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FOREWORD

I

n Rio de Janeiro there is a museum called “The Museum of
Tomorrow.” It is a collaboration between the City of Rio and
the private sector that invites visitors to ask: “What tomorrows
can we imagine?” The museum generates feelings of fear and
despair as it brings to life the destructive power of humanity
while also opening space for hope by highlighting ancient
wisdom traditions, and showcasing our most positive human
characteristics, such as love and generosity.

There are limits to
individualistic approaches.
Without enabling
environments for social
innovation even the most
committed intrapreneurs will
struggle to succeed
What is beautiful about this museum
is that it is inviting us to create the
next exhibition. In 50 years, what
will we show and tell about human
evolution? The choices we make in the
coming years and decades will literally
determine our future and the story of
humanity.
Business Fights Poverty and the
League of Intrapreneurs are global
communities of people who believe
that we have the potential to create a
more just and sustainable future. While
we may sometimes feel despair, we
remain optimistic as we witness the

innovation, creativity and impact of
thousands of change agents around the
world. In particular, we are moved by
the power of innovators inside our most
influential global corporations who are
finding ways to align societal need with
business value. These ‘intrapreneurs’
bring constructive discomfort to
organisations seeking to innovate
and find solutions to society’s most
intractable challenges.
Over the past decade, we have
developed tools and experiences
designed to enable intrapreneurs and
managers to create innovation with
societal impact. But we have come
to realise that there are limits to this
bottom-up, individualistic approach.
Without enabling environments for
social innovation, even the most
committed change agents - or
intrapreneurs - will struggle to succeed.
This guide is a first step to better
understand what an enabling
environment or ‘ecosystem’ for social
intrapreneurship looks like and to share
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Our shared question is ‘How?’ How do
we make inclusive business and social
innovation the rule, not the exception?

practical steps company leaders can
take to open up social intrapreneurship
in their organisations.
For this research, we partnered with
the UK’s Department for International
Development (DFID) whose Business
Partnerships Fund team is collaborating
with the private sector to promote
“inclusive business models” - those
that proactively include low-income
communities as suppliers, partners or
consumers. This is one important form
of social innovation and is emerging
as a pathway not only to economic
development but also to tangible
business value through new markets,
brand authenticity, reliable supply
chains and product innovation.
We were also supported by our
partners at CEMEX and the BMW
Foundation who are inspiring,
connecting and investing in responsible
leaders to create systems solutions for

sustainable development.
Our shared question is ‘How?’ How
do we make inclusive business and
social innovation the rule, not the
exception? How do we harness the
innovation potential of business to redesign our economy so that we live in a
sustainable world with 9 billion people?
How do we build bridges from today’s
reality to tomorrow’s possibility?
How do we ensure that the Museum
of Tomorrow tells this story: that when
faced with the stark reality of our
unsustainable pathway, humanity dug
deep - tapping the best aspects of our
species - to bring to life a regenerative
economy that works for all?

Maggie De Pree and Florencia Estrade
League of Intrapreneurs
Zahid Torres-Rahman
Business Fights Poverty
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ABOUT THIS GUIDE
Our intention with this guide is to
contribute to the growing body
of knowledge about incubating,
scaling and replicating successful
inclusive business models and social
innovation.
This guide provides a framework
for understanding what we call the
“Intrapreneurship Ecosystem” – the complex
set of processes, practices, resources and
relationships which collectively serve to facilitate
or inhibit intrapreneurship and social innovation.
Business Fights Poverty, The League of
Intrapreneurs, the UK’s Department for
International Development (DFID), CEMEX
and The BMW Foundation undertook a sixmonth, collaborative process to understand
the key components of the Intrapreneurship
Ecosystem. Together, we hosted workshops
around the world - from Berlin to Brazil - to
better understand barriers to and enablers for
social innovation and intrapreneurship. We ran
online learning sprints to capture the insights
of our global communities and interviewed
dozens of intrapreneurs, leaders and subject
matter experts.
Weighing in from back offices and boardrooms,
our global communities homed in on several
internal and external factors that comprise
the Intrapreneurship Ecosystem. The focus of
this guide is on the internal components and
specifically those factors company leadership
can actively manage to encourage social
innovation and support intrapreneurs.
The guide identifies four key components
of the internal Intrapreneurship Ecosystem:
Purpose beyond Profit, People as Change
Agents, Power of We and the Generative

Pipeline. It explains the ways in which
each element can either serve to help
intrapreneurship to flourish, or hinder the
process of innovative ideas being generated,
developed and scaled.
For each of the four key components, we offer
a set of guiding questions to help companies
assess how they are performing in that area.
We explore the primary tensions in each area
that companies face when attempting to
stimulate social innovation. And, finally, we
share examples of how companies are working
to proactively address these tensions and, in
effect, redesign their companies from the top
down and bottom up.
While much of the guidance is equally
applicable to other organisations wishing
to stimulate social innovation, from donors
to NGOs, the primary intended audience is
companies who wish to use their core business
to increase their positive impact on society
and the environment.
This is a live project and we are continuing the
exploration of this important question with our
communities and relevant partners in person
and online. Our intention is to build on the
insights shared here and to collaborate with
companies to create practical tools that will
help them unlock the human potential in their
organisations to change the world.
If you are interested in learning more or
getting involved in a future phase of this
work, please get in touch with Zahid TorresRahman at Business Fights Poverty zahid@
businessfightspoverty.org or Maggie De Pree
at The League of Intrapreneurs maggie@
leagueofintrapreneurs.com.
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EXECUTIVE SUMMARY

I

n the face of seemingly insurmountable social and
environmental challenges and against the backdrop
of the world’s commitment to meeting the Sustainable
Development Goals, enlightened companies are
continuously seeking to increase their positive impact
on people and planet.

Intrapreneurs work inside
existing organisations
to identify and develop
innovative products, services
and business models to
create Shared Value and solve
systems challenges.

Circular, de-carbonised, collaborative
and inclusive business models – to
name just a few - are emerging
business approaches that represent
our best chances to create a
sustainable economy. But they are
complex, pioneering and can not
be executed in isolation. How are
companies developing, testing and
scaling these models? Look closely
and you will find intrapreneurs at the
heart of these innovations, shaping the
future of business.

Intrapreneurs work inside existing
organisations to identify and develop
innovative products, services and
business models to create Shared
Value and solve systems challenges.
They are characterised by a number
of unique skills and attributes: they
are generative thinkers, silo-busters,
storytellers, collaborators and
creators. Intrapreneurs exist in every
organisation, but the degree to which
they are fully utilised and engaged in
driving innovation, delivering value and
achieving the organisation’s purpose
depends on the ecosystem in which
they and their teams operate.
In most organisations, intrapreneurs
still face myriad barriers along their
journey to social innovation and
systems change, including personal
barriers linked to available resources
and skills; functional barriers which
inhibit collaboration; cultural
barriers flowing from unsupportive
organisational mindsets; and strategic
barriers relating to short-term and
conflicting business priorities.
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To thrive, intrapreneurs require a
supportive ecosystem that includes
internal and external policies, practices,
resources and relationships which
collectively facilitate social innovation.
Our research conducted a deep
dive on the activities that company
leadership can undertake to create
an internal environment conducive to
social innovation and intrapreneurship.
We drew lessons from sustainability
leaders, such as Danone, CEMEX, Mars
and Boehringer Ingelheim; as well as
from leaders in innovation, including
Google and Salesforce.org
We identified four key components of
an enabling environment or internal
ecosystem for intrapreneurship:
Purpose beyond Profit, People as
Change Agents, Power of We and the
Generative Pipeline. Together, these
four areas provide an integrated
framework for companies seeking to
drive innovation with impact, to align
purpose with profit and to create
more intrapreneurial cultures to deliver
on their sustainability commitments.
This frame can help leaders and
managers assess how conducive their
corporate environments are to social
innovation and intrapreneurship, and
highlights the main tensions that exist
as companies move beyond traditional
business to business as unusual.
Our work uncovered numerous,
tangible examples of how companies
are evolving management practices
to more deeply embed purpose and
enable innovation. While no one
company has all the answers, we were
impressed by the many points of
inspiration that will help light the way
for other companies on this essential

Our work uncovered
numerous, tangible
examples of how
companies are evolving
management practices
to more deeply embed
purpose and enable
innovation.

journey to build a new economy.
This research is part of an ongoing
learning process led by Business
Fights Poverty and the League
of Intrapreneurs and our global
communities. We invite partners to
collaborate with us to build on these
insights to develop practical tools that
companies can use to deliver on their
ambitions to become forces for good
in the world.
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THE ECOSYSTEM
COMPONENTS

PURPOSE
Purpose Beyond Profit
KEY CHALLENGES
• Walking the talk - making purpose real
and actionable
• Investing for the long term but being quick
to market
• Making purpose practical but not
prescriptive

PIPELINE
Generative Pipeline
KEY CHALLENGES
• Enrolling employees far and wide
• Creating nimble structures to enable
disruptive innovation
• Making investment commensurate with
scale of innovation ambition

INTRAPRE
ECOSY

ENEURIAL
YSTEM
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PEOPLE
People as Change Agents
KEY CHALLENGES
• Ensuring performance metrics incentivise
innovation
• Recruiting for and investing in relevant
skills to generate intrapreneurial behaviour
• Creating new narratives and ensuring
success stories are heard and celebrated

POWER
Culture of We
KEY CHALLENGES
• Creating space for exploration and
experimentation while doing ‘day-jobs’
• Breaking out of organisational silos and
making collaboration happen
• Ensuring leadership is supportive,
accessible and trained in innovation
decision-making
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INTRODUCTION
“Inequality is not an economic necessity; it is a design failure.”
- Kate Raworth, Author, Donut Economics1

W

e live in an era of extraordinary change. Human
impact on earth has been so significant over the
past few centuries that scientists have declared a new,
distinct geological age: the Anthropocene.2 An epoch
in which our activity on earth has set a new trajectory
for all living systems.
Innovations and discoveries over
the past 70 years have increased
expectations and set new boundaries
in areas such as quality of life, health,
technology, work and wealth. They
have also generated grave concerns
about our continued negative impact
on this planet.
Our communities are facing systems
challenges on a scale never seen before
- from climate change to inequality,
migration to resource scarcity. There
is growing momentum to rethink and
rebuild our economic model to ensure
a more prosperous, equitable and
sustainable world. The Generation
Foundation claims that we are on the
edge of a ‘Sustainability Revolution’.3
The ascent of sustainable capitalism,
according to this paper, is inevitable:
“Dissatisfaction with the old order has
reached such a fever pitch that there is,
in effect, no turning back.”
One response to this dissatisfaction is
‘creative destruction’ - letting the new
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disrupt the old.4 We are witnessing
this phenomenon at warp speed with
the emergence of social enterprises
or ‘Benefit Corporations’ like Method
and TOMS shoes; and ‘Exponential
Companies’ like AirBnB and Uber.

BUT WHAT ABOUT
OUR EXISTING
INSTITUTIONS?
The majority of the world’s 100
largest economic entities are no
longer nations, but companies. The
10 biggest corporations now manage
more wealth than most nations in the
world combined.5 These organisations
concentrate not only financial power
but assets such as political and brand
influence. Effectively addressing our
system challenges will require unlocking
these institutional assets for good.
Fortunately, we are seeing the
emergence of purpose-driven leaders
within companies who are doing
just this. We refer to these corporate
change agents as social intrapreneurs:
enterprising individuals and teams
who are developing commercial
solutions to societal challenges while
also creating work cultures that are
more collaborative, authentic and
meaningful. The approach and outcome
of their work is often referred to as
social innovation: innovation delivering
societal and/or environmental and
commercial value or what many now
refer to as Shared Value.6 A growing
number of intrapreneurs are developing
‘inclusive business’ models (a type of
social innovation), targeting those at
the base of the economic pyramid in
their efforts to unlock new markets and
supply chains; develop new products
and services; and create new ways
of doing business with more positive
social or environmental impact.

Box 1.
DEFINITIONS
Inclusive business, n. Inclusive business
refers to profitable core business activity
that also tangibly expands opportunities for
the poor and disadvantaged in developing
countries. Such business models can
engage the poor as employees, suppliers,
distributors, consumers and/or innovators.7
Social Innovation, n. Social innovation is
the process of developing and deploying
effective solutions to challenging and
often systemic social and environmental
issues in support of social progress.8
Social innovation can be differentiated
from standard corporate innovation in that
deep awareness of and insight into social
challenges is a key driver, as opposed to
only commercial imperatives.
Social Intrapreneurship, n. Intrapreneurship
is the practice of developing innovative
products, services or systems solutions
from within an existing corporation. Social
intrapreneurs focus their attention on
solving societal challenges while creating
business value. They are employees
who bring ‘entrepreneurial DNA’ to
organisations to challenge assumptions,
bring sideways thinking and experiment to
create new forms of value. While the term
was originally coined by Gifford Pinchot
III to describe corporate intrapreneurs9,
increasingly intrapreneurs are emerging
inside governments and NGOs, where
bureaucratic, outmoded systems are
desperate for innovation from the inside-out.
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This is a live project
and we are continuing
the exploration of this
important question with our
communities and relevant
partners in person and online.

