, staff trust, and shared ownership in supporting 

adoption. Our findings suggest that open, flexible tools embedded within an enabling infrastructure can serve as 

catalysts for curriculum and cultural transformation. The Toolkit enables curricular enhancement and innovation and 

contributes to wider policy objectives around graduate pathways and entrepreneurial learning. We conclude with 

recommendations for practice and areas for future research, particularly highlighting the need to measure 

longitudinal impact. 

Keywords: entrepreneurial education, curriculum transformation, entrepreneurial mindset, active learning 

pedagogy, Scottish Entrepreneurial Campus Blueprint policy 

Introduction 

This paper introduces an exploratory approach to embedding entrepreneurial education across a Scottish 

university through an Entrepreneurial Toolkit consisting of a digital resource ‘Playbook’ and physical 

‘Playboxes’. In response to the Scottish Government’s Entrepreneurial Campus policy and international 

initiatives, the tertiary sector is increasingly prioritising enterprise education across all disciplines. While 

many institutions may focus on standalone entrepreneurship modules, this initiative takes a 

capacity-building approach to integrate entrepreneurial thinking across disciplines. The initiative is designed 

© 2025  Journal of Perspectives in Applied Academic Practice​ 20 



Journal of Perspectives in Applied Academic Practice | Vol 13 | Issue 4 (2025) 

From Policy to Practice: Embedding entrepreneurial thinking through an institutional entrepreneurial toolkit 

to empower staff across multiple disciplines and embed enterprise education within existing learning 

structures rather than start from scratch in each disciplinary area. This reflects the ethos of the Scottish 

Government’s Developing the Entrepreneurial Campus Blueprint Report. 

The Entrepreneurial Toolkit is a framework that encourages entrepreneurship through co-creation and 

engagement within different disciplines. The Toolkit structure aims to embed an entrepreneurial mindset 

and change culture within the host institution. Comprising two components, the Playbook’s digital 

resources provide flexible teaching approaches, terminology, and adaptable resources, while the Playboxes 

offer interactive, hands-on learning tools to support active pedagogy. 

By shifting from a singular approach to co-creation, this initiative ensures that all students are exposed to 

the development of core entrepreneurial competencies, enhancing their career readiness as employees, 

freelancers, or founders. Entrepreneurial competencies include opportunity recognition and creativity, 

allowing innovation and new solutions; risk-taking and resilience to navigate uncertainty and setbacks; 

leadership and networking for building teams and relationships; and adaptability to respond to change 

(QAA, 2018). Through institutional collaboration and engagement with Scotland’s entrepreneurial 

ecosystem, a scalable model for embedding enterprise education fosters a dynamic and future-ready 

graduate workforce. Our approach builds a collaborative pathway that generates entrepreneurial routes 

and competencies as part of, and deeper into, the ecosystem. 

Our pracademic team draws from expertise in policy collaboration, real-world practical development and 

growth of ventures, and learning & teaching including entrepreneurship education.  Reflecting on our 

practice to create a flexible toolkit, we utilised iterative entrepreneurial methodologies such as Effectuation 

(Sarasvathy, 2001; Read et al., 2016) and developmental feedback loops (Ries, 2011) to strengthen the 

modelling, ensuring that the toolkit can be incorporated into teaching. This paper details the development 

and implementation of a toolbox approach, positioning it as a framework for integrating entrepreneurship 

education within tertiary institutions. 

This paper introduces the context in which The Entrepreneurial Campus Blueprint (ECB) (Tuffee & Little, 

2023) - a Scottish economic policy - may be implemented in a multi-disciplinary approach across the tertiary 

education sector. The entrepreneurial mindset (its definition and development) is then considered also as 

an essential part of staff and student development. The concept of Effectuation (Sarasvathy, 2001; 2008; 

Read et al., 2016) is explored as a means of leveraging networks and resources for change and providing a 

practice-led development for a framework in which strategic change may be achieved. 

The paper then outlines the concept and development of The Toolkit comprising a framework connected to 

two components; 

1.​ the Playbook (a digital resource) and  

2.​ the Playbox (a physical learning object),  

and how building academic capacity may support ECB being embedded in the curriculum. 

