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About the Responsible Business Forum Case Studies
This series of case studies explores how mutual approaches 
to business can help companies and their partners tackle 
some of the most pressing global challenges. The businesses 
featured in this series share a commitment to objectives 
beyond purely financial performance, as well as a serious 
intent to implement mutual practices through new forms 
of ownership, governance, leadership, measurement and 
management. 

In particular, these cases address the measurement of 
multiple forms of capital, ecosystem shaping approaches, 
leadership development, business education, and policy 
formulation through laws and regulation that promote 
mutual conduct. The authors appreciate the collaboration of 
participating companies in creating these cases. 

These cases were first developed for the annual Responsible 
Business Forum, the convening event of the Mutuality in 
Business Project, a joint research programme between Saïd 
Business School, University of Oxford, and the Catalyst think 
tank at Mars, Incorporated. The Responsible Business Forum 
brings together global companies, MBA candidates, scholars 
and activists to share their experience in confronting key 
challenges in their ecosystems to generate financial, social 
and environmental value. 

Authors’ Note
The conclusions and recommendations of any Saïd Business 
School, University of Oxford, publication are solely those of 
its author(s), and do not reflect the views of the Institution, 
its management, or its other scholars. These cases are based 
on information provided to the researchers by participating 
companies.
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About SAP
SAP’s vision and purpose to “help the world run better 
and improve people’s lives” inform its approach to its 
stakeholders, clients, and products. A German-based 
multinational corporation focused on management and 
controlling systems, SAP employs 95,000 people and, as 
of 2018, brings in revenues of €24.7 billion. With more than 
400,000 customers, SAP is Europe’s largest and the world’s 
fourth largest software provider by revenue.1 Since it was 
founded in 1972, SAP has aimed to transform the Information 
Technology (IT) sector through innovation in areas such as 
enterprise resource planning and database/digital technology.

1 “SAP Company Information,” SAP, https://www.sap.com/corporate/en/company.html
2 “Our Purpose and Promise,” SAP, https://www.sap.com/corporate/en/vision-purpose.html 
3 “Sustainable Operations,” SAP, https://www.sap.com/corporate/en/company/sustainability-csr/sustainable-operations.html 

In recent years, Integrated Reporting (see box on next 
page) has become central to SAP’s value creation strategy. 
Considering its impact on society and the environment, 
SAP has initiated a process of assessing, measuring, and 
quantifying forms of pre-financial capital throughout its 
business. By following this approach, SAP aims to ensure 
that the company not only generates financial profits, but 
also executes on its purpose and thereby helps “transform 
industries, grow economies, lift up societies, and sustain 
our environment.”2 By embedding sustainability throughout 
its core business, SAP has taken a holistic approach to 
performance and growth strategies.3 Above all, as a leader in 
the IT sector, SAP has the capability to bring its innovations in 
integrated reporting and execution of sustainable strategies 
to scale through its thought-leadership, products, services, 
and global network of customers. Seventy-seven (77%) of 
the world’s transaction revenue touches an SAP system 
somewhere along its process-line. As a result, SAP’s potential 
influence on the world of today’s business is immense. 

 

https://www.sap.com/corporate/en/company.html
https://www.sap.com/corporate/en/vision-purpose.html
https://www.sap.com/corporate/en/company/sustainability-csr/sustainable-operations.html
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Economics of Integrated Strategy

4 “What is Integrated Reporting?” International Integrated Reporting Council (IIRC), http://integratedreporting.org/
5 “SAP Integrated Report 2017: Intelligent Enterprise.” SAP, 8. 
6 “SAP Integrated Report 2018,” SAP, 110, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
7 Will Ritzrau, “Eine nachhaltige Strategie bei SAP” in Thomas Wunder, CSR und Strategisches Management, trans. Will Ritzrau (Cologne: Springer Gabler, 2017). 
8 Will Ritzrau, “Eine nachhaltige Strategie bei SAP” in Thomas Wunder, CSR und Strategisches Management, trans. Will Ritzrau (Cologne: Springer Gabler, 2017).
9 “SAP Integrated Report 2017: Intelligent Enterprise.” SAP, 10.
10 Will Ritzrau, “Eine nachhaltige Strategie bei SAP” in Thomas Wunder, CSR und Strategisches Management, trans. Will Ritzrau (Cologne: Springer Gabler, 2017).
11 “SAP Integrated Report 2017: Intelligent Enterprise.” SAP, 12.
12 Bernd Leukert,“Tranforming out World for the Better with Data,“SAP HANA Blog, SAP, 30 May 2018, https://blogs.saphana.com/2018/05/30/transforming-our-