While social intrapreneurship offers
the promise of social innovation, it also
comes with challenges. Barriers from
time to talent, culture to strategy stand
in the way of good ideas becoming
scaled-up solutions. Gib Bulloch,
seasoned intrapreneur formerly with
Accenture, uses the metaphor of the
‘corporate immune system’: social
intrapreneurs are like (positive) viruses
that, if not carefully cultivated, will get
rejected by the host organism.10
If our incumbent institutions are to
play a meaningful role in achieving
the United Nations’ Sustainable
Development Goals (SDGs)11 - the
internationally-agreed goals for people
and planet - we must create the
conditions for intrapreneurs not only to
survive but thrive. In essence, we must
re-design the world of work.
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Box 2. Sustainable Development Goals:
Opportunity for Innovation?
The United Nations’ Sustainable Development Goals (SDGs) provide a framework for addressing
society’s most pressing challenges. These 17 goals were launched in 2015 with a target of 2030 and
include 169 targets for economic and social development, environmental protection, governance,
peace, resilience, accessibility and urban living, among other topics.12
Beyond providing a framework for impact, these goals also offer opportunities for innovation.
Sustainable business models could open economic opportunities worth up to US$12 trillion and
increase employment by up to 380 million jobs by 2030 in four key economic systems (food and
agriculture, cities, energy and materials, and health and well-being) representing around 60 percent
of the real economy, according to the Business and Sustainable Development Commission.13
As the late Kofi Annan, former Secretary-General United Nations said: “Without the private sector,
sustainable development will remain only a distant dream. We are not asking corporations to do
something different from their normal business; we are asking them to do their normal business
differently.”14

LEARN MORE
If you are interested in learning more or getting involved
in a future phase of this work, please get in touch with
Zahid Torres-Rahman at Business Fights Poverty: zahid@
businessfightspoverty.org or Maggie De Pree at The League
of Intrapreneurs: maggie@leagueofintrapreneurs.com
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WHY SOCIAL
INTRAPRENEURSHIP?
WHY NOW?
“We are past Should we? The question now is How?”
- Dr. Mehmood Khan, Vice Chairman and Chief Scientific Officer, PepsiCo

S

ocial intrapreneurship is not only a key to unlocking
innovation from within our incumbent institutions;
it also lies at the intersection of three main drivers for
future business, economic and societal sustainability.

SWEET SPOT FOR INTRAPRENEURSHIP

TALENT AND 21ST
CENTURY LEADERSHIP

INNOVATION AND
ENTREPRENEURSHIP

SYSTEMS CHANGE
AND SUSTAINABILITY
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TALENT AND
21ST CENTURY
LEADERSHIP
Professionals - particularly younger
generations - are demanding a new
way of working. They understand that
we are entering a new era powered by
technology, purpose and exponential
change. They want to take part in it
actively: “they sense (and demand)
that their roles are symbiotic with
the organisation rather than ones of
servitude.”15 In the World Economic
Forum Global Shapers Annual Survey
201516 , 60% of millennials indicated
that an opportunity to “make a
difference in society, my city, or my
country” is the top factor they look for
in a job. Moreover, considering that an
absence of loyalty to employers marks
this generation – two out of three
respondents in the Deloitte Millennial
2016 survey expect to move to a new
employer by 2020 – companies must
‘stand out’ in their efforts to improve
employee retention, pride and loyalty,
or face significant turnover costs.17 This
becomes even more mission critical as
75% of the workforce will be millennials
in 2025.18

INNOVATION AND
ENTREPRENEURSHIP
Today, the average age of an S&P 500
company is under 20 years, down from
60 years in the 1950s.19 Companies
are facing a choice: ‘disrupt or be
disrupted.’19 The result is an emergence
of corporate venture, incubators,
hackathons and other investments to
unlock innovation and entrepreneurial
capacity. 40% of 500 plus corporate
executives asked in 2017 stated they
were investing in and increasing their
internal innovation activities.20 But

Professionals - particularly
younger generations - are
demanding a new way of
working. They understand that
we are entering in a new era
powered by technology, purpose
and exponential change.

most innovation remains incremental:
on average companies invest 78% of
their innovation budgets in continuous
improvement to existing products
and processes, while high-performing
companies invest more in disruptive
innovation.21 		

SYSTEMS CHANGE
AND SUSTAINABILITY
Social intrapreneurs are pursuing
what some might call the holy grail
of sustainability: alignment between
societal needs and business value.
They see the potential for corporations
not only to minimise harm, but also to
create new forms of value by helping
meet societal challenges.22 23 And this
isn’t just window dressing: “Achieving
the Global Goals in just four economic
systems could open 60 market
‘hotspots’ worth an estimated US$12
trillion by 2030 in business savings
and revenue. The total economic prize
from implementing the Global Goals
could be 2-3 times bigger, assuming
that the benefits are captured across
the whole economy and accompanied
by much higher labour and resource
productivity”, according to the
Business and Sustainable Development
Commission.24
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WHAT MAKES SOCIAL
INTRAPRENEURS
UNIQUE?
“Social Intrapreneurs are demonstrating to the world how
business can be a force for good.”
- Richard Branson, Founder, Virgin Group

S

ocial intrapreneurs are valued because they bring
a unique set of skills that complements traditional
management practices and technical specialists. They
are distinct from traditional entrepreneurs as they
have developed skills to drive creativity and innovation
inside scaled and systemised organisations.

Social intrapreneurs (or their teams)
can be identified by the following
characteristics and behaviours.
Generative thinkers. Intrapreneurs
(like entrepreneurs) are generative
thinkers. Instead of becoming
trapped by the ‘tyranny of the OR’25
intrapreneurs are able to see over the
horizon to new possibilities. They can
reconcile seemingly irreconcilable
views - like green AND profitable or
mass market AND high quality. Roger
Martin refers to this capacity as the
‘opposable mind’.26

Silo-busters. Intrapreneurs are
valued because they ignore
traditional boundaries and work
across silos to make change happen.
They may sit in any division in
any role in an organisation; what
distinguishes them is their ability
to look beyond job titles and
organisations to capabilities required
for innovation.27
Storytellers. Intrapreneurs are
masters at building bridges from
today’s reality to tomorrow’s
possibility. They not only ask ‘What
if?’, but also help bring this future
to life through examples and
prototypes. They build communities
of support by connecting their
vision with the priorities of those
around them.
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Collaborators. Successful
intrapreneurs do not operate as lone
wolves. They look high and low for
collaborators to bring their ideas
to life. As intrapreneurs are often
tackling systems challenges, they
are competent at finding unlikely
allies - across company departments,
governments, NGOs and other
private sector actors - and forging
partnerships based on trust and
mutual benefit.28

Creators. Intrapreneurs have a
healthy impatience for doing what
can sometimes sit at odds with
a risk-averse corporate culture.
They are keen to get to market
and test ideas to learn and adapt
in real time. 29
These intrapreneurial skills are most
effectively channelled when companies
provide a framework for innovation30
and when balanced with team
members who bring more traditional
management practices.31

Box 3. Social Intrapreneurs in the spotlight
GIB BULLOCH

MYRIAM SIDIBE

former Accenture
Development Partnerships
(ADP) and Author, The
Intrapreneur: Confessions
of a Corporate Insurgent

Global Social Mission
Director, Lifebuoy Brand,
Unilever and Senior fellow,
Mossavar-Rahmani Center for
Business and Government at
Harvard Kennedy School

Gib was working in Accenture’s consulting
business when he saw an advertisement for
VSO - the British volunteering organisation.
They were recruiting business professionals
to contribute to development needs in postconflict regions. A light bulb went off - Gib
asked, how can we apply Accenture’s core
assets and skills to address development?
Accenture Development Partnerships (ADP)
was born. Offering strategic consulting at
reduced rates, fostering valuable relationships
and intelligence for the core business and
attracting the best and brightest talent who are
seeking more meaning at work.

Myriam is leading one of the largest public
health campaigns in the world – from inside of
the one of the largest companies in the world.
Together with several partners she and her team
are helping to stem disease by promoting a very
simple solution: hand washing with soap. The
campaign has reached 183 million people in 16
countries. It’s simple. Unilever is selling soap and
lives are being saved.
Myriam could have joined one of the many
global NGOs, but instead chose to join business
because she believes that tapping the power of
profits is a more effective tool to create access
to this life saving solution.

For more case examples of social intrapreneurs see:
• The League of Intrapreneurs. Stories and Case Studies. (2017).32
• Social Intrapreneurism and All that Jazz. D. Grayson, M. McLaren & H.Spitzeck. (2014).33
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BARRIERS TO
INTRAPRENEURSHIP

D

espite the desire for
innovation and impact
on the part of company
leadership, intrapreneurs
still face myriad barriers
in their journey to social
innovation.

Intrapreneurs share a
common journey from
inspiration to design, lift,
launch and scale and face
similar barriers along the way

Research conducted by Maggie De
Pree and James Parr in 2009 identified
a common journey of an intrapreneur
from inspiration to design, lift, launch
and scale with a shared set of barriers.
Lift is the work intrapreneurs do to get
internal buy-in for their idea so that
they can pursue it outside the shadows
and with support from the institution.
The journey for most intrapreneurs is
iterative and highly dependent on the
right timing, as Jerry Davis and Chris
White at Michigan Ross outline well in
their book Changing the Company from
the Inside Out.34
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BARRIERS TO INTRAPRENEURSHIP
Cultural
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Functional

SCALE
Personal

System

Personal. Intrapreneurs face
constraints around finding
sufficient time, accessing talent and
developing their own skills. They also
express a need to stay energised in
the face of constant change.
Functional. Intrapreneurs often work
in organisations where collaboration
across silos is not sufficiently
encouraged. Stretching beyond
your ‘remit’ may even be actively
discouraged.
Cultural. Intrapreneurs face
constraints around organisational
mindsets. ‘Cultural lock-in’ is a term
that describes the slowness of
organisations to reimagine the way
they work.

Strategic

Strategic. When looking over the
horizon for new opportunities,
intrapreneurs often push beyond
the frame of the current business
strategy. As such, they can often
bump up against short-term or
conflicting business priorities.
System. For many intrapreneurs,
systems level shifts in consumer
behaviour, investor decision making
or policy playing fields are required
to help their ideas truly take hold.
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THE INTRAPRENEURSHIP
ECOSYSTEM

G

iven the systemic barriers outlined above,
unlocking intrapreneurship is not simply about
launching a new programme. It is about understanding
the fundamental flaws in current company design and
asking the question “How might we re-design for social
innovation and intrapreneurship?”

Like entrepreneurs in Silicon
Valley, social intrapreneurs
require healthy ecosystems
to survive and thrive.

Like entrepreneurs in Silicon Valley,
social intrapreneurs require healthy
ecosystems to survive and thrive. Daniel
Isenberg, Professor of Entrepreneurship
at Babson College, has conducted
research into the entrepreneur
ecosystem and we used his framework
as a starting point for our enquiry
into enabling environments for social
intrapreneurship.35
We asked intrapreneurs, company
leaders and subject-experts around
the world to consider what is similar
or different for social intrapreneurs
compared to entrepreneurs? What are
the key external and internal factors
that make a difference to innovators
inside an organisation? This initial
mapping identified several key factors
that comprise The Intrapreneurship
Ecosystem.
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Box 4. THE INTRAPRENEURSHIP ECOSYSTEM
PURPOSE

PEOPLE
FINANCIAL
CAPITAL

SHAREHOLDERS
& STAKEHOLDERS

INTRAPRENEURIAL
ECOSYSTEM

TECHNOLOGY
INNOVATION

FINANCIAL
CAPITAL

PIPELINE
CUSTOMERS
& MARKETS

POWER
POLICY &
ADVOCACY

The ecosystem includes external factors - such the competitive and policy environment in
which the company operates. It also includes factors that cross company boundaries - such as
influence from shareholders and stakeholders, access to capital, networks and partnerships and
technological innovation.
Internally, organisational purpose (Purpose beyond Profits) lies at the heart of an
Intrapreneurship Ecosystem and is enabled by elements including: people recruitment,
development and incentives (People as Change Agents); power distribution, processes and
norms (Power of We); and targeted programmes and funds for social innovation (Generative
Pipeline). We grouped these into four ecosystem components, labelled here for reference and
explored in depth below.