Finally, the Conclusion section considers the contribution of this practice development to the sustainable 

embedding of the ECB economic policy within multiple disciplines. 

Context 

The Scottish tertiary education sector comprises 19 higher education institutions (Scottish Government, 

2025) and 24 colleges (Colleges Scotland, 2024) offering higher education provision including professional 
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development programmes and apprenticeships. These institutions operate in an increasingly complex and 

uncertain environment, in part due to the number of stakeholders involved in the development, design and 

delivery of the curriculum to reflect government policy.  Government policy for economic development 

across Scotland and the UK is driving tertiary education to achieve economies of scale and economies of 

experience (Scottish Government 2022; 2023; 2025) and encouraged through strategic (research) funding 

to further deliver on externally facing university-business engagement. An effective educator-business 

collaboration could theoretically produce the advantage of a better student experience and simultaneously, 

make the market for post-16 education more competitive.  

Work-based and work-related learning within tertiary education has been strengthened through the focus 

on employability and the notions of ‘graduateness’, implemented via the Scottish Funding Council strategic 

project Learning to Work initiatives (Allford, 2017) and extra-curricula implementation was found to 

support graduate transitions into the workplace (Raelin, 2008; 2014). The focus of skills for economic 

growth was delivered through placements, internships, and growing partnerships with the business 

ecosystem (Universities Scotland, 2016). Students consequently sought employment as an output of 

tertiary education (Tomlinson, 2017) with relevant skills highlighted by employers for graduates: project 

management, analytical skills, problem solving, and communication. The prominence of the widening 

access and inclusion agenda within higher education (HESA, 2025) has re-focussed learning in the 

workplace initiatives to further meet the employability needs of graduates and grow ‘graduate capital’ 

(Tomlinson et al., 2022) with sustainable reach for longer term ‘career readiness’.  

The publication of Scotland's National Strategy for Economic Transformation (2022) marked the 

development of the landscape in which universities, colleges and business would work collaboratively to 

develop differing ecosystems within communities. The Scottish Government’s Entrepreneurial Campus 

Blueprint (Tuffee & Little, 2023) identified the transformational change required to enact a start for change 

and futures planning to support tertiary sector learners, graduates and founders. The publication of 

multiple reports (Cumberford & Little, 2020; Withers, 2023; ECB 2023), reviewing the skills agenda and how 

these may be leveraged in the workplace for economic benefit also created a need to review the meaning 

of, and the term, ‘entrepreneur’. The QAA (2018, p.14) defines entrepreneurship education as “the 

application of enterprise behaviours, attributes and competencies into the creation of cultural, social or 

economic value. This can, but does not exclusively, lead to venture creation”. Hence entrepreneurial activity 

may include start-up or spin-out venture activity but not necessarily so and includes the value-added 

activities of ‘intrapreneurship’. This was clearly differentiated from ‘employability’ from the early subject 

literature with Yorke and Knight (2006) positioning employability as a personal state that individuals occupy 

“throughout their working life” (Artess et al., 2017, p 10). 

The Entrepreneurial Campus Blueprint (Tuffee & Little, 2023) brings a skills focus through the lens of an 

individual developing personal resilience, using storytelling to gain meaning to communications and 

effectively collaborating with stakeholders. This is the basis of the developing ‘entrepreneurial mindset’ for 

learners in the tertiary sector and in the work-led space.  

The concept of the Toolkit is to provide and facilitate cross-institutional practical learning experiences 

related to entrepreneurship in terms of the student pathway and directly addresses the Entrepreneurial 

Campus Blueprint recommendation regarding curriculum transformation. This aligns to the expectation that 

all students have an opportunity to undertake credit bearing activities in addition to extra-curricular 

activities, the latter often delivered as a discrete intervention delivered in parallel with the academic 
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programme.  We worked with our internal incubator support, Bright Red Triangle (BRT), to align the 

curricula and extra curricula activities best practice. The overall context of the ECB is illustrated in Figure 1. 

 

 

Figure 1 Enterprise Support Group (2022). Commissioned by Orla Kelly. Illustrator, Hazel White. 

