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‘We need to bend the curve of capitalism, and make it 
more equitable, more inclusive, and more sustainable. 
That is good business now. And the reason it is good 
business is because the cost of not acting is already 
becoming significantly higher than the cost of acting.’ 

Paul Polman
Chair, Saïd Business School, University of Oxford

‘A new breed of business leaders is required and will arise to 
address the duty and also the opportunity to reposition their 
businesses in such a way that they will thrive by meeting the 
needs of the world. It’s not a philosophy – it’s an imperative.’

Bruno Roche
Economics of Mutuality Founder and Executive Director
Former Mars Chief Economist

‘We need a fundamental change … to move away from 
the focus on profits and to consider profit as a product 
of purpose. We need a fundamental change in the way 
we measure corporate performance. And we need 
a fundamental change to business education.’

Colin Mayer 
Professor of Management, Saïd Business School,  
University of Oxford

The Economics of Mutuality
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The coronavirus pandemic that sent the Oxford 
Economics of Mutuality Forum online in 2020 has only 
served to emphasise the urgency and significance of 
the Forum’s agenda. We are facing a growing number 
of crises, not only around climate change, but also 
including health, social inclusion, and inequality. 

The frequency and intensity of these crises can be 
traced back to the Friedman Doctrine, that appeared 
in the New York Times 50 years ago: ‘there is one 
and only one social purpose of business: to increase 
profits so long as it stays within the rules of the game’. 
Designing economies and businesses around the 
pursuit of profit means that it is in the interest of firms 
and their shareholders to minimise costs as far as 
they can, which has resulted in employing people in 
precarious jobs or paying below living wages; polluting 
the environment and over-exploiting natural resources; 
and avoiding taxes. 

The concept of mutuality, however, defines the real 
purpose of business as ‘To produce profitable solutions 
to the problems of people and planet and not to profit 
from producing problems for either’. The Economics of 
Mutuality Forum 2020 discussed the changes needed 
to transform the way we do business and put this 
notion of purpose into practice. 

There is no lack of goodwill towards system change, 
and no lack of organisations and movements that are 
encouraging this by, for example, hosting conferences 
and creating new ESG (Environmental, Social, and 
Governance) reporting frameworks. In fact, there are 
at least 180 existing organisations and movements 
attempting to tackle system change through different 
means, including providing goals and direction; 
influencing policy and regulation through research 
and evidence; engaging and developing leaders; and 
offering consultancy and advice. However, there is 
no real shared understanding of the precise nature of 
the problems and the levers of change. This causes 
confusion that is in danger of descending into chaos. 

In particular, the recent focus on reporting – which 
is primarily a result of business’s wish to prove 
its good corporate citizenship and to mitigate risk 
– does not get to the heart of the matter. It is an 
output, that ought to come at the end of a process of 
performance-management and decision-making based 

Executive Summary

The fifth annual Oxford Economics of 
Mutuality Forum took place on 9–11 
September 2020. Organised by Saïd 
Business School, University of Oxford, in 
partnership with Mars, Incorporated and 
the Economics of Mutuality, the event 
was virtual. Participants were able to join 
the Forum free and from anywhere in the 
world via interactive online platforms.

It offered business leaders the opportunity 
to explore the critically important question 
of how we can put purpose into practice, 
through looking at three fundamental 
challenges: bringing together all parts of 
the ecosystem to drive system change; 
improving the way we measure corporate 
performance; and transforming business 
education.
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on the measurements reflected in the management 
accounts. But there is currently no consensus on how 
performance should be measured – or indeed defined. 
In addition, the tendency, reinforced by the Big Four 
accountancy firms, to measure any type of non-
financial impact by giving it a dollar value serves only to 
strengthen the dominance of finance.

The SCORE framework, developed as part of the 
Oxford Initiative on Rethinking Performance, may help 
steer the conversation and develop consensus around 
measurement. It is based on five steps:

1. Simplify the articulation of the company’s purpose 
so that it is precise about what problems the 
company is solving; for whom; how it’s solving 
them; when; and why it’s well-suited to solving 
those problems.