world-for-the-better-with-data/

SAP has positioned itself as a leader in innovating 
methodologies for measuring and incorporating pre-financial 
forms of capital across its operations and its products. In 
2012, SAP was one of the first multinational companies 
to use Integrated Reporting, following the International 
Integrated Reporting Council’s suggested framework.4 For 
the past years, SAP’s Integrated Report has been audited 
by KPMG, demonstrating the seriousness with which the 
company takes 
the verification 
of information 
published on both 
financial and pre-
financial capitals. 
By reframing some 
of the “biggest 
challenges” as 
the “biggest 
opportunities,” 
SAP has pursued a 
strategy of focusing 
on the key and 
material metrics of 
“financial, social, 
and environmental 
performance,” 
while additionally 
mapping the 
inter-relationships 
among them.5 

Since SAP 
operates on data 
and therefore has 
been collecting 
internal process data for decades, it was able to become 
one of the first companies to make crucial connections 
between its business and pre-financial metrics, recognizing 
that measuring financial profit alone presented an incomplete 
picture of SAP’s total impact and capacity for future growth. 
SAP’s impact measurement model therefore represents a 
good example of how businesses can and should consider 
the extent to which this type of integrated thinking can be 
applied to growth strategies and overall business strategy.  

SAP has implemented strategies to face the growing 
“complexity” of business operations.6 The systemic 
challenges of climate change, population growth, income 
inequality, and urbanization, mean that businesses will 
need to adapt quickly to address the increasing intricacies 
of today’s global economy.7 Moreover, “rapid digital 
development” and the estimated addition of over “50 
billion devices connected to the internet” by the year 
2020 contribute to the rise in technology’s importance. 
Taken together, such challenges and opportunities paint 
a picture of rapid transformation in the very near future.8 
To stay competitive, corporations will need to innovate, 
streamline, and adapt, in response to the current “period of 
unprecedented technological change.”9 

Believing that IT offers solutions to some of the world’s 
greatest challenges, SAP addresses these challenges in two 
ways. Internally, SAP has developed the previously-mentioned 
integrated reporting system that embeds sustainability 
throughout its business. This sustainable strategy helps 
SAP think not only about its financial performance, but also 
about the “economic, social, and ecological consequences” 
of its business decisions within a wider ecosystem.10 
Moreover, SAP’s integrated thinking extends significantly 
beyond its own operations. As part of SAP’s purpose-
driven self-understanding, the company believes that its 
“customers must always win.”11 Therefore, as a company 
that defines itself by the success of its clients, SAP aims to 
take its sustainable strategies to scale across its network 
of customers to achieve this central goal. Products such as, 
for example, the SAP Digital Boardroom12 or programs for 
transport optimization that help reduce carbon footprint of a 
customer’s fleet can thereby play an important role in moving 
sustainability forward beyond the barriers of SAP. 

As a company dependent on its customers’ trust to maintain 
its position as a thought-leader in sustainable operations, SAP 
strives to meet the increasing transparency requests of its 
key stakeholders. Examples include tax transparency, or the 
gender pay gap, the latter of which has become a mandatory 
disclosure figure within the United Kingdom yet is still poorly 
disclosed in many other markets. To keep its record as a 
trustworthy and reliable partner for customers, SAP is aware 
that it needs to deliver on its clearly stated targets. 

Integrated Reporting
A “next-generation” firm-
level report which integrates 
financial and sustainability 
information for both the board and 
external audience. It highlights 
interdependencies of six 
capitals (financial, manufactured, 
intellectual, human, social and 
relationship, and natural capital) 
and how they can be used for 
value creation. Understanding 
interdependencies is expected 
to guide corporate strategy and 
develop a corporate culture of 
“integrated thinking.” Examples 
of such integrated thinking are the 
increase in employee-retention 
or reduction of CO2 emission to 
increase profits or higher spending 
on training to increase human and 
intellectual capital.

http://integratedreporting.org/
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://blogs.saphana.com/2018/05/30/transforming-our-world-for-the-better-with-data/
https://blogs.saphana.com/2018/05/30/transforming-our-world-for-the-better-with-data/
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Incorporating Pre-financial Measurement 