Developing the entrepreneurial mindset and education 

The definition of entrepreneurial mindset is a difficult task.  It has moved from “a way of thinking about 

your business that captures the benefits of uncertainty” (McGrath & MacMillan, 2000, p. 1) to incorporate 

cognitive, behavioural, and emotional aspects (Kuratko et al., 2020); it is no longer confined to business, but 

can be viewed across multiple disciplines and endeavours (Borchers & Park, 2010).   

If we are looking to implement the ECB, a trait approach would require us to be seeking entrepreneurial 

staff and students with relevant traits, whereas developing the cognitive methods utilised by entrepreneurs 

reflects a more active approach and underlies much of the entrepreneurial campus policy (Naumann, 

2017).  The emphasis on developing cognitive capabilities also suggests a more inclusive approach directly 

connected to entrepreneurial orientation and wider entrepreneurial thinking (Nabi, et al., 2017). 

Both Daspit et al. (2021) and Pidduck et al. (2021) note the relationship between entrepreneurial mindset 

and entrepreneurial orientation. Entrepreneurial orientation is important as this relates to the direction 

that an entrepreneurial endeavour may take, be it a start-up, social enterprise, not-for-profit, community 

initiative or intrapreneurial programme, depending on your background and interest. Such findings are 

important if we are to meet the requirements of embedding an entrepreneurial campus across all 

disciplines, with a focus on cognition (Duening, 2010) and action (Sarasvathy, 2021), via recognising 

opportunities, making decisions under uncertainty, and creating value by implementing novel solutions. The 
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focus on entrepreneurial mindset before the development of other entrepreneurial skills behaviours 

reflects the ethos within development of the Toolkit. Hence, for the Entrepreneurial Toolkit, we reflect a 

wider working definition of the entrepreneurial mindset as embracing critical questioning, innovation, 

service improvement, and continuous improvement.  

Entrepreneurship education typically seeks to support the development of opportunity recognition, 

business planning, risk management, and innovation often with the goal of galvanising new venture 

creation and “seeking to create cultural, social or economic value” (QAA, 2018, p.7).  We note that there is a 

difference between entrepreneurship and enterprise and acknowledge the QAA (2018) notion that it is 

possible to discuss both these related concepts simultaneously by using the umbrella term ‘entrepreneurial 

education’.  The European Commission (2021, p.8) notes institutions take three main approaches of 

learning ‘About entrepreneurship’ (theoretical knowledge and research); learning ‘For Entrepreneurship’ 

(acquiring practical skills such as opportunity spotting for venture creation and including for profit, 

governmental, and not for profit); and learning ‘Through Entrepreneurship’ (gaining experience by actively 

engaging in entrepreneurial mindset and processes such as low resource feedback loops to solve problem 

or acquire resources). This framework helps define how individuals and educational programs approach 

developing entrepreneurial capacity by considering the type of learning involved with enterprise skills 

connecting to the latter two approaches. In developing entrepreneurial mindset and entrepreneurial 

competencies we also acknowledge the impact of frameworks such as the European Commission’s 

EntreComp Framework (European Commission, 2016; Bacigalupo et al.,2016) and Advance HE (2024) 

Framework for Enterprise and Entrepreneurship Education, and others e.g. the Inner Development Goals 

(IDG) framework. However, questions remain around building capacity across the tertiary sector to embed 

entrepreneurial mindset into teaching and learning.  

To be of value, frameworks and toolkits need to be easily integrated rather than ‘bolt on’ including some 

aspects of bespoke adaptation to the local institution or disciplinary area, and specific classroom contexts 

(Kneale et al., 2016; Pacher & Glinik, 2024; Winter et al., 2017).  Likewise, common approaches to 

developing entrepreneurial education across disciplines have often encountered resistance because they 

are too abstract (‘make a swan’) rather than practical or challenge focused, require more experiential and 

active learning than some disciplines are experienced with, were viewed as profit motive driven rather than 

value add or impact driven, and resisted deviation from more traditional views of disciplinary education 

(Hardie et al., 2022; Farny et al., 2019; Miço & Cungu, 2023; Rosenberg, 2023). 