THE INTRAPRENEURSHIP ECOSYSTEM | SEPTEMBER 2018

...we observed a common
challenge: How to move
from a handful of initiatives
to foster a company culture
and environment that opens
space for social innovation and
creates a generative pipeline
from ideas to action?
observed a common challenge: How
to move from a handful of initiatives
to foster a company culture and
environment that opens space for social
innovation and creates a generative
pipeline from ideas to action?

Given our objective of creating practical
tools for company leaders, for the
next stage of research we homed
in on factors that a company could
actively manage and act upon to
move the needle on supporting more
social innovation. While companies
may be able to act upon and influence
external factors - such as networks and
access to capital - we drew a practical
boundary around our investigation to
look primarily at internal considerations.
Our enquiry led us to explore cases
where companies are actively investing
in social innovation through dedicated
funding and acceleration programmes
such as CEMEX Ventures, Barclays
Social Innovation Fund, Danone
Impact Ecosystem Fund, Pearson
Accelerator and BNP Paribas People’s
Lab. While these programmes are
seeing successful projects emerge, we

In our interviews we aimed specifically
to go beyond asking what an ideal
world for intrapreneurs would look like,
and to tease out the real-life tensions
that emerge as companies strive to
meet both traditional business targets
and social impact goals.
We organised our findings around
four key internal components of an
Intrapreneurship Ecosystem: Purpose
beyond Profits; People as Change
Agents; Power of We and Generative
Pipeline. Within these components we
identified the key activities available
to company leaders to enable social
innovation and intrapreneurship. In each
section we provide guiding questions
to help managers assess whether
their company is providing effective
organisational structures, policies and
support in each of the four key areas to
allow social intrapreneurs to flourish.
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FOUR ELEMENTS OF
AN INTRAPRENEURSHIP
ECOSYSTEM
PURPOSE

P24

Purpose Beyond Profit

PEOPLE
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People as Change Agents

POWER
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Culture of We

PIPELINE
Generative Pipeline
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PURPOSE BEYOND
PROFITS
“Society is demanding that companies, both public and
private, serve a social purpose. To prosper over time, every
company must not only deliver financial performance, but
also show how it makes a positive contribution to society.
Companies must benefit all of their stakeholders, including
shareholders, employees, customers, and the communities
in which they operate.”
- 2018 Annual Letter to CEOs, Larry Fink, Chairman and CEO, BlackRock Inc.36

P

urpose has emerged as a strategic imperative for business.
“Purpose is an explicitly stated vision and authentic belief
that defines the value that the company seeks to create for itself
and society, directs key business decisions in the way value is
created, aligns everyone in the business towards a common goal,
guides how the company engages its stakeholders, and provides
the organization with courage to foster positive change,”
according to David Grayson, Chris Coulter and Mark Lee in their
new book All In-The Future of Business Leadership.37
Driven by more discerning customers
and employees, many companies are
now racing to have a stated societal
purpose beyond profits. Aaron Hurst,
author of The Purpose Economy,38
has developed a Purpose Index.39
B Lab, through its B-Corporation

certification, is working to shift
governance models to enable more
companies to put purpose at the
core.40 Indeed, this call for purpose is
now coming from the very heart of
the investment community.41
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Box 5
PURPOSE - Back to the Future
Purpose-led
business is not a
new concept; for
many companies,
purpose has been at
the heart from the
beginning.

Purpose-led business is not a new concept; for many
companies, purpose has been at the heart from the beginning.
Johnson & Johnson has been driven by its multi-stakeholder
credo since 1943,42 whilst Cadbury’s chocolate was founded
on Quaker roots with care for society and health promotion
at the forefront since 1824.43 Or, think of the millions of small
businesses whose founders understand the inextricable link
between their success and the health of their community.
As one intrapreneur shared with us: “My father was a baker
in Rome. He shared with me his two secrets to success: 1.
Focus on the quality of your product and 2. Have an impact
on the lives of people in your community. He would do this
by employing local Romani or keeping the shop open late to
provide shelter for people who didn’t have a place to go. This
was simply the way we did business.”

Purpose provides a ‘north star’
for employees to rally around. A
framework for decision making and
a way to connect personal values to
professional success. As management
guru, Gary Hamel puts it: “Remarkable
contributions are typically spawned
by a passionate commitment to
transcendent values such as beauty,
truth, wisdom, justice, charity, fidelity,
joy, courage and honor.”44
At the same time that companies with
purpose better motivate employees
and satisfy customers, it is not
surprising that these companies also
have higher business success. In
Corporate Culture And Performance,
Harvard Business School professors
John Kotter and James Heskett show
that over a decade-long period,
purposeful, value-driven companies
outperform their counterparts in stock
price by a factor of twelve.45

For social intrapreneurs, having a clear
purpose beyond profit and a set of
guiding principles helps them to link
their new, innovative ideas with the
priorities of the company. It helps them
to move beyond narrow definitions of
value and illustrate how their efforts
support broader definitions of value
and purpose. Nike has a guiding
principle or ‘maxim’ called ‘Do the
Right Thing.’ Many projects have been
spawned as a result of following this
simple, clear, guiding principle. “I use
the Nike brand for inspiration. We
have a series of eleven Maxims and I
use them all — especially ‘do the right
thing,’” says Sam McCracken, General
Manager, Nike N7 - a product line
that reinvests proceeds into physical
activity for Native American and
aboriginal youth.46
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“People within Danone are given a
mission and are empowered to take
action. Within my area, I will help my
team to translate and simplify Danone’s
global vision into the local context,
support them with the aim to grow
in confidence whilst at the same time
providing structure, guidance and
routines - my aim is to empower them
to be in charge of their own projects.”
Lucas Urbano, Sourcing Manager,
Cycles and Procurement, Danone

Danone, the French food company,
is guided by its purpose is to “bring
health through food to as many people
as possible.”47 This purpose is grounded
in the company’s origins in 1919 when
founder Isaac Carasso began making
yogurt to help children with intestinal
infections using cultures from the
Pasteur Institute.48 Today, Danone
talks about the ‘food revolution’49 - the
rise in consumer demand for local,
ethically-produced and nutritious
food, which is forcing Danone and the
wider industry to rethink their supply
chains and business models. This
purpose is catalysing social innovation
and intrapreneurship throughout the
company.
So, great. Find your purpose, share it
and empower your employees to live it.
Job done.
Well, it turns out, this isn’t as simple
as it sounds. From our research, we
uncovered a number of tensions for
companies working to put purpose
alongside profits. Specifically:

1. WALKING
THE TALK
While companies may have a stated
purpose, it may not be actively applied
to day-to-day decision making. Large
companies in particular have myriad
systems and processes - from strategic
planning to budgeting - that may need
to be re-visited with a purpose lens.
Salesforce, for example, relies on a
framework called V2MOM (Vision,
Values, Measures, Obstacles and
Metrics) to guide their internal decision
making.50 This framework facilitates the
proactive development of new projects
and innovations that might not exist
otherwise and aligns them with the
purpose of the organisation. Not only
must every new project be presented
in a V2MOM frame; it is then shared in
a public database with all employees
in the organisation. “This very public
and transparent sharing of our
objectives not only creates alignment
and accountability, but also facilitates
collaboration as we ask: How can we
help each other meet our objectives?”
says Travis Fabian, Solutions Engineer
and Innovation Leader, Salesforce.org.
Sam Chung, Chief Financial Officer
explains further: “The flexibility, agility
and freedom to innovate, test and
determine impact is intrinsic to the
Salesforce.org way of working.”
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2. INVEST FOR THE
LONG RUN BUT BE
QUICK TO MARKET
Short-term investor pressure is the
classic ‘Achilles heel’ for purpose
and social innovation.51 While there is
growing evidence of the link between
purpose and profits, company muscles
are well honed to focus on the short
term or on traditional metrics (e.g.
barrels of oil, new drugs in pipeline).
Social innovation is creating new forms of
value that are often not on the standard
investor or manager scorecard.52 Yet
short-term pressure can also be an
advantage if it catalyses companies to
bring innovative solutions to market more
quickly. Companies can often suffer from
analysis paralysis; intrapreneurs bring a
healthy level of impatience to getting into
the real world to see what’s possible.
Mars Inc. has recognised this tension and
is investing in an internal programme
called Catalyst – as they look to bring
together academic, business and external
partnerships to deepen understanding of
the ‘economics of mutuality.’53 54
Heather Pfahl, Senior Socio-Economic
Impact Manager for Mars explains: “We
recognise the benefits of social and
human capital as well as financial returns,
but realise the tension lies in that social
and human capital may be less tangible
and deliveed over the longer term. I am
proud that Mars is leaning into this tension
as we look to future-fit our business.
Intrapreneurs within Mars and specifically
within Catalyst are developing tools and
training to help deepen and broaden our
understanding in this space.”55
Like entrepreneurs, intrapreneurs
often see constraints as opportunities
for innovation. We heard from two
intrapreneurs about the value of shorter

timeframes. Vaishali Misra at IKEA Range
& Supply is collaborating with social
entrepreneurs in India, Thailand and
refugee communities in the Middle East
to develop new lines of artisanal products
and most importantly, to create jobs.56
Her team is exempt from the traditional
long-term planning timeframes of the rest
of the retail business, which provides her
with greater flexibility and the ability to
test, experiment and pivot. Similarly, Lucas
Urbano at Danone credited the short-term
framework of the retail food business with
creating a favourable environment for
experimentation: “If something fails, it’s
not a big risk as we’re typically already on
to the next thing anyway.”
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“What do you stand for? What social
impact can you have? How can you
amplify your internal culture to live
your values? How do you engage
people with your purpose? ”
Vittorio Cerulli, Unilever

3. MAKING PURPOSE
PRACTICAL BUT NOT
PRESCRIPTIVE
We heard repeatedly that a company’s
stated purpose can often be too broad
to translate to specific brands or local
realities. Yet this ambiguity of purpose
can also provide an attractive playground
for innovators. Still, without clear
guide rails, employees may struggle to
effectively channel their energy.
Unilever’s Purpose Studio was a response
to this tension. Vittorio Cerulli was
working in the company’s refreshment
(ice-cream and tea) brands when he
sensed the need to make the corporate
‘Sustainable Living’ purpose more
tangible at a brand level. He and his
team reviewed nearly 300 cases of
purposeful brands and identified levers
to start and/or accelerate embedding
purpose into the brand. Some of these

levers include: define your purpose,
change your internal culture, educate
consumers on solution, provoke an
emotional response, take actions across
your value chain and integrate across
all touch points.
Google has framed its social purpose
as creating the ‘Next Billion Users’, a
tangible goal, but one that also allows
for flexibility in its application.57 It is
stimulating innovation around the
company - from the well-known Project
Loon that plans to deploy balloons
on the edge of space to extend
internet connectivity, to more practical
partnerships around the world such as
reducing bandwidth requirements and
enabling offline functionality.58 59 What
makes this a powerful social purpose
for Google is that it aligns squarely with
its broader mission of “organising the
information for the world and making
it accessible.” And, of course, the
more users, the more people watching
screens and advertising, which grows
the company’s core business.
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PURPOSE BEYOND PROFITS
GUIDING
QUESTIONS
Below are some questions to get you thinking
about how well purpose is embedded in your
day-to-day work.
Does your business have a clearly articulated
purpose which includes societal impact?
Is this purpose clearly and frequently
communicated to employees and other
stakeholders?
Does your company actively live and
champion its purpose and values in day-today business?

TIPS AND
TOOLS
Ensure that your purpose is clearly
articulated and widely communicated
throughout your business and that it is
visibly linked to your business values.
Consider translating your purpose into
a maxim (or set of maxims) which every
employee knows well.
A purpose/values framework could be used
to help guide day-to-day decision-making
across different functions.

Do senior leaders publicly and regularly
confirm their commitment to this purpose?

Help department and country managers to
translate and simplify the overall business
purpose into local context.

Do senior leaders clearly set a tone from the
top that enables people to try new things
and to experiment?

Allow for the usual time frames to be
relaxed to allow innovation to move as fast or slowly - as needed.

Will your business turn away opportunities
or actively reduce your profits/income
generation to stay true to the company
values?§
If a new proposition aligns with business
purpose, but doesn’t yet have a clear ROI
would it get investment?