13 “SAP Integrated Report 2018,” SAP, 56, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
14 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
15 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
16 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf

Early on in its endeavours to assess the company’s pre-
financial performance, SAP realized that, as a knowledge 
and expertise dependent software company, its economic 
success was connected to the well-being of its employees. 
Concentrating on such factors at present, SAP’s pre-financial 
assessments focus primarily, but not exclusively, on internal 
social and human capital related metrics and their impact 
on the company’s operations. As an ambition for the future, 
the company aims to expand its assessments to include the 
social, environmental, and economic impacts of its software 
and services when used by clients. 

Pre-financial KPIs 

SAP’s integrated report aims to assess the ways in which 
pre-financial indicators impact operating profit. Four strategic 
metrics – growth, profit, customer loyalty, and employee 
engagement – guide SAP’s sustainable strategy.13 In doing 
so, current performance is viewed in terms of growth and 
profit, whereas future performance is regarded in terms of 
employee engagement and customer loyalty. In this way, 
SAP includes pre-financial metrics in assessing its existing 
business as well as its future potential, driving its growth in 
the years ahead. 

In addition to its four strategic metrics of growth, profit, 
customer loyalty, and employee engagement, SAP also 
assesses and tracks the following indicators over time 
within its own business operations: Leadership Trust Score; 

business health culture index (stress level, collaboration, 
wellbeing); simplification and innovation (product-related); 
retention and average talent tenure (employee-related); 
energy consumption; and carbon emissions. These additional 
six KPIs help measure and assess the effectiveness of SAP’s 
four main strategic metrics. 

Connectivity Analysis 

As part of its integrated thinking strategy, SAP regularly and 
thoroughly assesses the connectivity of its pre-financial KPIs. 
Connectivity represents “the idea that social, environmental, 
and economic performance are interrelated.”14 One of the 
key stand-out aspects of SAP’s integrated report is its 
connectivity analysis, which links pre-financial with financial 
indicators and which is presented in an interactive way on 
the company website. Such an approach helps demonstrate 
not only the “correlation between non-financial indicators 
and financial impact,” but also “why and how something 
such as employee engagement ultimately leads to gains or 
losses in business performance.”15 To gain a holistic view of 
its performance, SAP uses techniques such as “cause-and-
effect” analysis and linear regressions to assess the impact 
of its pre-financial KPIs in monetary terms. First, SAP creates 
chains of “cause and effect” to help assess the ways in 
which particular actions “lead to shifts in behavior.”16 Once 
SAP gathers and assesses data internally, the company then 
collaborates with external stakeholders such as “academics, 
financial investors, and industry peers” to help verify any 

Ambitions for KPIs – 2020 and 2023

Strategic Objective KPI
2018 Results (non-
IFRS)

2020 Ambition (non-
IFRS)

2023 Ambition (non-
IFRS)

Growth

Cloud subscriptions 
and support revenue

€5.03 billion
€8.6 billion  
to €9.3 billion

More than triple

Cloud software 
revenue

€20.66 billion

Total revenue €20.74 billion
€28.6 billion  
to €29.2 billion

More than €35 billion

Profitability Operating profit €7.16 billion
€8.5 billion  
to €9.0 billion

7.5% to 10% CAGR

Customer Loyalty
Customer Net 
Promoter Score

+5.0 Steady increase

Employee Engagement
Employee Engagement 
Index

84% 84% to 86%

Source: SAP (2018) SAP Integrated Report 2018, p. 56

https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
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findings.17 The above figure shows how the 2018 connectivity 
analysis is represented on the company’s website. By clicking 
on each issue, the reader can view the interconnectedness of 
material issues in the context of SAP. 