A common issue with implementation is the lack of ground-up inclusion to support implementation (Kneale 

et al., 2016). In our development we have attempted to avoid this via using a recursive approach with local 

discipline academics. Also, there will always be a concern by some academics that the policy and the toolkit 

would not apply to them (Winter et al., 2017).  We tried to reduce this by developing users as advocates for 

both the toolkit and policy compliance, with the incentive of better learning & teaching and 

inter-disciplinary success.    

To achieve a low resistance and adaptable toolkit, a collaborative, co-creation approach (Shams & 

Kaufmann, 2016; Karami & Reed, 2021) was identified as being important to both the methodology and 

implementation of any toolkit. It empowers participants to shape content based on their expertise and lived 

experiences, fostering shared ownership and deeper engagement. This inclusive approach enhances the 

Playbook’s adaptability, making it a dynamic resource that evolves in response to collective feedback and 

changing educational needs within the discipline- led communities of practice (Cramphorn et al., 2023; 

Dollinger et al., 2018). 
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Leveraging networks and resources for change 

We applied two approaches to support the organic change of introducing the principles of the ECB into 

academic disciplines; firstly capacity building for educators and secondly the capture of the organic growth 

to understand the development. The output of this collaborative approach is the Entrepreneurial Toolkit for 

educators: a framework, a co-created ‘artefact’, comprising a digital resource Playbook and a physical 

resource Playbox. 

Effectuation (Sarasvathy, 2001, 2008; Read et al., 2016) provided a practice-led development for starting 

with existing means i.e.  asking ‘Who are we?, What do we know?, and Who do we know?’. In practical 

terms, this meant identifying and mobilising the resources and relationships already available within and 

around the university to support the Toolkit creation. Rather than beginning the study with a fixed output 

and needed resources, effectuation focuses on forming new connections and commitments to evolve the 

Toolkit and build a framework organically, extending the number of change agents and their impact on 

institutional structures. Likewise, new collaborators and resources create additional means to develop new 

content and increase reach.  

The effectuation processes drew on both internal and external networks. Internally, this involved colleagues 

from different disciplines, and the local university incubator, Bright Red Triangle, to identify existing best 

practices in education and extra curricula activities. Externally, the university participates in the Start for 

Future programme (Start for Future, 2024), a European network of approximately thirty universities focused 

on entrepreneurship education (Cramphorn, et al., 2023). These connections provided a rich source of ideas 

and feedback, identifying examples of international practice where entrepreneurship is applied at the local 

educational disciplinary level (Sarasvathy, 2021). Colleagues became co-creators of resources in the Toolkit, 

tailoring and testing entrepreneurial learning activities in their classrooms and then feeding their 

experiences back into the Playbook and later the Playbox development.  

Methodology 

The implementation of new strategies and measures linked to the delivery of economic policy such as the 

Scottish Government’s (2023) ECB requires learning beyond academic enrichment.  In this context the 

learning is occurring within tertiary education structures, and these structures are populated by complex 

social dynamics that influence learning and performance outcomes (Bray, 2000). We engaged with 

entrepreneurial learning through a critical realist methodological perspective, which has core notions 

around both agency and structure. Agents (i.e. individuals and communities) exist within pre-existing 

socio-economic phenomena and the social structures of tertiary education (Ackroyd & Fleetwood, 2000; 

Fleetwood, 2004). The concept of stakeholder or member voice was an overarching theme and the 

representatives from the development work gave voice to the agency of the stakeholders. 

Agents have causal influence, but they do not control all the events they are involved in.  Engaging with the 

pre-existing world, they reproduce these worlds or transform them at the same time as the agents 

reproduce or transform themselves. This transformational process enables the agent and the structure or 

social phenomenon to evolve to a new and different phase of development i.e. emergence. For example, 

academic colleagues, engaging with university incubators, are impacted by engagement with external 

business stakeholders and the emergent social changes become embedded into core curricula. This 

emergence within critical realism occurs through influence on decision making within structures, 
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reproduction of changes through co-creation, and by creation of new artefacts that support change 

(Lawson, 2017; Sorrel, 2018).   