RECOMMENDED
RESOURCES
The Purpose Economy, A. Hurst (2014)60
Making Purpose Pay, Unilever 61
Behind the Cloud, M. Benioff (2009)62
How to Create Alignment Within Your Company in Order
to Succeed, M. Benioff, Salesforce (2013)63
Blueprint for Better Business64
Combining Profit and Purpose - A new dialogue on
the role of business in society, Coca-Cola Enterprises,
Cranfield School of Management and FT Remark. (2014)65
CORE: How A Single Organizing Idea Can Change Business
For Good, N. Gaught. (2017)66
Start with Why, S. Sinek67
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PEOPLE AS CHANGE
AGENTS
“To create an organisation that’s adaptable and innovative,
people need the freedom to challenge precedent, to ‘waste’
time, to go outside of channels, to experiment, to take risks
and to follow their passions.”
- Gary Hamel, Management Expert68

T

he past three decades have seen the rise of the social
entrepreneur - enterprising individuals and teams who
are applying the principles of entrepreneurship to social and
environmental challenges. In recent years, companies have
begun to collaborate with social entrepreneurs as a means of
innovating from the outside in.69 70 The Fairtrade and organic
movements started with social entrepreneurs and have been
adopted by the corporate mainstream.71

Similarly, many cleantech and sharing
economy business models began as
start-ups and were acquired by or
replicated by companies seeking to
keep pace,72 with Corporate Impact
Venturing increasingly becoming a
mechanism for corporates to bring
Base of the Pyramid (BoP) learnings
and business models rapidly into
their businesses.73 Nike established
the Launch programme to tap the
market for sustainable materials 74
and Unilever’s Transform Fund in
partnership with the UK’s Department
for International Development (DFID)

invests in social entrepreneurs
developing business models to serve
low-income customers.75 This path to
innovation is an important one and yet,
as companies scramble to identify the
latest disruptive and social innovations,
they can often overlook their most
important asset: their own people.
Research shows that employees are,
in fact, the single biggest source
of innovation for companies after
customers. Yet, most of this innovation
remains incremental and focused on
‘business as usual.’76 For employee-led
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innovation to deliver disruptive social
innovation, companies must invest in
building supportive environments and
capabilities for innovation through
targeted investments, policies, rewards
and structures. Our research shows that
leading companies will need to factor in
the following areas to unlock the human
potential of their organisations.

While most intrapreneurs are
intrinsically motivated, we
heard repeatedly about the
critical role of performance
metrics in incentivising social
innovation.

1. MEASURING WHAT
MATTERS
While most intrapreneurs are
intrinsically motivated, we heard
repeatedly about the critical role of
performance metrics in incentivising
social innovation. Most intrapreneurs
we talked with feel they are breaking
the mould of traditional career
pathways - pursuing opportunities to
solve wicked problems as opposed
to climbing the so-called career
ladder. One intrapreneur explained
how their company’s performance
metrics pitted teams and departments
against each other, creating an explicit
disincentive for collaboration. Further,
any innovation journey will include
failures.77 Evaluations that focus strictly
on outcomes rather than approaches
will miss the opportunity to reward
employees for thinking outside the
box, trying new things, taking risks and
innovating.78 79
Fortunately, companies are starting
to wake up to this dissonance and
including enabling behaviour metrics
explicitly in their employee evaluation
frameworks. Danone, for example,
has established a dual performance
evaluation system on which
compensation and bonuses are based.
One part looks at outputs / quantitative
results while the other uses the CODES
system which stands for C=Committed,
O=Openness, D=Doer, E=Empower and

S=Self-Sustainable.80 These metrics
recognise and reward risk-taking, taking
action and committing teams to higher
objectives.
Similarly, Boehringer Ingelheim has
established its AAI principles - Agility,
Accountability and Intrapreneurship which are baked into every employee’s
personal performance plan.81 Kathrin
Hassemer, Manager Global Leadership
Development Executives and Making
More Health at Boehringer Ingelheim
explains: “Underpinning the AAI
behaviours – ‘How we work’ - are
statements such as: ‘quickly act with an
open mind’; ‘active experimentation’;
‘come up with innovative ideas’; ‘take
smart risks’. These aren’t just words on
a wall – they are part of our framework
(called Our FOCUS) that guides each
and every employee in the organisation.
We have run extensive workshops
and are proud to now have a physical
space for immersive learning and the
application of agile working methods
in place. In addition, online learning
modules are offered. And to check how
we are doing, we are measuring the
performance through our employee
‘Pulse’ surveys.”
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CEMEX, for example, has reshaped its
talent attraction programs in a way that
they can attract digital talent - which
for them means young, talented ‘digital
natives’ - with the idea to expedite
the inception of a digital mindset and
behaviours in the organisation.
In another example, Allianz, a one
hundred year-old German financial
services provider, has redefined its
criteria for ‘high potential’ talent to
include intrapreneurship.82 They believe

2. RECRUITING FOR
AND INVESTING IN
RELEVANT SKILLS
Developing innovation requires
a notably different skill set than
optimising existing business lines.
As highlighted previously, effective
intrapreneurship requires skills such
as generative thinking, horizon
scanning, trend spotting, collaboration,
prototyping and communicating.
Company recruitment and training
programmes may need to be revisited
and redesigned to ensure the right mix
of talent to deliver social innovation.
The upside? Not only will you be better
positioned to deliver on your innovation
agenda, you’re likely to attract and
retain high calibre talent. “Innovation
opportunities for social good attracts
top talent - this is our clear business
case,” according to Travis Fabian,
Solutions Engineer and Innovation
Leader at Salesforce.org.

that to survive and thrive the next
hundred years will require a greater
level of innovation and entrepreneurial
capacity from within their own
organisation. Boehringer Ingelheim
has launched a training programme
for social intrapreneurs as part of its
Making More Health programme.83 It
focuses on skills development as well
as fostering networks for intrapreneurs
with senior level executives who can act
as mentors.

Developing innovation
requires a notably different
skill set than optimising
existing business lines.

Unilever has launched a ‘social
intrapreneurs network’ which will help
local intrapreneurs find, incubate,
and pilot innovative projects that
contribute to delivering the Sustainable
Development Goals (SDGs) and drive
tangible business results. The company
is collaborating with the League of
Intrapreneurs to connect Unilever
innovators with intrapreneurs around
the world to share best practices and
deepen their capacity for change.
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“Those in leadership positions who fail
to grasp or use the power of stories
risk failure for their companies and for
themselves.”
-

John Kotter, Harvard Business School Professor and
author of Leading Change

3. CREATING NEW
NARRATIVES
Our culture is reflected in and shaped
by the stories we tell ourselves. As
John Kotter, Harvard Business School
Professor and author of Leading
Change puts it: “Those in leadership
positions who fail to grasp or use the
power of stories risk failure for their
companies and for themselves.”84
Many company leaders will say they
want innovation and impact, but where
are the stories of success? Who can
you point to in your company who
has effectively navigated politics and
bureaucracy to drive meaningful impact
at scale? And, what is your organisation
learning? How are these stories shifting
the way the company works?
Nike - perhaps one of the world’s
greatest storytelling companies - has
recently relaunched its sustainability
platform to share stories of employees
and how their personal values and
passions for addressing societal
challenges are being unleashed to
push business, design and innovation
frontiers at Nike.85 SABMiller
(subsequently merged with ABInBev)
created the Mackay Awards to celebrate
innovators delivering on the company’s
sustainable development goals.86

For many companies, however, this
storytelling will be more informal and
internal. It will be about the stories that
get told over the water cooler and in
the company corridors. At Unilever, a
group of employees created a series of
videos to share their stories of social
intrapreneurship. This type of bottomup, authentic storytelling is often where
new narratives begin. When embraced
by leadership, these stories can build
momentum and create meaningful
shifts in how people see the company
and what’s possible.87
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PEOPLE AS CHANGE AGENTS
GUIDING
QUESTIONS
Below are some questions to get you thinking
about your people strategy and how well your
company is positioned to unlock its human
potential.

Does your company actively recruit people
across the business who are curious,
motivated and demonstrate entrepreneurial
/ intrapreneurial capacity?

TIPS AND
TOOLS
Ensure that your recruitment criteria include
values, skills and attributes that support
intrapreneurship across the entire business
and not just in your innovation unit.
Rather than just measuring outputs, ensure
that your employee evaluation framework
explicitly includes enabling behaviour
metrics, such as risk-taking and collaboration.

Do people in your business have access
to training that will specifically help them
be better intrapreneurs/corporate social
innovators, including external support?

Incorporate modules on intrapreneurial
skills in training and leadership development
programmes. Topics could include generative
thinking, horizon scanning, trend spotting,
collaborating, prototyping and communicating.

Are those people within your business who
are working on corporate social innovations
frequently and publicly recognised for their
efforts?

Connect intrapreneurs with senior level
executives and seasoned intrapreneurs (both
inside and outside the company) who can
act as mentors.

Do those working on intrapreneurial ideas
typically have time to develop them?

Create platforms and opportunities for
intrapreneurs to share their stories of both
successes and failures. Highlight the role
that personal values and attributes play in
delivering both business and social value.

Is experimentation encouraged? Are failures
accepted and openly talked about?
Do those people who are managing
intrapreneurs/corporate social innovators
have at least one objective aligned to this
topic or create time and space for their team
members to experiment and try new things?
Is becoming an intrapreneur seen a side step
or even a step down on their career ladder?
Are you consistent and persistent in your
story telling - bottom up and top down?

Create learning communities of
intrapreneurs and connect them with
external innovation networks.

RECOMMENDED
RESOURCES
The Social Intrapreneur
Scorecard, S. Foley. (2014)88
The Intrapreneur’s
Toolkit, The League of
Intrapreneurs. (2013)89

Social Intrapreneurism &
All That Jazz, D. Grayson,
M. McLaren & H.Spitzeck.
(2014)90
How to use the science of
storytelling to win support91
Innov8rs (2018)
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POWER OF WE

“When organisations are built not on implicit mechanisms
of fear but on structures and practices that breed trust and
responsibility, extraordinary and unexpected things start to
happen.”
- Frederic Laloux, Reinventing Organisations92

W

hen speaking with intrapreneurs about driving social
innovation inside companies you can get the feeling that
they are living in a version of Game of Thrones or another highly
political television drama. Power - in its various forms - is a major
determinant of an intrapreneur’s success.
Frederic Laloux, author of Reinventing
Organisations,93 has mapped how
power in organisations has evolved
over millennia from tribal to feudal to
command and control to distributed
organisations. He argues that our
organisations evolve to reflect evolution
in human consciousness and has
observed the emergence of a new type
of organisation, which he labels ‘Teal.’
Teal organisations are characterised by
their high degree of self-management
(individual and collective power) and
humanity (employees showing up as
fully themselves), and are focused on a
powerful, guiding purpose beyond profit.
Not surprisingly, the characteristics
of Teal organisations mirror the

cultural conditions that enable social
intrapreneurship. Intrapreneurship
and innovation require autonomy and
self-direction; employees (individuals
and teams) need space to explore, to
question and to experiment to identify
new opportunities.94 95 Intrapreneurs
also thrive when they are able to
show up as fully human, in all their
complexity. Research from Google
shows that the ability to be vulnerable
is a main contributor to innovation
and high performing teams.96 Finally,
as outlined above, a guiding purpose
- working for something bigger
than oneself or for financial gain
- is a massive motivator for social
intrapreneurs.
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While many intrapreneurs have social
innovation in their job descriptions,
most tend to have a ‘day-job’ for
which they are accountable. Pursuing
innovation becomes a choice between
operating in stealth mode or getting
buy-in from line management.

We refer to this organising
approach as “The Power of
We” - an acknowledgement of
the decentralisation of power in
organisations as well as the fostering
of new types of collaborations
across traditional boundaries that
are fundamental for unlocking
social innovation. Looking into
how companies address these
organisational dimensions of social
innovation, we uncovered three main
tensions preventing intrapreneurship
from taking off.