Non-Financial Indicator Impact on Operating Profit  
(€ millions, non IFRS)

Business Health Culture 
Index

90 to 100 per pp

Employee engagement 50 to 60 per pp

Retention 55 to 65 pep pp

Carbon emissions 6 per percent

Source: SAP Integrated Report 2018, p. 212

In addition to these connectivity chains, SAP documents 
“the financial impact of [the] four pre-financial indicators.”18 
To do so, the company measures each indicator to see 
what a positive or negative change of 1 percentage point 
(e.g., the change of employee engagement from 84% to 
85%) would mean for its operating profit. Through this, the 
company is able to make statements about the financial 

17 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
18 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
19 “SAP Integrated Report 2018,” SAP, 214, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
20 “SAP Integrated Report 2018,” SAP, 212, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
21 “Our Contribution to the UN Sustainable Development Goals,” “SAP Integrated Report 2018,” SAP, https://www.sap.com/integrated-reports/2018/ 
22 “Our Contribution to the UN Sustainable Development Goals,” “SAP Integrated Report 2018,” SAP, https://www.sap.com/integrated-reports/2018/en.html#pdf-

asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=225  

impacts of pre-financial indicators. These methodologies, and 
the integrated thinking from which they result, help SAP see 
interconnections which would otherwise remain out of view. 
As an example, SAP’s internal metrics have identified the 
interconnected ways in which capability building and social 
investment lead to increased employee engagement. This, in 
turn, leads to profitability, and profitability again contributes 
to greater employee engagement.19 Viewing its operations, 
company valuation, and performance through a confluence of 
factors, SAP has the capacity to assess its impact holistically. 

impacts of SAP’s four key pre-financial issues.20 Positioning 
sustainability metrics in this way allows the company to 
promote the potential of sustainable measures to boost 
financial performance. 

Sustainable Development Goals 

As part of its materiality assessments, thinking specifically 
about its impact on society, SAP has worked with key 
stakeholders to align its strategy with the United Nation’s 
Sustainable Development Goals (SDGs) and to assess “the 
impacts of customers using SAP technology and applications.”21 
Looking through the seventeen UN SDGs, SAP identified 
seven SDGs in which its operations, products, and services 
might have an impact. These include: Industry, innovation 
and infrastructure (SDG 9); Good health and well-being (SDG 
3); Decent work and economic growth (SDG 8); Climate 
action (SDG 13); Global partnerships (SDG 17); Responsible 
consumption and production (SDG 12); and Quality education 
(SDG 4). To assess its role in meeting the SDGs, SAP has 
created a table (see appendix A) that enumerates “the 
potential positive and negative direct or indirect impacts” of 
the company, along with that of its products and services.22 The 
resulting rankings help SAP assess the effects of its business 
and products on the wider ecosystem. 

Impact on Decision Making

Integrated thinking remains at the core of SAP’s business 
strategy. As a result, assessments including pre-financial 
capitals reach the highest levels of SAP’s leadership. 
The four key metrics of growth, profit, customer loyalty, 
and employee engagement factor into middle- and top-
management decision making. These metrics inform 
boardroom discussions as well as strategic business 
development conversations at various divisions. Moreover, 
to encourage integrated thinking throughout the company, 
SAP’s sustainability department reports to the Chief Financial 

Figure 1: SAP Connectivity Analysis

Source: SAP website, May 2018, https://www.sap.com/integrated-reports/2018/
en/connectivity.html

https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/integrated-reports/2018/
https://www.sap.com/integrated-reports/2018/en.html#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=225
https://www.sap.com/integrated-reports/2018/en.html#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=225
https://www.sap.com/integrated-reports/2018/en/connectivity.html
https://www.sap.com/integrated-reports/2018/en/connectivity.html
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Officer (CFO) – a rather unconventional organizational feature. 
SAP’s use of such metrics at multiple levels of management 
demonstrates the centrality of sustainability in strategic 
decision making, operational processes, and corporate 
valuation. 

Such integrated thinking has resulted in various integrated 
practices and the adoption of sustainable strategies 
throughout its operations. Although SAP has focused much 
of its efforts on social and human capital, it has also made 
increasing strides in thinking through the environmental 
impacts of its business. SAP’s pledge to make its operations 
completely “carbon neutral” by the year 2025 offers 
an example of integrated thinking informing company 
practices.23 The company has also taken steps to promote 
reuse wherever possible and to reduce the overall waste and 
e-waste associated with its operations.24 To this end, SAP has 
included its aspiration to enable a “zero waste” economy as 
one of its economic impact targets.25 

Moreover, in addition to internal decision making, SAP’s 
clients also identify and implement strategies based on 
using the company’s systems. In this way, SAP shares its 
methodologies with customers to “help bring about long-
term sustainable change” to its network and beyond.26 