The development team harnessed real world entrepreneurship experience for new venture development 

(including for-profit, and not-for-profit organisations), and experience with interdisciplinary incubators and 

public sector entrepreneurial activities. The team also included learning and teaching expertise including 

and beyond entrepreneurial education to create the toolkit and had experience of staff capacity building 

and strategic change to assist emergent development and implementation of new items in the Toolkit.  

The table below identifies key stakeholders for the development; note that the Toolkit focused on 

capabilities development with staff and hence any student feedback was indirect via academic staff 

participation, and based on their judgment of what to share. 

 

Table 1 Examples of stakeholders and their roles in creation of the toolkit.  

Stakeholder 
Internal / 
External 

Role 

Project Team Internal Development of the Toolkit 

Interested Academic 
Staff 

Internal 
Academic staff who tested aspects of the Toolkit for 
understanding and in their own practice; gave feedback 
and suggestions. 

Professional Services 
Staff 

Internal 

General tested professional services element 
understanding. Learning Technologies assisted with 
VLE-related issues. Assisted with learning outcome and 
quality-related issues. Contributed ideas to ecosystems 
engagement sections. Ordered Playbox components. 

Bright Red Triangle 
(local university 
incubator) 

Internal 
Local University Incubator assisted with interested parties, 
some examples used, awareness raising, ecosystem 
development suggestions. 

Start for Future 
Network 

External 
Gave examples of alternative entrepreneurial examples 
and practice in non-business disciplines. 

Students Internal 

Little direct input to the team, except for previous 
feedback on activities reused from existing practice. 
Indirect feedback came via interested academics using 
activities and resources within their own areas, via 
reporting on developmental feedback loops for the Toolkit. 

 

The Toolkit creation  

The Toolkit comprises of a framework connected by two components; 

1.​ The playbook is a digital resource and  

2.​ the playboxes are physical learning objects  

 

We adopted an iterative, low-resource development strategy that also underlies the basis of the 

entrepreneurial mindset approach and can be used as an example for educators.  We encourage simple 
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feedback loops to emphasise an experimental style of development using continuous do-check-learn cycles. 

Each iteration of development was treated as a learning experience: even when a particular innovation, 

adjustment or idea failed to produce the desired result, it yielded valuable insights that were documented 

for future reference. By recording what worked and what did not, we built a knowledge base to understand 

contextual differences as to what might not succeed in one academic setting could well prove effective in 

another discipline. This iterative process inherently promotes reflective practice, a cornerstone of the 

entrepreneurial mindset to cultivate in staff and students. Every cycle of planning, action, and reflection 

helped model the behaviour of learning from failure and creating adaptation of what works and what did 

not (in what context) into the Playbook and later Playbox; and cycles of learning as more co-creators 

became involved. 

While the iterative feedback loop approach proved powerful, early trials highlighted the need to adapt it to 

different disciplinary contexts. These insights reinforced the importance of flexibility and informed the 

development of additional strategies to engage stakeholders and leverage resources in varied academic 

areas. 

Having discussed the methodology for the development of the toolkit, we will discuss the Toolkit and 

contents.  

The Toolkit: The Playbox resource 

The Toolkit has two complementary formats: a digital resource hub to disseminate entrepreneurial learning 

across the institution (the Playbook), and later at the request of the user, a set of physical resources 

(Playboxes) for hands-on application (the Playbox resource is discussed in the following section). This online 

Playbook (see Figure 2 below) is structured to introduce core concepts of enterprise and entrepreneurship 

in such a way that any academic regardless of discipline can understand and apply. It covers fundamental 

terminology and definitions, ensuring a common baseline of understanding, but it also deliberately 

highlights alternative language use and examples drawn from non-business disciplines. 

Many entrepreneurial activities and behaviours occur naturally in other disciplines like science, health, 

engineering, or the arts, although they may not be labelled as ‘entrepreneurial.’ The digital Playbook 

identifies these equivalent concepts and activities to allow staff in any school to recognise how 

entrepreneurial thinking establishes in their own context. Presenting discipline-specific equivalents for 

entrepreneurial terms makes the material relevant and accessible across the organisation’s diverse 

landscape. Finding shared concepts and interchangeable language helps foster an interdisciplinary 

understanding of entrepreneurship, aligning with the Scottish Government’s Entrepreneurial Campus vision 

of breaking down silos between disciplines (Tufee & Little, 2023).  It also prompts valuable discussion about 

the nuances of language for example, identifying where a term in one discipline might carry a different 

nuance in another, sensitising staff to communicate entrepreneurial ideas in ways that resonate with their 

subject-matter colleagues and students. This is a developing area for the Playbook as smaller disciplinary 

nuances and more collaborators become involved. 