1. CREATING SPACE
FOR EXPLORATION
WHILE KEEPING THE
LIGHTS ON
While many intrapreneurs have social
innovation in their job descriptions,
most tend to have a ‘day-job’ for
which they are accountable. Pursuing
innovation becomes a choice between
operating in stealth mode or getting
buy-in from line management. For
Travis Fabian at Salesforce.org,
offering space for exploration and
intrapreneurship is much easier when
the employee is a high performer someone who is consistently meeting

their organisational objectives. But a
high performance culture can also be a
blocker to innovation, “as people work
to juggle the business, personal life and
self-care, social innovation can be one
of the first things to fall off the list.”
CEMEX, too, highlighted the tension
between delivering on the core and
creating space for innovation. Juan
Ignacio Arizti, from CEMEX’s Patrimonio
Hoy, explains his experience, “when the
business was in a financially healthy
place [1998-2008] there was more
free time in the day, people weren’t so
pushed. When free time is available,
more innovation occurs. Only in the
last couple of years [after the financial
crisis], since the business is going
financially better, have people had more
time to innovate and experiment.”
So, how are companies resolving this
important tension?
The most obvious and perhaps least
systematised approach appears to be
idiosyncratic leadership. Most of the
intrapreneurs we interviewed cited
specific leaders and their leadership
styles as a key enabling factor for their
success. This is not just about the CEO,
but importantly, is about enlightened
line managers or senior executives who
act as catalysers, project sponsors and
champions. David Grayson, Melody
McLaren and Heiko Spitzeck referred
to the importance of a ‘godparent’
- a senior level person within the
organisation to help get social
innovation off the ground.97 As Mark
Bidwell, The Innovation Ecosystem
(and former Intrapreneur at Syngenta)
puts it, “For leaders to unleash the
innovation potential of their employees,
they need to ask themselves: Am I
creating space or taking up space?”98
One way that leaders create space
is supporting a concept called ‘job
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crafting.’ This is the ability for social
intrapreneurs to negotiate to acquire
the time, space and resources needed
to establish ‘business as unusual,’
according to David Grayson, Melody
McLaren and Heiko Spitzeck.99 RhianMari Thomas, for example, crafted her
job as the first chair of Barclays Green
Banking Council - developing profitable
products to address climate change.
“Someone said to me a little while ago
that once you start immersing yourself
and engaging yourself with climate
change issues, it’s almost impossible
to go back to anything else. You would
have to wake up every morning and
think: I’m using all my skills and abilities
to help support a ‘six degree world’. So,
I can’t go back. This is me for the next
twenty years.”100
Companies are also unleashing social
innovation through more fluid job
descriptions and work discretion. Rather
than prescribing how work gets done,
managers at companies like Salesforce,
IKEA and Danone are hiring people and
asking them to create value and then
giving them space to do this.101 102 103
“People in IKEA are encouraged to try
different roles throughout their IKEA
careers. We have a lot of people who are
good at many things because people
move around, and we encourage that
culturally. It comes back to our values.
You’re hired more or less for your values
and we believe in people’s ability to
develop. I guess many competencies
get obsolete after 5-10 years anyway
because society is changing so fast. If
we really want to be in the forefront,
we need to unlearn and relearn, and
encourage that also,” according to Åsa
Skogström Feldt, who leads the IKEA
Social Entrepreneurs Initiative which is
part of Inter IKEA Group.

Holacracy, in essence a deeply
decentralised management approach,
has become increasingly popular
with companies seeking to distribute
power and unleash creativity.104 The
new CEO of Novartis, Vas Narasimhan,
talks openly about his goal to ‘unboss’
the company.105
Another approach of enabling leaders
is to avoid micromanaging or relying
on overly bureaucratic decision-making
frameworks, and rather, defy ‘business
case’ logic by listening to their intuition.
As one senior executive told us about
a recent project, “I had a feeling that
this would be a great opportunity
if we could get it right even though
there was no clear ROI. There was a
significant risk that this project would
fail. But it turned out to be a complete
success - developing new products,
generating insights and establishing
new, powerful partnerships.”
Finally, we observed that some
companies create time and money
boundaries, so exploration is
encouraged, but also channelled. For
example, Google’s Area 120 invites
employees to submit their ideas and
a select few are invited to participate
in a full time accelerator where they
review progress after six months.106 Or,
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as they put it: “Where Googlers spend
100% time on 20% projects.” GSK
links exploration of social issues to its
corporate volunteering programme,
Pulse.107 So rather than pitching it as
innovation, it is framed as talent and
leadership development. Salesforce.
org runs quarterly sprints where
a handful of ideas are selected for
investment: “We try to make innovation
systemic. Each quarter we dedicate
one sprint to innovation. People either
individually or in pairs put forward their
proposal, develop it for two weeks and
then present back. We then invest in
the best ideas,” explains Nick Bailey,
VP of Innovation and Products at
Salesforce.org

...Intrapreneurs acknowledged their
companies still maintain traditional
silos between internal divisions and
that external collaborations fall short
of true partnerships for impact.

2. BREAKING OUT
OF THE SILOS:
THE POWER OF
COLLABORATION
Collaboration and partnership for
sustainability and social innovation
has been the topic of myriad articles,
books and conferences.108 109 Yet, in
our research, many intrapreneurs
acknowledged their companies still
maintain traditional silos between
internal divisions and that external
collaborations fall short of true
partnerships for impact. “I’ve so far

not come across many truly innovative
partnership approaches out there”.
According to Åsa Skogström Feldt
at IKEA, “Most ‘partnerships’ involve
working side by side, rather than in
true collaboration.” And yet, innovation
research underscores the importance of
collaboration - from the combining of
new and unlikely perspectives;110 sharing
risk and opportunities,111 to leveraging
diverse strengths.112 And the UN SDG
number 17 is urging collaboration for
systemic change.
“Companies that are front-runners in
delivering on the SDGs do not do so
alone. Their contributions all involve
some form of collaboration – publicprivate partnerships, NGOs, alliances,
industry associations, and so on,” says
Mark Irvine, DNV GL and editor of the
Future of Spaceship Earth report.113
So, what’s holding companies back
from fostering collaboration and where
is it working?
True partnership between unlikely
collaborators requires time and trust
building, to allow for the emergence of
initiatives that go beyond what each
party is trying to accomplish for their
own separate agenda. Such is the case
of the recycling industry in Brazil, which
saw two major forces, ABInBev and
Coca-Cola, collaborating to create a
common approach to and operation for
recycling. Both companies had been
investing for years in well-structured
corporate programmes for recycling
with ambitious goals to ‘close the
loop’, before starting to explore the
scope for increasing their impact
through collaboration. As Daniela
Redondo, Director of the Coca-Cola
Institute in Brazil says: “We started
our conversations very cautiously
and needed to show vulnerability and
share our challenges in order to begin
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having meaningful conversations. We
had experience with many approaches
over the years and realized how we
could be smarter and more efficient
together than with our own flagship
programmes. It took years to finally
close a nationwide agreement and
launch an integrated programme in
2018.”
Partnership also requires a willingness
to admit you don’t know all the answers
and to work collaboratively with the
communities you are trying to reach.
Fay Fay Choo, Asia Cocoa Director at
Mars Inc. explains: “We have a big focus
on developing sustainable communities
of cocoa farmers. It’s essential to our
long-term business model. But we
don’t have all the answers in terms
of how - the communities and cocoa
farmers are closest to the problem and
are therefore most likely to have the
understanding to find the solutions.
My team and I work closely with the
communities and the cocoa growers
- we can provide the understanding
and insights that big business brings
- for example big data, evidencebased science, international insights,
climate models; whilst the communities
bring their deep knowledge of their
land, their crops and generations of
experience.”
Internally, collaboration can be a
challenge as company structures and
incentives re-inforce operational silos.
Manuela Pastore, who leads Boehringer
Ingelheim’s Making More Health
programme, explained the importance
of having leadership that could look
across the business: “We recognised
that we did not have capacity or the
governance structure for sponsorship
of new cross-functional business ideas.
The decision-making processes have
now been realigned so that we have

the ability to look at cross functional
projects now and are better aligned for
new innovations coming up through the
business. This helps us with our social
innovation activities, which rarely sit in
one silo.”

Most intrapreneurs will tell
you that they spend 80%
of their time mobilising
stakeholders and 20%
doing the work.

3. FLUID NETWORKS
AND OPEN DOORS
Most intrapreneurs will tell you that
they spend 80% of their time mobilising
stakeholders and 20% doing the work.
This is a key differential between
entrepreneurs and intrapreneurs;
and one reason why the ability to
access relevant networks and build
trusted relationships is essential for
intrapreneurs.114 Our research suggests
that successful intrapreneurs not only
have the capacity to identify and
engage key stakeholders, but also
work in organisations with open-door
policies. That is, senior managers and
leaders are open to hearing new ideas
from employees even if they are not
part of their direct reporting team.
At Salesforce.org, all employees are
empowered to come up with ideas,
knowing that no idea will be turned
down; and leaders are rewarded for
encouraging, supporting and coaching
innovators. “No-one is ever discouraged
from pursuing an idea,” says Travis
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Fabian, Solutions Engineering &
Innovation Leader, Salesforce.org.
Employees also need to have access
to company leadership. Gib Bulloch,
the intrapreneur founder of Accenture
Development Partnerships (ADP) talks
about the importance of being able
to access senior leadership in his new
book, The Intrapreneur: Confessions
of a corporate insurgent115. The
combination of open doors as well as
Gib’s persuasive storytelling techniques
led to the creation of ADP, the ‘not-forloss’ business now entering its 16th year.
“In the early days we needed air cover
from leadership - protection from the
standard internal checks and balances
that can cause too many promising
innovations to wither on the vine. As we
grew, we needed the role of leadership
to shift to one of championing and
promoting our work with senior
peers.” Gib underscores the fragility of
leadership support and the challenges
that can arise when a sponsor or
godparent leaves the organisation and
is replaced by new leadership.
Lord Mark Price, former Waitrose
Managing Director and John Lewis
Vice Chairman advocates that longterm business success is directly
linked with engaged and empowered
workforces; his advice to other leaders
is to “Be receptive to new ideas, no
individual has a monopoly on them, and
be prepared to engage in a two-way
debate.”116
Importantly, those that have the
power to green-light an intrapreneurial
project or idea need to have a working
knowledge of the world of social
innovation, either through their own

experience or targeted training, as the
usual management rules and principles
such as those relating to investment
hurdles and time to ROI often do not
apply. According to Ling-Ling Phung,
former intrapreneur at Unilever, “Many
of the policies and processes in place
in large corporations are there to
1. reduce risk in a business that has
significant assets (e.g. brand) to lose
and 2. to optimise routine business
processes to keep costs low. Taking
an idea and bringing it to life requires
activities and associated expenditures
that are anything but routine and
also requires moving at a pace that
is faster than is comfortable for riskreducing investment-gatekeepers.
The policies and processes that make
both strategic and operational sense
for the core business may cause early
stage innovations to never reach the
market place simply because every step
an intrapreneur takes may require an
exception to the rule.”
Intrapreneurs we interviewed suggest
that power-holding managers tend
to become more supportive of social
impact initiatives when they learn more
about the programmes. Anecdotes
abound of leaders who became
‘converted’ to the intrapreneurship
cause on seeing first-hand the impacts
on communities of projects hatched in
social innovation incubators.
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POWER OF WE
GUIDING
QUESTIONS
Below are some questions to get you thinking
about the distribution of power in your
company and whether intrapreneurs and their
managers are able to collaborate effectively.
How much autonomy (power) do employees
have? Who determines timelines and targets?
Are people within your business given the
freedom to solve problems and make their
own decisions?
Are holders of power inspired, skilled,
equipped and informed to make innovationfriendly decisions?
Do managers recognise intrapreneurs as a
benefit to their team?
Does your senior leadership and/or Board
take the time to horizon-scan and consider
longer-term social and economic issues that
may affect their business?
Do your business decision makers encourage
collaboration and support intrapreneurial
projects both internally and outside of the
business?

TIPS AND
TOOLS
Explore the scope for devolving more
decision-making power to team or individual
level, especially around resource allocation
and risk-taking in innovation.
Encourage senior executives and line
managers to act as ‘godparents’ for social
impact projects. Reward leaders who
encourage, support and coach innovators.
Encourage decision-makers outside the
innovation unit to be open to intrapreneurial
ideas and train them in the basics of social
innovation, including risk profiles, time
horizons and realistic expectations around
returns on investment.
Invite employees and intrapreneurs to
identify barriers to collaboration and
innovation and help co-create solutions..
To foster stronger collaboration, ensure
that project designers work closely with
target communities, creating space for
both partners to contribute their respective
strengths and capabilities.

If an intrapreneur’s idea doesn’t work in one
business area, are they able to engage leaders
from other business areas to find solutions?