23 “SAP Integrated Report 2018,” SAP, 78, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
24 “SAP Integrated Report 2018,” SAP, 231, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
25 Christine Susanne Mueller, “SAP Celebrates 10 Years of Creating Sustainable Impact,” SAP, 25 March 2019, https://news.sap.com/2019/03/sap-celebrates-ten-

years-sustainable-impact/ 
26 “SAP Integrated Report 2017: Intelligent Enterprise.” SAP, 225. 

https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://news.sap.com/2019/03/sap-celebrates-ten-years-sustainable-impact/
https://news.sap.com/2019/03/sap-celebrates-ten-years-sustainable-impact/
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Performance and Pre-financial Assessment

27 “SAP Integrated Report 2018,” SAP, 220, https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
28 “SAP Integrated Report 2018,” SAP, 27, https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-

asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27 
29 “SAP Integrated Report 2018,” SAP, 27, https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-

asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27

As shown above, SAP uses a connectivity model to embed 
pre-financial KPIs into company solutions. Additionally, in 
2016, SAP completed a materiality assessment with the 
aim of identifying topics most relevant to stakeholders. 
This process included the following stages: identification, 
prioritization, validation, and review.27 During the 
“identification” phase, SAP compiled a list of potential topics, 
looking at areas of supply chain and operations as well as the 
potential impact of its software in helping customers work 
towards achieving the UN SDGs. Next, in the “prioritization” 
phase, the focus was value creation. Finally, during the 
“validation’ and “review” phases, the company reviewed 
the results of the materiality assessment and received 
feedback to guide future integrated reporting and materiality 
assessments. 

In terms of incentive structures, non-financials were tied 
to 25% of discretionary board compensation until 2018.28 
However, without clearly defined success parameters, this 
incentive model faced some initial obstacles.29 Due to the 
missing link between performance and payout, investors 
were cautious about approaching compensation from 
a discretionary element. As a consequence of investor 
concerns over the lack of clarity in defining performance 
and the resulting payout rate, SAP simplified its overall 
compensation model in 2018 to account exclusively 
for performance-based components. The loss of this 
compensation structure within SAP highlights the challenges 
which companies encounter when faced with the competing 
measurement and analysis structures of financial and pre-
financial considerations.

https://www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27
https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27
https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27
https://www.sap.com/integrated-reports/2018/en/search/results.html?search=board%20compensation#pdf-asset=96673f20-3e7d-0010-87a3-c30de2ffd8ff&page=27
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Prognosis 
As a software and technology company with both the 
capacity to nurture integrated thinking internally and 
to encourage sustainable practices amongst its many 
customers, SAP has a crucial role to play in the growing 
conversation on pre-financial metrics and multi-capital 
assessments. Innovations in integrated reporting and 
connectivity have made SAP well placed to advance 
the agenda of sustainability within the corporate sector. 
Although SAP has primarily focused on developing and 
operationalizing internal pre-financial metrics, the company 
has become increasingly focused on bringing technologies 
and measurements to external parts of its business. Given 
that SAP boasts a network of more than 400,000 clients and 
a host of new products and services that result from high 
investment in R&D, the company has the capacity to bring 
many of its key sustainable practices to scale. 

Although opportunities abound for SAP’s integrated 
sustainable strategy, challenges also remain. SAP has 
identified several obstacles in realizing its goals. SAP 
continues to struggle in making the connection between 
impact creation through the use of software by its customers. 
In other words, the assessment of how much of the positive 
or negative social or environmental impact may be attributed 
to the software versus impact created by the operational 
excellence of an organization is still to be resolved. Part 
of the problem here is the multidimensionality of impact. 
If there were a simple connection between software and 
impact, then the integration of intended economic, societal, 
and environmental impact into strategic product portfolio 
decisions would become feasible. However, at present, it 
remains challenging to disentangle multiple contributing 
factors for the purpose of assessment and measurement. 

Despite these problems, SAP has future aspirations to 
measure not only the impacts of its operations, but also 
those of its products. Achieving this goal will require 
active sharing of best practices and integrated reporting 
methodologies with its clients. As a facilitator of sustainable 
operations for its customers through its products and 
practices, SAP will need to continue co-innovating towards 
the goals of creating social impact and abating environmental 
harm through integrated thinking. 