In addition to terminology, the digital Playbook includes entrepreneurial mindset development and active 

learning strategies via a developing collection of learning activities, case studies, and exercises that 

educators can use to impart entrepreneurial thinking in their students. The focus is on practical, hands-on 

learning experiences that emphasise skills such as opportunity recognition, creative problem-solving, and 

iterative Playbook development. Many faculty and students are new to some of these concepts, and so 
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activities were tested to ensure they are straightforward to implement and do not require extensive 

background in business or entrepreneurship. For example, some exercises adapt familiar pedagogies (like 

group projects or lab experiments) to include an entrepreneurial twist, such as having students identify 

potential end-users for a particular discipline-specific initiative or pitching the social impact of historical 

research findings.  

 

Figure 2 Key topic areas for the Playbook digital resource, example content 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Underpinning many of these activities are the simple yet powerful models mentioned earlier – feedback 

loop cycles and effectuation principles – which were chosen precisely because they can be easily adapted to 

multiple disciplines. Early feedback from early users confirmed that simple feedback loop models 

(build–measure–learn loop or adaptable to Plan–Do–Check–Act) and effectuation questions are intuitive 

and approachable for both staff and students outside of business disciplines. Over time, more staff 

contribute and experiment with these materials, and this will grow the repository of examples.  New 

variations and alternative approaches contributed by users will be tested and documented, steadily 

enriching the Playbook and offering a wider array of entrepreneurial learning opportunities. In this way, the 

digital resource remains dynamic, continually showcasing emerging good practices from across the 

University and beyond.   
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Embedding in the curriculum  

The Entrepreneurial Campus Blueprint - see recommendation 4 (Tuffee & Little, 2023) - proposed that the 

development of the entrepreneurial mindset should not be confined to standalone courses or isolated 

training; it needs to be integrated into existing curricula throughout the university. Rather than creating a 

single mandatory entrepreneurship module for all students, a quality enhancement approach was 

developed with the aim to infuse entrepreneurial learning outcomes and activities into the modules and 

programs that already exist. We believe this approach to be more flexible and sustainable, adapting to each 

discipline’s context and the avoidance of overloading the curriculum with additional requirements.  

Learning outcomes are linked to teaching activities and assessment methods that bring them to life in the 

classroom, lab or workplace. By mapping entrepreneurial objectives onto existing courses, the project helps 

academic staff see where they can naturally introduce concepts like innovation, opportunity identification, 

or social enterprise into their teaching, without having to become entrepreneurship specialists themselves. 

This curricular integration is supported by ensuring connections to extracurricular activity and local 

ecosystems. The incubator unit, Bright Red Triangle, is positioned within the Playbook as partners in the 

ecosystem, with developments now to incorporate the wider founder ecosystem locally in the city. The 

digital Playbook includes a small but developing section outlining how each academic discipline might 

engage with the local entrepreneurial ecosystem – whether through guest speakers, project collaborations 

with companies, community challenges, or mentorship opportunities. The aim is that an educator can find 

guidance on which local creative incubators or industry partners might enrich their class project, and whom 

to contact for partnership. Embedding entrepreneurship in the curriculum, therefore, is symbiotic with the 

aim of embedding the university in its broader ecosystem, creating a two-way flow of knowledge and 

innovation between the university and its partners. For example, development of entrepreneurial 

production/market ready innovations to solve real world problems would offer a more infused approach for 

engineering students, and would grant cross disciplinary links to other e.g. business students.  Further, 

ecosystem players of businesses, local investment and supply networks can be embedded, and help align 

real-world connected curricula and teaching practices. 