RECOMMENDED
RESOURCES
Reinventing Organizations: A Guide to Creating organisations
Inspired by the Next Stage of Human Consciousness, F. Laloux
(2015)117
Managing Intrapreneurship, L. Shatzer (1991)118

How P&G Tripled Its Innovation Success Rate, B. Brown and S.
Anthony (2011)119
Six Steps to Workplace Happiness, M. Price (2017)120
The Medici Effect: Breakthrough Insights at the Intersection of
Ideas, Concepts, and Cultures, F. Johansson (2004)121
The Partnering Initiative122
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GENERATIVE
PIPELINE
“Organizations, by their very nature are designed to
promote order and routine. They are inhospitable
environments for innovation.”
T. Levitt, Creativity Is Not Enough123

S

ocial innovation and intrapreneurship will naturally occur
in an organisation as people connect purpose to their day
jobs and seek to shift a suboptimal status quo. But if company
leaders want to increase the rate of new ideas and the potential
that these ideas will deliver value and scale, they will need
to develop programmes and processes explicitly designed to
generate, incubate and scale innovation.
The concept of an innovation pipeline is well understood in traditional corporate innovation
and applies similarly to social innovation. Projects or products move from early stage ideas into
prototypes and then to incubation
back and how to measure and
and eventually scale up. To develop
evaluate innovation at various stages
generative social innovation pipelines,
of development. Of course, clear
companies must consider and invest
distinctions remain as the end goal for
in the elements required at each stage
social innovators is not the next billion
of a product or project’s development,
dollar business unit, but rather to shift
including funding, mentoring, senior
systems. Still, corporate innovation is
leader sponsorship, dedicated time of
a well-developed field and the social
employees, and additional resources,
innovation community would benefit
such as networks and partners.
from gathering insights from the
successes and failures of traditional
It is in this area of pipeline generation
innovation pipeline structures.
where social innovation bumps up
against similar challenges to traditional
As we explored emerging company
innovation. From how centralised or
models to stimulate social innovation,
decentralised to make innovation,
we uncovered the following factors
how to create space for emergent
to consider when developing your
innovations while ultimately integrating
pipeline.
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1. ENROLLING
EMPLOYEES FAR
AND WIDE
As companies set up mechanisms to
spark and scale social innovation, many
employees still remain unaware that
they exist or uncertain about how to
access them. Talent from across the
business, from different disciplines and
backgrounds, is a well-documented
asset to innovation;124 however,
formalising this to create systemic
social innovation is still emerging.125
Programmes would do well to extend
a broad reach to ensure diverse
participants and engagement from
senior leadership. Good ideas are not
the sole domain of MBAs or designers
but can come from any part of your
organisation - and are more likely
to come from those closest to your
customers, markets and issue areas.
IKEA works to encourage all employees
to be entrepreneurs.126 This is a balance
between freedom and structured
support, as Åsa Skogström Feldt
at IKEA explains: “Throughout the
IKEA business we are a relatively flat
organisation, which I think helps us to
work according to our values; we are
striving to be entrepreneurial. To unlock
this power, you need a combination of
having some things super set within a
framework and at the same time allow
for a lot of freedom.”
CEMEX’s Shared Value and Innovation
team went on a global tour in order to
upskill, train and share social innovation
resources with their global business,
before encouraging them to pitch in
their social innovation ideas. “In six
months, we visited 58 cement plants
in 21 countries and engaged with more
than 1000 employees where more than
500 ideas were pitched. Our aim was

As companies set up
mechanisms to spark and
scale social innovation, many
employees still remain unaware
that they exist or uncertain
about how to access them.

to co-create this strategy together from
the bottom-up by gaining buy-in and
to shift mindsets on-the-ground. Today,
we are more likely to create sustainable
value through social innovation than
ever before,” explains Mario Elias
Gonzalez Lupercio, Leader of Shared
Value and Innovation at CEMEX.
Prior to its merger with ABInBev,
SABMiller ran an employee-wide
ideas competition called Prosper
Pitch, inviting company employees to
submit their ideas for addressing the
company’s sustainable development
goals. Winning ideas included
a proposal from procurement
professional in Johannesburg to use
spent grain from the brewing process
to spark off social enterprise bakeries
in low-income African communities an idea unlikely to have emerged from
corporate HQ in London.
Similarly, Boehringer Ingelheim
has launched its Making More Health
competition inviting employees from
all over the world to submit ideas
for improving health outcomes and
delivering business value. Head of the
programme, Manuela Pastore, is aiming to
take this a step further. When discussing
social intrapreneurs she says: “We want to
make a movement, not a programme”
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‘Ambidextrous organisations’ are those
whose leadership understand the
need to protect innovation. They often
establish separate business units,
processes and metrics to do this.

Perhaps the most democratic of
initiatives is Adobe’s Kickbox127 - a literal
box that Adobe provides to employee
innovators to help them self-direct their
innovation journey. Each box contains
various tools and exercises for developing
innovation, a $1,000 prepaid credit card
to fund an early stage experiment (no
receipts required!) and - importantly sugar and a Starbucks gift-card. Before
launching, Adobe was taking six to 12 new
projects from idea to prototype annually
and spending $100,000 to $1 million per
project. Now, they are developing several
hundred projects annually for less money
than they did for a dozen. An important
note is that the objective of Kickbox isn’t
to develop projects, but as Mark Randall,
Chief Strategist and VP Creativity at
Adobe puts it: “This is a long-term, deep
investment; we want to build innovators,
not just projects. We want to equip
people with the skills and experience,
both succeeding and failing. Our goal was
to increase our failure rate. We weren’t
failing enough!” And although only about
10% of Adobe’s 14,000 own employees
worldwide have used Kickbox and
attended workshops on it, “10% is a kind
of magical number, because once you get
there, everyone in the company knows
someone who is trying to innovate.”128

2. CREATING
PROTECTED AND
AGILE STRUCTURES
Social innovation cuts across the
spectrum, from incremental to radically,
transformative innovation.129 While
incremental innovations may happily
sit within an existing business unit
(for example, sourcing from minority
suppliers or introducing new materials),
more transformative or disruptive
innovations (such as technology
platforms like mobile money or new
business models) require space to grow
without being prematurely quashed by
the company’s traditional metrics and
institutional biases.
CEMEX established their inclusive
business proposition Patrimonio Hoy
within the commercial part of their
business as a commercial initiative,
before moving it into the CSR
department where social pilots and
further experimentation took place.
Henning Alts, from the Patrimonio Hoy
team explains that: “though the CSR
function gave the programme some
breathing space, time to experiment
and then time to get back on its feet
after a glitch, only by being in the
commercial arm of the business can we
really accelerate and grow.”
‘Ambidextrous organisations’ are
those whose leadership understand
the need to protect innovation. They
often establish separate business units,
processes and metrics to do this.130
When BMW Group wanted to develop
a line of electric vehicles, for example,
it created a separate business unit that
was even physically apart from the
main organisation.131 In the realm of
social innovation, we have seen how
important it is to ‘protect’ the social
innovations from the larger business
system so they are not instantly
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rejected for failing to meet traditional
decision making criteria.
Many companies are now setting
up ring-fenced social innovation
incubators. The BNP Paribas
People’s Lab, for example, is a social
intrapreneurship accelerator that
promotes agile methodology and
fosters a start-up culture within the
bank.132 Pearson has established its
Tomorrow’s Markets Incubator to
develop innovations for low-income
consumers. Barclays launched its £25
million Social Innovation Facility in 2012
as a separate fund for social innovation.
In parallel to the financial investment,
they established dedicated project
incubation in partnership with The
Intrapreneur Lab.133
Ling Ling Phung, a former intrapreneur
at Unilever who now advises
multinationals on corporate social
innovations, explains: “Incubators that
create a set of processes that allow
resources (both capital and corporate
assets) to be deployed as needed and
with risk appropriately assessed to the
larger business is invaluable to the work
of innovation. Critical to doing this well
is having a trusted governing board
with external experts on innovation
who can educate and advise senior
corporate stakeholders who know
their business function very well but
who may have little experience in
entrepreneurial decision making or the
marketplace for the new innovation. For
example, these external advisors could
provide guidance on KPIs that match
the dynamics of the marketplace for
the innovation which may be different
than those used in the core business.”
The IKEA process of product
development is governed by a series
of clearly-defined, standardised
requirements and demands134 - not

surprising, given the centrality of
this process to the overall business.
However, in the Social Entrepreneurship
Unit, which works with social
entrepreneurs from disadvantaged
communities to bring unique and
handcrafted original products to IKEA’s
markets, the product development
rules are a bit more flexible, allowing
the team to be agile and opportunistic
and significantly reducing the time it
takes to get these products onto the
shelves. An added positive outcome
of this freedom, according to IKEA’s
Vaishali Mishra, is that “the Social
Entrepreneurship Unit also serves as
challenger and catalyser inside the
mainstream business to stimulate
innovation and help encourage local
craft skills which result in beautiful
handcrafted products with strong
stories to complement them.”
Interestingly, we observed the potential
role that corporate foundations can
play in incubating social innovation.
Walmart started an initiative 10 years
ago to use its supply chain to fight
rural poverty in Mexico.135 This initiative
would not have been possible without
long-term leadership commitment
from the Vice President of Walmart’s
supply chain and the resilience of the
intrapreneurial team at the Walmart
Foundation in Mexico. This dedicated
team invested years of trial and error
and ‘patient capital’ to invest in the
education and development of local
small-scale farmers so that they could
produce the quality outputs required to
supply them. While not a widespread
phenomenon, this example does raise
the question of whether there is a role
for corporate foundations in creating
space for early stage social innovation
(where legally they are allowed to).
Finally, we are seeing the emergence
of new governance and organisational
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structures to address tensions between
corporate priorities and impact as social
innovations scale up. Salesforce.org is
a not-for-profit social enterprise that
spun out of Salesforce.com - enabling
them to take advantage of Salesforce
assets while freeing them from the profit
pressures of the mainstream market.
RML (former Reuters Market Light) and
Net-Works, similarly, have spun out
of the host organisation (Reuters and
Interface) to become self-sustaining
social enterprises. Water and Sanitation
for the Urban Poor (WSUP) is a
collaborative social enterprise founded
by a partnership between Thames Water,
Unilever and Care, amongst others.

3. INVESTMENT
COMMENSURATE
WITH AMBITION
As accelerators and programmes
emerge, one major barrier to success
is the lack of sufficient funding and
time scales. One company team was
recently tasked by the CEO to spark
social intrapreneurship in 20 countries
but given a budget of only $60,000
- and asked to do so on top of their
busy day jobs. Another company
accelerator is only able to commit
funds in accordance with their annual
budget cycle, making it impossible
to make bets more than six to nine
months ahead. If companies want to
unlock social innovation, they need
to put forward real risk capital and
be patient, for changing systems is a
long-term game.
In 2009, Danone established its
Ecosystem Fund, a 100 million euro
fund that has acted as a catalyser
for social intrapreneurs around the
world.136 The Ecosystem Fund has ringfenced funding for social innovation
with the aim of relieving experimental

ideas of the short-term pressures of the
business P&L.137 An additional benefit
of this high level of commitment
and protected funding is that it has
unlocked match funding from external
partners (95 million euros to date) as
well as leveraging investment from
Danone’s own business units. However,
as Lucas Urbano,Sourcing Manager,
Cycles and Procurement for Danone
explains that scaling and embedding
innovation into business is another
step: “Danone’s Ecosystem Fund was
extremely useful in getting projects
off the ground. Having the funds
earmarked, we launched more than
70 projects and we have acquired a
huge amount of learning, building
confidence and know-how. However,
working through the Fund allowed
projects to be more marginal to the
core P&L. It’s quite easy to find money
for start-ups but harder to fund
scale-ups - you need to show real
measurable P&L results. More recently,
projects are more integrated and
mainstreamed into business - with the
aim to scale properly.”
And many at Salesforce credit CEO
Eric Benioff not only for setting the
tone for innovation at the top, but
also for making a sizeable investment
in risk capital through his 1.1.1 model,
pledging 1% equity, 1% employee
time and 1% products to be used for
charitable causes. This has resulted
in over $230 million in grants, 3.2
million hours of employee volunteer
time and product donations to
over 37,000 organisations.138 While
originally structured as the Salesforce
Foundation, Salesforce.org is now a
thriving social enterprise with over 700
employees applying its core capabilities
in technology and design to help nonprofits deliver greater impact.
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GENERATIVE PIPELINE
GUIDING
QUESTIONS
Below are some questions to get you thinking
about your programmatic set-up and whether
your innovation pipeline is as generative as it
could be.

Does every employee in your company
have space to suggest an innovation and is
motivated to do it?
Do you have a separate structure that can
give ‘oxygen’ in the form of funding and time
for social intrapreneurs?
Are you happy to invest in a wider range
of experiments? Do you have an impact
framework that can guide decision making?
Is your priority a successful project or
developing the innovation capacity of
your people?
Are your social innovation / intrapreneur
programmes clearly outlined as part of your
business strategy with senior leadership
accountable and committed to them, or do
they tend to be as a ‘nice to have’ at the
strategic level agenda?
Across your business, how aware are people of
the intrapreneurial support available to them?