2. Connect the purpose with everyone in the 
organisation, as well as with everyone outside the 
company who is relevant to its delivery. 

3. Take ownership of the purpose and responsibility 
for its successful fulfilment.

4. Reward people in the organisation according to 
metrics relating to the purpose.

5. Exemplify and bring the corporate purpose to life 
through stories, narrative, and imagery as well as 
words. 

Implementing the wholesale system change advocated 
by speakers at the Economics of Mutuality Forum will 
be a challenge, not least because it will be fighting 
against some powerfully entrenched ideas. People 
have been socialised to believe that they have a 
fiduciary responsibility to maximise shareholder 
returns, and it is a norm that has been accepted by 
business schools and by the wider business school 

ecosystem to an extent that it is self-reinforcing. For 
example, if a business school were to change its 
curriculum it could affect membership of accreditation 
and testing bodies, and therefore its reputation, 
student recruitment, and position in course rankings. 

However, with the increased interest in purpose from 
both employers and students, things are beginning 
to change. Business schools can lead the way with 
knowledge-creation and research, which will make 
a vital contribution to enabling policy and practice to 
change and support a more purposeful way of doing 
business. And they can change their approach to 
teaching, which in most business schools is still based 
on the underlying assumption that business is there 
to promote the interests of shareholders. Instead, any 
business school course should start by posing the 
question: what is the purpose of business? 
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Introduction

‘We need a fundamental change’   
Colin Mayer

Colin Mayer opened the 2020 Forum by acknowledging 
the dramatic changes that have occurred in the 
global economy since the previous event in May 
2019. ‘These developments have only served to 
emphasise the urgency and significance of the forum’s 
agenda,’ he said. ‘It’s no longer just climate change 
and environmental issues that are at the heart of 
the agenda. They have been joined by health, social 
inclusion, and inequality.’ 

He believed that the growing number and intensity 
of the crises we are facing can be traced back to the 
Friedman Doctrine, that appeared in the New York 
Times 50 years ago: ‘there is one and only one social 
purpose of business: to increase profits so long as 
it stays within the rules of the game’. That has been 
the basis of business practice, business leadership, 
business policy and business education ever since, and 
its consequences, said Mayer, have been increasingly 
damaging: ‘It’s been the cause of grave environmental 
degradation, inequality, social exclusion, and mistrust’. 

When our economies and our businesses are designed 
around the pursuit of profit above all else, it is in the 
interest of firms and their shareholders to minimise 
costs as far as they can, even if that means employing 
people in precarious jobs or paying below living wages; 
polluting the environment and over-exploiting natural 
resources; and avoiding taxes, as long as it can be 
done without violating laws. ‘That’s a terrible way of 
organising our societies and economies – regarding 
employees, suppliers, the environment, tax and 
contribution to the provision of public services as 
merely costs to be minimised,’ he said.
 
The real purpose of business is the exact opposite of 
the Friedman doctrine. It is, said Mayer, ‘To produce 
profitable solutions to the problems of people and 
planet and not to profit from producing problems for 
either’. In order for this idea to take root, however, 

we need a fundamental change, not only in individual 
businesses but in the whole capitalist system, to move 
away from the focus on profits and to consider profit as 
a product of purpose. We need a fundamental change 
in the way we measure corporate performance. And 
we need a fundamental change to business education.

It was around these three challenges that the 
Economics of Mutuality 2020 Forum – conducted 
virtually, due to the COVID crisis – was structured.

‘The real purpose of business is … to 
produce profitable solutions to the 
problems of people and planet and not 
to profit from producing problems for 
either’
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How can we start the ‘great transition’?
Bruno Roche

Bruno Roche described the COVID pandemic as 
‘revealing the weaknesses of the system that we have 
built’, and likely to be the start of a transformation in 
the way that we do business – as 90% of business 
leaders believe, according to a recent survey.

He argued that ‘until COVID, businesses could maintain 
the tensions – or the hypocrisy – of maximising profit 
with one hand and attempting to look good with the 
other through CSR activities and ESG reporting. … This 
is no longer possible because COVID has revealed the 
identity crisis that results from managing this untenable 
tension’.