Furthermore, the company will also need to strike the 
right balance between the legal/mandatory accounting 
focus on the operational responsibility of an organization 
and the growing pressure of disruptive systemic business 
transformations in the form of global challenges or risks 
such as climate change, resource scarcity, and population 
growth. Confronting these obstacles will entail a change in 
mindset from one of organizational profit maximization to 
one of value maintenance as a basis for long-term economic 
viability. In other words, companies are responsible for 
potential business risks such as commodity price volatility 

resulting from climate change, which lie outside the scope 
of traditional accounting metrics. Such challenges mean that 
companies will need to find new ways of describing and 
assessing factors that their business might only influence 
indirectly. Moreover, as a service and product provider, SAP 
must balance investment priorities and market readiness 
with the expectations of capital markets. Finally, questions 
about the extent to which mainstream businesses will be 
ready for this type of integrated thinking within their day-
to-day operations remains an open question. SAP hopes 
to set an example for others to follow, but only time will 
tell whether businesses will adopt such integrated thinking 
and sustainable strategies in the years ahead. Taking SAP’s 
sustainable strategies to scale will therefore require buy-in 
from stakeholders, shareholders, and others operating within 
the wider ecosystem. 

Given these areas of focus, SAP believes that impact 
valuation, as a methodology, will play a significant role for 
the company in the years ahead. To advance in this respect, 
the company is part of an industry cooperation to further 
the creation of impact valuation integration tools and 
methodologies.
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Appendix A: SAP’s Potential Direct and Indirect Impacts on the SDGs.
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Source: SAP Integrated Report 2018, www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf, p. 225.

www.sap.com/docs/download/investors/2018/sap-2018-integrated-report.pdf
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Mutuality in Business 

Tel: +44(0)1865 422875

Email: responsiblebusiness@sbs.ox.ac.uk

Web: Economics of Mutuality 

Web: Oxford Saïd Mutuality in Business

Saïd Business School at the University of Oxford blends the best of new and old. We are a vibrant and 
innovative business school, but yet deeply embedded in an 800-year-old world-class university. We create 
programmes and ideas that have global impact. We educate people for successful business careers, and as a 
community seek to tackle world-scale problems. We deliver cutting-edge programmes and ground-breaking 
research that transform individuals, organisations, business practice, and society. We seek to be a world-class 
business school community, embedded in a world-class university, tackling world-scale problems.

Mars Catalyst and the Economics of Mutuality programme

Mars’ approach to business has long sincebeen guided by 
five principles – quality, responsibility, efficiency, freedom and 
mutuality. Together they inform and guide the actions of all 
Mars associates every day as they do their jobs and interface 
with the outside world.

The origins of the Mutuality principle go back to 1947 when 
Forest Mars Snr, who led and grew the business through 
the 1920’s to the1960’s, wrote a letter to all 500 associates 
of the company that said “the sole purpose of the company 
is to create a mutuality of benefits with all stakeholders that 
the company touches; from suppliers to customers as well 
as governments and competitors and naturally associates 
and shareholders”. This far-sighted thinking, that the company 
could only be successful if everyone around the company 
was being successful, has been a cornerstone of Mars’ 
business philosophy ever since.

Mars has therefore always been interested in how it can 
best live up to this principle; and to find new ways of driving 
mutuality with all stakeholders it touches. This led to Mars’ 
leadership tasking its economic research unit, Catalyst, to 
start new work into unexplored territory for business; to 
identify critical drivers of mutuality and, using business pilots, 
to develop and test new metrics and management practices 
that can help boost mutuality in business situations. This 
work has been called the Economics of Mutuality.

This work has established promising links between increasing 
social, human and natural capital (that can be measured with 
simple & stable metrics) and a corresponding increase in 
financial capital – demonstrating how a company can do both 
good and well at scale. A number of pilots have now been 
completed in the areas of micro–distribution, the employees 
of Mars and in agricultural development that suggest that 
these relationships are true in different places and situations.

The Oxford Mars partnership 

On the back of these promising findings, a multiyear 
partnership with Oxford University’s Saïd Business School 
was established in 2014 to focus on the development of a 
business management theory for the Economics of Mutuality 
with corresponding teaching curriculum, new management 
practices, and case study research. The research programme 
has combined the pursuit of normative questions – what is 

mutuality and how should it be enacted? – with grounded, 
ethnographic research on current thinking and practices. This 
has led to the development of field experiments and case 
studies examining how large corporate actors conceive of and 
pursue responsible business practices, and how these relate 
to their financial and social performance.
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