RECOMMENDED
RESOURCES
The Intrapreneur Lab139
5 Super Steroids That Seriously Scale Your Intrapreneurship
Program, J. Kennedy (2018)140
The Alchemy of Growth141 M. Baghai, S. Coley and D. White (2000)
The Ambidextrous Organization, C.A. O’Reilly III, M.L.
Tushman (2004)142

TIPS AND
TOOLS
Consider setting up a separate business unit
with the incentives and resources to pursue
intrapreneurial ideas.
Encourage all employees across your
business to be intrapreneurial and train
managers to support and facilitate this.
Competitions can provide an effective
stimulus for idea generation.
Consider democratising the innovation
process by providing a ‘kit’ with essential
resources for ideas generation, accessible by
anyone with an idea.
Take a critical look at your internal rules
and processes in areas such as budgeting,
recruiting and contracting to ensure they do
not act as a brake on innovation by slowing
down the process of piloting and scaling
intrapreneurial initiatives.
Provide tailored intrapreneur training; this could
potentially be outsourced to specialist providers.
Ensure that the scale of your investment
in intrapreneurship, and the level of
commitment from your leadership, matches
expectations for how many ideas will be
generated, developed and taken to scale.

Eight ways to turn your team into intrapreneurs, S. Kavadias,
H. Jabado, C. Coleridge, F. Roche (2016)143
For examples of training materials and other resources, see
Adobe’s Kickbox and Intuit’s Catalyst Toolkit. External training
can be sourced from specialist providers such as The League
of Intrapreneurs or The Aspen Institute. Many colleges and
business schools also offer professional development courses
on business innovation.
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METHODOLOGY

T

his guide was jointly developed by The League of
Intrapreneurs and Business Fights Poverty, with
support from the UK’s Department of International
Development (DFID), CEMEX and the BMW
Foundation. It is the main output produced for the
Challenge on Intrapreneurship Systems which ran for
six months from April 2018.
see the Acknowledgements section).
Key insights generated during this
collaborative research process
were used to develop a framework
for assessing the intrapreneurship
ecosystem, which identified a number
of internal and external elements to the
ecosystem for social innovation. These
form the basis of this guide.

Desk-based research was enhanced
by a series of interactive workshops
in Oxford, Berlin, Mexico City, London
and São Paulo as well as online
discussions and learnings sprints which
drew on the collective experience
and insights of the Business Fights
Poverty and League of Intrapreneurs
communities of corporate innovators,
senior company executives
and sustainable development
experts. Close to 30 interviews
were conducted with academics
recognised for their expertise in the
area of social innovation as well as
experienced intrapreneurs. (For a
list of individuals consulted, please

This Challenge forms part of an
ongoing learning journey around
the subject of Social Innovation and
Intrapreneurship. It builds on an earlier
Business Fights Poverty Challenge
which produced a series of tip sheets
and how-to videos aimed at the
individual intrapreneur144 as well as the
League of Intrapreneurs’ Toolkit, which
provides practical tips and advice for
individual intrapreneurs and teams.145
The intention is that this guidance will
be further developed into an interactive
and highly accessible diagnostic tool
that companies can use to assess
their internal environment for social
innovation. If you would like to be
involved in this next stage of cocreation, please contact Maggie De
Pree maggie@leagueofintrapreneurs.com
or Zahid Torres-Rahman
zahid@businessfightspoverty.org
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CEMEX
SHAPING SOCIAL INNOVATION POLICY IN RESPONSE
TO INTERNAL AND EXTERNAL DRIVERS

TURNING CHALLENGES
INTO OPPORTUNITIES:
ORIGINS OF
PATRIMONIO HOY
“Where there is market need, the solutions
create themselves.” Juan Ignacio Arizti,
Oficinas Patrimonio Hoy, Guadalajara
CEMEX is a multinational building materials
company which delivers cement, ready-mix
concrete and aggregates to over 50 countries.
Headquartered in Mexico, CEMEX has been
in operation since 1902. In the early 1990s,
CEMEX began growing their international
footprint in earnest, acquiring businesses in
countries ranging from Spain and the USA to
the Dominican Republic, Egypt and Indonesia.
This was also a time of great economic
upheaval in Mexico, as the Mexican peso crisis
hit in 1994-95. During this time CEMEX came
under pressure to find new sources of income
and at the same time realised that much of its
business was coming from independent selfbuild, low-income families.
Though there are many factors which help to
shape social innovation within CEMEX, there
are four which provide stand out insight for
other organisations thinking about scaling and
systemising their social innovations:

“Where there is market need,
the solutions create themselves.”
Juan Ignacio Arizti, Oficinas Patrimonio Hoy,
Guadalajara

The challenges created by the economic crisis of
1994-95 in their home market prompted senior
CEMEX leaders to make a significant investment
into improving their understanding of how the
business serves those on low incomes.
During the economic crisis of 1994-95, with
markets and revenues under extreme pressure,
CEMEX’s leadership took a bold step: they
issued a “Declaration of Ignorance,” stating
publicly that the company had no idea how to
reach low-income markets, and that in order
to address this deficiency, it was willing to
disregard its traditional business approaches
and consider new ways to reach low-income
customers.
An 18-month anthropological research
programme was launched to explore the
social challenges around self-building on
low incomes and, based on this research, the
Patrimonio Hoy business arm was established.
The insight and understanding developed at
this time has ensured that the business case
for social innovation and ROI expectations
are deeply understood by CEMEX’s leaders,
creating long-term programme resilience, and
continues to underpin the way CEMEX serves
low-income families 20 years later.
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BUILDING BRIDGES
TO SCALE
In the 20 years since Patrimonio Hoy was
established, the programme has sat in the
commercial, then the CSR and then back in
the commercial business areas. According to
Henning Alts, Patrimonio Hoy’s Monitoring,
Evaluation and Partnership specialist:
“though the CSR function gave the programme
some breathing space, time to experiment and
then time to get back on its feet after a glitch,
only by being in the commercial arm of the
business can we really accelerate and grow.”

PROMOTING
INTRAPRENEURSHIP
IN A DECENTRALISED
BUSINESS MODEL
Rapid international expansion has resulted
in a satellite business model within CEMEX;
countries and business functions can be
relatively autonomous. This means that
driving out a centralised, one-size-fits-all
social innovation strategy throughout the
international business is not feasible.
CEMEX’s Shared Value and Innovation team are
demonstrating that a decentralised business
model need not hamper intrapreneurship. They
have developed a tailored training programme
for each of their satellite in-country CSR teams,
which is helping to win hearts and minds and
circumvent the perception that ‘Centre knows
best’. The Shared Value and Intrapreneurship
learning modules aim to build understanding,
knowledge and skills and are embedded into
HR learning and development. The theoretical
learning is backed up with frameworks,
practical toolkits and support, enabling satellite
teams to adapt and embed policies into their
own countries and businesses.

countries and engaged with more than 1,000
employees where more than 500 ideas were
pitched. Today, we are more likely to create
sustainable value through social innovation
than ever before.’ explains Mario Elias Gonzalez
Lupercio, Leader of Shared Value and
Innovation at CEMEX.

RECRUITING
FOR THE FUTURE
CEMEX is investing in recruiting for design
thinking and agile mindsets. CEMEX has
reshaped its talent attraction programs in a
way that they can attract digital talent, which
means young talented digital natives, with
the idea to expedite the inception of a digital
mindset and behaviours in the organisation.
The recruitment programme brings together
the well-embedded CEMEX value: ‘Focus
on customers’, with the need for innovative
mindsets. The programme is recruiting
hundreds of high performing agile thinkers,
training them in agile working through an
experience-based immersive year and then
embedding them across the business as
change makers.
Orlando Valencia, design thinking specialist at
CEMEX says: ‘The CEMEX Values are more than
just writing on the wall, but ways of working
demonstrated every day from top to bottom.
Now it is time to explore how we can enhance
these values-driven ways of working with agile,
innovative thinking.’1
Juan Ignacio Arizti, Oficinas Patrimonio
Hoy, Guadalajara continues: ‘Because we are
fortunate to be hiring great talent, our recruits
want to not only earn a living but also give
something back. Environmental and social
impact is therefore high on people’s agendas.’

‘We were able to co-create this strategy
together from the bottom-up by gaining the
buy-in and shift mindsets on the ground. In
6 months, we visited 58 cement plants in 21
1

CEMEX Values: https://www.cemex.co.uk/cemexvalues.aspx
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SALESFORCE.ORG
ALIGNING COMPANY VISION AND
VALUES WITH AGILITY
and volunteering programs. Over $220 million
has been invested in community grants and
more than 3.2 million volunteer hours given
by Salesforce employees. Most recently,
Salesforce.org launched the Nonprofit Success
Pack (NPSP) in 2016,2 Salesforce Advisor Link
in 2017,3 and Nonprofit Cloud,4 Education
Cloud,5 and Philanthropy Cloud6 in 2018.
Salesforce.com, parent company of Salesforce.
org, started life in March 1999 out of a one
bedroom apartment next to CEO Marc
Benioff’s house atop Telegraph Hill, San
Francisco. Salesforce.com was founded with
a vision for a new kind of company—one with
a new technology model, a new business
model and a new philanthropic model. The
philanthropic model, known as the 1-1-1 Model,
dedicated 1% of the company’s equity, 1% of
its product and 1% of its employees’ time to
improve communities around the world.
Initially software licences, funds and time came
from what was the Salesforce Foundation
to NGOs and other community groups. As
nonprofit and education users of the products
grew in number, they also became more
sophisticated in how they used the technology.
In 2014 the company responded to these
trends by formally launching Salesforce.org – a
new social enterprise model, with dedicated
staff and the ability to generate their own
revenue. As a social enterprise, all revenue is
channeled back into creating social impact
through technology solutions for nonprofits
and education, as well as philanthropic
programs. Salesforce.org remains closely
linked to Salesforce.com – Marc Benioff and
three Salesforce.com colleagues sit on the
Salesforce.org Board.
Today, Salesforce.org empowers more than
37,000 nonprofits, educational institutions
and philanthropic organisations to make a
greater impact through technology, grants

Salesforce.com is a company driven by
innovation. A number of working patterns and
processes used in the parent company have
been replicated within Salesforce.org, creating
a supportive ecosystem for intrapreneurial
behaviour within this social enterprise.

Salesforce.com is a
company driven by
innovation. A number
of working patterns and
processes used in the
parent company have
been replicated within
Salesforce.org, creating a
supportive ecosystem for
intrapreneurial behaviour
within this social enterprise.

2
Salesforce.org. Nonprofit Success Pack. http://www.salesforce.org/
nonprofit/nonprofit-success-pack/?utm_source=blog&utm_medium=website&utm_campaign=nonprofit-cloud
3
Salesforce.org. Introducing Salesforce Advisor Link. http://www.
salesforce.org/introducing-salesforce-advisor-link-new-salesforce-org-solution-designed-art-advising/
4
Salesforce.org. Nonprofit Cloud. http://www.salesforce.org/nonprofit/?utm_source=blog&utm_medium=website&utm_campaign=nonprofit-cloud
5
Salesforce.org. Education Cloud. http://www.salesforce.org/introducing-salesforce-org-education-cloud/
6
Salesforce.org. Philanthropy Cloud. http://www.salesforce.org/announcing-salesforce-org-philanthropy-cloud-a-new-corporate-philanthropy-network-for-employee-engagement/
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First, both Salesforce.com and
Salesforce.org use a framework
for internal decision-making that
is closely aligned to company
vision and values.

PUTTING PURPOSE INTO
PRACTICE: THE V2MOM
FRAMEWORK
First, both Salesforce.com and Salesforce.
org use a framework for internal decisionmaking that is closely aligned to company
vision and values. Employees credit CEO
Marc Benioff with setting a strongly purposedriven tone at the top, and this purpose
is effectively captured and translated into
practice in the V2MOM framework, where
V2MOM represents Vision, Values, Measures,
Obstacles and Metrics.7 The V2MOM facilitates
the alignment of any new projects and every
employee’s contribution with the purpose of
the organisation, and enables intrapreneurs
within Salesforce.org to make the case for
social innovation.