 

Accessible platform and Inclusive Design  

To ensure the Playbook is widely accessible and user-friendly, the digital resource was implemented as a 

community site on Moodle, the university’s virtual learning environment, keeping the user experience 

intuitive using a standard known interface. Educators can browse through sections, download resources, 

and even directly incorporate elements into their teaching. For example, sharing specific activities, slides, or 

resource files from the Playbook and importing them into their own course sites. The aim has been to 

enable an easier transfer of content, adapting it as needed. By making integration this convenient, the 

Playbook encourages adoption and experimentation, letting educators try out entrepreneurial exercises in 

their courses with minimal concerns. 

Another critical aspect of accessibility is ensuring the content itself speaks to educators across all disciplines 

in an inclusive and respectful way; the language of entrepreneurship can sometimes feel alienating in those 

subjects where such terminology is uncommon. By the ‘translation’ of entrepreneurial concepts into their 

own academic language, staff are less likely to feel inhibited when approaching this material and more likely 

to gain confidence that they can maintain academic rigor in their subject while still introducing 
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entrepreneurial perspectives. It also reinforces the idea that entrepreneurship in academia is 

interdisciplinary by nature reflecting the Entrepreneurial Campus Blueprint ethos. 

Alignment with educational frameworks and best practices  

The Playbook’s connection to multiple frameworks (Advance HE, 2024; European Commission, 2016) 

highlights that there is no single right way to do entrepreneurial education, instead there are multiple paths 

that share underlying principles. By being engaged with several frameworks, the Playbook remains 

adaptable.  This versatility further helps embed the entrepreneurial mindset universally, because it 

validates different approaches and terminologies that might be preferred in different departments. The 

inclusion of these frameworks and best practices was also driven by feedback from colleagues: early 

consultation indicated that staff appreciate having external reference points to justify and shape their 

teaching innovations. Thus, aligning the Playbook with national frameworks not only aids clarity and 

structure but also connects with educators who see that this initiative is grounded in proven educational 

theory and policy, rather than being another initiative. 

 

The Toolkit: The Playbox resource 

The Playbox was requested during the second iteration of the development of the playbook and is designed 

with mobility and practicality in mind. The multi-media resources assist in ‘storytelling’ of entrepreneurial 

activities through active learning. With entrepreneurship education, learning is increasingly framed through 

the lens of storytelling, as articulated by Garud et al.(2014). Storytelling enables students to construct and 

communicate narratives that underpin entrepreneurial thinking, particularly in terms of envisioning future 

scenarios and modelling outcomes.  

Fleming’s VARK model (1995, 2006) informs design of the Playbox connected to four primary learning layers 

of the playbox: Visual, Aural, Read/Write, and Kinesthetic, each representing distinct ways individuals 

absorb and process information. We note limitations of learning styles/preferences in the literature 

(Pashler, et al., 2008; Newton & Miah, 2017) and are not using the learning styles as a preference issue.  

Rather we are using VARK within the contextual change of behaviours, in essence as an explanatory 

approach for higher order skills and requirements.  The model offers more inclusive teaching by 

encouraging educators to present content in varied formats that align with learners' experience engaging 

students through doing, discussing, visualising, and reflecting, especially if we draw on learner’s existing 

learning and kinaesthetic experience (Lethaby, 2017; eSkilled LMS, 2025). Using Vark may also benefit 

neurodiversity and learners where English is a second language learners (Melhem & Al-Zoubi, 2025). Figure 

3 visualises the relationship. Central to the Playbox are two main components: a visual toolkit and an 

audio-discursive element. These are complemented by a third, more open-ended component ‘the 

Rummage Box’ designed for subject-specific customisation. 

The visual toolkit includes an array of flexible, re-usable materials designed to be used in conjunction with 

whiteboards, AV screens, and poster displays to facilitate dynamic learning environments. The toolkit 

reinforces the connection between entrepreneurial learning and real-world practice. Through these 

materials, students can map out processes, construct visual models, and engage in collaborative 

problem-solving. 
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Figure 3 Edinburgh Napier University (2025). Commissioned by Bright Red Triangle. Illustrator, Katrina Swanton @Swanton Sketches 

 

 
Figure 4 A Playbox 

 

Evidence from Fleming (2006) suggests that learners are better able to process and retain information when 

they can build narratives using physical tools. Storytelling therefore becomes not only a method of 

communication but also a mode of cognitive processing and critical reflection. Model-building activities are 

frequently employed within Playbox sessions. These tools are adaptable to a variety of academic disciplines 

and support learners in visually and physically articulating complex ideas. To further support active learning 

(Drew & Mackie, 2011), all participants are encouraged to record their artefacts using mobile phones, 

capturing both the process and the outcomes of their work. These visual and video records can then be 
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uploaded to a ‘working wall’ (for example, Moodle learning platform) as part of a storyboard or learning 

journal. This enables students to retain ownership of their learner journey, fostering a sense of engagement 

and autonomy.  

The intention behind the Playbox is not to replace existing practice but to enhance it. Enabling practitioners 

to deepen their current approaches embedding the Playbox into established teaching practices, and a 

natural extension of what educators already do well. For example, prompt cards, picture cards, and 

coaching tools can be used to initiate discussion, deepen analysis, or support structured debriefing sessions 

following group activity (Figure 4).  It is important to acknowledge that storytelling practices and hands-on 

active learning (Bonwell & Eison, 1991; Brownson, 2014; Mars, 2019; Neilsen & Sarasvathy, 2011; Warren, 

2004) are already present in many areas of the organisation. An example of a Playbox connected activity is 

included in figure 5. 

 

 

Figure 5 Excerpt - Developing Rapport with Stakeholders activity integrating playbox resources. 
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The Rummage Box housed in the Playbox is deliberately left open-ended. It provides a space where 

subject-specific materials, proposed either by staff or students, can be included to enrich the class 

experience. This allows for customisation that reflects the unique needs of each discipline. We recommend 

that outputs from Playbox activities are recorded throughout the development process, enabling evaluation 

of effectiveness and impact.  

The standardisation of the packaging and core materials also allows the resource to be accessible and 

ensures sustainability, and scalability. The Playbox can be used by 10-40 students simultaneously depending 

on group work vs individual use. However, all Playbox components are recorded within the Playbook with 

links to suppliers for ease of easy replicability; more Playboxes can be scaled locally or as part of a wider 

initiative. This reduces resource requirements directly as bulk buying can reduce the per unit cost, and 

additional items can be added as projects or funds are available, or adapted from general supplies.  

 

Conclusion 

This paper has detailed the development and implementation of an Entrepreneurial Toolkit, comprising a 

digital Playbook and physical Playboxes, as part of a wider strategy to embed entrepreneurial thinking and 

build capacity across disciplines. Developed through iterative cycles of experiential learning, the Toolkit 

equips staff with flexible pedagogical tools.  Our findings suggest that tools which remain open and 

adaptable in form are best suited to supporting transformation in complex and evolving environments. We 

recommend the use of authentic development methodologies that connect practice to institutional cultural 

change. 

Academics have discipline expertise and connecting their experience to frameworks and tools improves 

adoption in pedagogical practice. Emergent from our research we found that adding to existing expertise 

favoured further development and engagement with the Toolkit. Our findings demonstrate that using 

simple feedback loops for both development and staff engagement allows change to emerge organically.  

Sustainability of impact depends on iterative refinement and the engagement of self-selecting academic 

and third space (Whitchurch, 2008) staff who lead change within their own contexts. These individuals 

function as critical actors in the reproduction and transformation of practice, enabling upward change. We 

recommend that agency and enquiry are supported through adoption of such practice, allowing 

contextualised development to occur. 

The Entrepreneurial Toolkit provides a replicable model not only for curriculum transformation, but also for 

embedding institutional practices that enable entrepreneurship to flourish as a shared, interdisciplinary 

endeavour and encourages academic enrichment. To assess long-term outcomes of this approach, there is a 

need to develop robust methods that can capture the wider effects of such initiatives, particularly in 

relation to shifts in institutional mindset, graduate pathways, and pedagogic practice.  It is a future 

development stage of our work. Our experience highlights the importance of pre-existing and new 

collaborative relationships and trust between communities. Where these foundations exist, partnership 

participation is deeper and more sustained.  
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