7
Salesforce. V2MOM. https://www.salesforce.com/blog/2013/04/how-tocreate-alignment-within-your-company.html

CREATING SPACE
FOR INNOVATION:
INNOVATION SPRINTS
Second, Salesforce.org encourages more
innovation by making it systemic and actively
creating space and time for the whole
community of customers, partners, and
employees to put forward ideas. At several
Open Source Community sprints every year,
customers, partners, and employees are
invited to put forward new ideas and concepts
for digital innovations.8 The ideas can come
from anyone in the community, anywhere
in the organisation, to create solutions that
customers need most. Ideas are supported
and developed for two days before being
presented back. The best are selected for
investment and then carried forward.

8
Salesforce.org. Why The Community Sprint is Different. http://www.
salesforce.org/this-is-not-a-conference-why-the-community-sprint-is-different/

THE INTRAPRENEURSHIP ECOSYSTEM | SEPTEMBER 2018

BOEHRINGER INGELHEIM
SOCIAL INNOVATION DELIVERING
EMPLOYEE ENGAGEMENT BENEFITS
which supports collaborations between the
social and business sectors.

Boehringer Ingelheim is one of the top 20
pharmaceutical companies in the world,
specialising in the three business areas
human pharmaceuticals, animal health and
biopharmaceutical contract manufacturing.
Headquartered in Germany, the company
employs over 50,000 people across its
global operations.
In 2011, Boehringer Ingelheim and Ashoka, one
of the biggest social entrepreneur networks in
the world, together launched a global longterm initiative, Making More Health. Based on
Shared Value principles, the initiative aims
“to build a world in which there is greater
health access for people, animals and their
communities by fostering and supporting an
ecosystem of social entrepreneurial solutions
for complex health challenges”.9

Making More Health began by supporting
and scaling social enterprises whose
businesses were aligned with Boehringer
Ingelheim’s core mission: To be a trusted
partner for patient organisations and
those they represent in the development
of innovative medicines, education and
services that improve patients’ lives. A clear
benefit of the company’s support for these
social enterprises has been an increase in
internal engagement and involvement from
Boehringer-Ingelheim employees.
Thousands of Boehringer Ingelheim employees
have participated in the Changemaker Talent
programme. The benefits are twofold: “First,
Making More Health provides a platform
for employees to bring their ‘whole selves’
— their social passions, their causes, their
creativity and ideas — into their everyday
work lives. Secondly, Making More Health
encourages Boehringer Ingelheim employees
to lead and innovate by building new business
opportunities and bridging the social and
business sectors”.10

The programme comprises of three elements:
Social Innovation, which supports social
entrepreneurs in health through a network of
87 fellows active in 37 countries; Changemaker
Talent, which creates opportunities for
Boehringer Ingelheim employees to develop
an intrapreneurial mindset and changemaking
skills; and Social and Business Co-Creation,
under which three global challenges have
been run to source ideas for social health
innovation. Most recently, this programme
launched the Making More Health Accelerator
9
Boehringer Ingelheim. (2018). Creating Greater Health Access with
Social and Business Impact - Progress & Strategy Report 2017–2018.
https://www.makingmorehealth.org/sites/default/files/MMH_Progress_Strategy_Report_2017_2018.pdf

10

Ibid., p9
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‘We want to make a movement,
not a programme.’
- Manuela Pastore, Lead - Making More Health

MOBILISING PEOPLE AS
AGENTS FOR CHANGE
Boehringer Ingelheim employs three strategies
in its emerging social intrapreneur approach
which allows them to mobilise people as
agents for change:
1. Expert team members from core business
operations: Making More Health has
been set up with core team members
experienced and deeply embedded
in key parts of Boehringer Ingelheim,
including communications and people
development. This is allowing the social
intrapreneur programme to be understood
by the business as a people development
programme and also communicated in an
integrated manner.
2. Leadership buy-in: through immersive
experience: Making More Health offers
an off-site, week long immersive leader
learning experience in rural India, which
helps to connect leaders from across the
business and to ground them deeply in real
community needs. The spin out from this
is that leaders are continuing to develop
solutions to and support for social health
problems once back in the business.
3. Introduction of a company-wide people
strategy: AAI (Agility, Accountability and
Intrapreneurship) is giving permission
and confidence to Boehringer Ingelheim
employees, encouraging them to try new
things, experiment and take the initiative.

Kathrin Hassemer, Manager Global Leadership
Development Executives and Making More
Health at Boehringer Ingelheim explains:
“Underpinning the AAI behaviours – ‘How we
work’ - are statements such as: ‘quickly act
with an open mind’; ‘active experimentation’;
‘come up with innovative ideas’; ‘take smart
risks’. These aren’t just words on a wall –
they are part of our framework (called Our
FOCUS) that guides each and every employee
in the organisation. We have run extensive
workshops and are proud now to have now
a physical space for immersive learning and
the application of agile working methods in
place. In addition, online learning modules are
offered. And to check how we are doing, we
are measuring the performance through our
employee ‘Pulse’ surveys.”
As Kathrin is also part of the core Making More
Health team, she has seen the opportunity to
bring the learning from the social intrapreneur
elements of the programme into the business.
As a result they are embedding social
innovation principles into core business leader
learning programmes, whilst the week long
rural India experience has been designed
specifically with leadership development in
mind – transforming the previously social
enterprise focused Making More Health
programme into a social intrapreneur
immersive learning experience. Making More
Health is now being cited as one of the best
ways to bring the AAI strategy to life.
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IKEA
INNOVATION DEEPLY EMBEDDED IN
CORE PURPOSE AND CULTURE

IKEA is a multinational home furnishings brand
with over 400 stores in 49 countries through
a franchise system. During 2017, 940 million
people visited an IKEA store, while the IKEA
website attracted 2.3 billion visits.
Despite its enormous global reach, the IKEA
business remains firmly rooted in the values of
its founder, Ingvar Kamprad, who created the
business in southern Sweden in 1943 with the
twin principles of thrift and innovation at its
heart. Today’s IKEA is a strongly values-driven
business, with all actions guided by the vision
‘to create a better everyday life for the many
people’.11
This vision is brought to life in the ‘Democratic
Design’ principles, which commits IKEA
co-workers to develop only products that
have a beautiful design, good function, are
sustainable, of good quality and are available
at a low price. The IKEA culture and values
play such an important role that a co-worker
culture centre was opened in 2010 in Älmhult,
Sweden, with the aim to maintain and transfer
knowledge about IKEA values and culture to
IKEA co-workers.
“Maintaining a strong IKEA culture is one of
the most crucial factors behind the continued
success of the IKEA Concept”

Being entrepreneurial and innovative is
fundamental to the IKEA way of doing
business: ‘We like to do things differently.
It’s in our DNA to try new ways and to look
for solutions in places we haven’t looked
before. But we do it for a reason, we do it
because we think it’s the best way to stay
creative, surprising and close to people. We
do it because it keeps our brand fresh and
exciting.’12 The IKEA franchise system has
allowed for international expansion while
protecting the underlying concept and
stimulating the entrepreneurial spirit.
This entrepreneurial spirit is carried over
into IKEA’s work on social impact. The first
Social Entrepreneur Initiative was created in
2012 with the intention to support long-term
and sustainable social change for vulnerable
communities. Through this initiative, the
IKEA business collaborates with social
entrepreneurs to create unique, handcrafted
products to enrich the IKEA product
offer while creating income generating
opportunities for women living in remote
areas and marginalised communities, such as
refugees; as well as collaborations with social
entrepreneurs, providing job opportunities in
communities close to the stores creating value
adding services for customers.
Apart from baking innovation into the DNA,
translating the founding vision and values into
everyday practices and IKEA design principles,
one further way of working may hold useful
lessons for others wishing to support
intrapreneurs in their business:

Ingvar Kamprad, founder, IKEA

11
https://www.ikea.com/ms/en_JP/pdf/yearly_summary/IKEA_Group_
Yearly_Summary_2017.pdf

12
https://highlights.ikea.com/2017/facts-and-figures/This_is_IKEA_
Oct_2017.pdf
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“Maintaining a strong IKEA
culture is one of the most crucial
factors behind the continued
success of the IKEA Concept”
-Ingvar Kamprad, founder, IKEA

SOMETIMES THE USUAL
RULES SHOULD BE
RELAXED: AGILE WORKING
AND MODIFIED KPIs
Intrapreneurs often argue that they need
longer time horizons to prove the viability of
their idea. In the case of fast-moving retail
products, faster is sometimes better. The IKEA
Social Entrepreneur unit works with shorter
timelines than other business units, allowing
them to quickly prototype new products and
launch and test them in selected markets.
Their products have to meet the same five
‘democratic design principles’ that apply to the
rest of the IKEA business, but because they
work with smaller volumes and non-traditional
suppliers they are able to act quickly to seize
market opportunities, especially when there is
a significant first-mover advantage to be had.
In terms of performance measurement, the
Social Entrepreneur unit is measured against
the mainstream business performance criteria
- although given the nature of the producers
they work with they are not held to the same
volume targets as those in the mainstream
business - as well as some additional KPIs
tailored to their specific business stream.
This includes criteria related to social impact,
such as the number of income-generating
opportunities created by a particular
collaborative project. Customised performance

measurement allows the product development
team to allocate resources where they are
needed to optimise social impact and have
recognition and reward linked to more than
just their volume and turnover-related results.
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MARS, INC.
SOCIAL INNOVATION GUIDED BY THE
PRINCIPLE OF ‘MUTUALITY’
“Mars’ principle of mutuality helps to ensure
a virtuous circle between societal and
commercial success. By pursuing innovation
through intrapreneurship we seek to create
scalable outcomes for people – planet and
profit, thereby, putting our principles into
action for benefit of stakeholders; as well as
shareholders.”
Mars is one of the world’s largest
manufacturers of confectionery, pet foods and
food products, and provider of pet services.
Founded in 1911 and headquartered in the
USA, Mars is a private, family-owned company
which today operates in over 80 countries,
with a global revenue in 2017 of $35 billion.
The concept of ‘mutuality’ underpins the very
foundations of the company: in 1947, Forrest E.
Mars Sr. wrote that business should promote a
‘mutuality of services and benefits among all
stakeholders.’ This has resulted in a company
that is driven by purpose beyond profits.
Mutuality is described in terms of shared
benefits: “A mutual benefit is a shared benefit;
a shared benefit will endure”.13 Mutuality is
one of the five principles that continue to
guide Mars’ business (along with Quality,
Responsibility, Efficiency and Freedom).14
These core values also find practical
expression in Mars’ most recent Sustainable in
a Generation Plan.15
The combination of the Principle of Mutuality
and a deep understanding of their societal
risks and opportunities creates a supportive
environment within Mars for social innovators
and intrapreneurs.

13
For further information on Mars principles, see: http://www.mars.com/
global/about-us/five-principles#mutuality
14
Mars. The Five Principles. https://www.mars.com/global/about-us/
five-principles
15
Mars. Sustainable in a Generation. https://www.mars.com/global/sustainable-in-a-generation

Heather Pfahl, Senior Socio-Economic Impact
Manager
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“Mars’ principle of mutuality
helps to ensure a virtuous circle
between societal and commercial
success. By pursuing innovation
through intrapreneurship
we seek to create scalable
outcomes for people – planet
and profit, thereby, putting our
principles into action for benefit
of stakeholders; as well as
shareholders.”
- Heather Pfahl, Senior Socio-Economic
Impact Manager

MAKING SOCIAL
INNOVATION SYSTEMIC
Mars systemises social innovation through two
key instruments:16
1. Grand Challenge Approach - Launching in
2013, Mars set up a flexible and responsive
Corporate Innovation function to accelerate
innovation and create meaningful and
lasting impact. Grand challenges are defined
as “moonshots”: ambitious, long-term and
groundbreaking innovation projects which
harness the power of multidisciplinary teams
within and external to Mars to explore, trial
and test innovative solutions to challenges
ranging from securing raw material
supply chains and sustainably improving
agricultural productivity to adapting to
climate change and addressing malnutrition
in developing countries.
2. Mars Catalyst is their internal “think tank.”
For the last five decades, Catalyst’s goal
has been to challenge traditional business
thinking within Mars — and it continues
to deliver solutions to their most complex
business challenges.
Mars is continuing to work towards a deeper
understanding of what mutuality means for
business in practice. In 2014, it launched
The Economics of Mutuality (EoM) research
program with Saïd Business School at Oxford
University, following significant internal
incubating. This long-term program has been
designed to explore how business can be
reshaped, allowing it to work for the good of
all and to better society.17

16
Mars. Accelerating innovation to make an impact. https://www.mars.
com/global/science-and-innovation/innovation
17
Mars and Saïd Business School, Oxford. The Economics of Mutuality.
https://economicsofmutuality.com