We need ‘a system change, a great transition, a 
reform’.

The good news, he said, is that we are not starting 
from scratch. Over the last decade, hundreds of 
organisations, books, papers, conferences, and 
movements have emerged ‘in an attempt to create 
system change, to turn the system upside down 
and enforce finance to be in service of business, to 
force business to be in service of the economy, and 
eventually to force the economy to be in service of 
society’. Investors are ‘drowning’ in a sea of ESG 
reporting and goodwill.

However, there is no real shared understanding of 
the precise nature of the problems and the levers of 
change. This causes confusion that is in danger of 
descending into chaos.

Quoting Albert Camus in The Plague – ‘To name things 
wrongly is to add misery to the world’ – Roche said, ‘If 
you define purpose wrongly you are adding misery to 
the world. If you measure profit wrongly you are adding 
misery to the world. If you educate leaders wrongly 
you are multiplying misery for the world.

‘The corollary is – if you define purpose properly, you 
are useful to the world. If you measure profit properly, 
you are bringing prosperity to the world. And if you 
educate leaders wisely, you are multiplying positive 
impact on the world. 

‘This is the great transition that the world needs and 
must start with shared understanding of problems and 
the levers of change.’

‘If you define purpose properly, 
you are useful to the world. If you 
measure profit properly, you are 
bringing prosperity to the world. And 
if you educate leaders wisely, you are 
multiplying positive impact on the 
world.’



THE OXFORD ECONOMICS OF MUTUALITY VIRTUAL FORUM 2020 REPORT8

Part I: 
The stakeholder challenge

The need for collective action
A fireside chat between Colin Mayer and Paul Polman

CM: How well do you think we’ve done to date in 
terms of reforming business for the 21st century?

PP: It’s fair to say that our record has been mixed, even 
before the COVID crisis. Climate change and inequality 
are getting worse; and, at the current pace of change, it 
will take us 250 years to achieve true gender diversity 
and balance. If the ultimate goal is to create a more 
sustainable, equitable, and inclusive society, we’ve 
done a lousy job. 

COVID has thrown more light on these issues, though. 
Hopefully we’re now at the beginning of an important 
change – an opportunity we missed during the financial 
crisis [ten years ago].

CM: What is really going to effect change? 

PP: I think the main ingredient is human willpower. It 
would be nice to have more technology and innovation, 
but that’s an excuse. For most of the issues that we 
have to solve today – food insecurity, deforestation, 
exclusion, lack of education – we have the answers. 
We know how to make it work for part of the 
population, but we continually exclude others. 

I do not believe that there are many CEOs who actually 
want more unemployment, more air pollution, or more 
people going to bed hungry. But we don’t seem to be 
able to work collectively on this, and that is because 
we are spending too much time in the forest, and not 
enough time on the forest – that is, responding to 
symptoms rather than correcting underlying causes. 

Right now we’re living in a system that was designed 
when finance was scarce and materials or natural 
capital was abundant. Now finance is abundant and 
our resources are scarce and our system hasn’t 
adjusted. So we need to work on these broader 
system changes and that can only be done collectively. 
How do we move to not only a circular economy but 
to a regenerative economy? How do we redesign our 
tax system and our corporate system to make it more 
inclusive? These are major system changes that require 
us to work at a different level together. 

CM: So who are the leaders who should be doing 
this?

I would say that the part of society that has benefited 
most from good governance and globalisation – that is, 
the business sector – should step in and fill the void. 
It doesn’t need everybody. I recognise that there are 
many in the business sector scrambling to survive. 
But I do believe that we now see a critical mass of 
responsible leaders who are willing to come together, 
make bold decisions, help de-risk the political process, 
and together with civil society and governments, move 
us in the right direction. 

If we can create these tipping points across industry 
sectors, but especially in the financial markets, then I 
think we have a chance to avoid further costly disasters 
like the one we’re now going through.
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CM: So what you’re saying is that we need 
inspirational leaders within different sectors to 
work together, and to work with people in the 
different investment businesses?

PP: Yes. It’s that critical mass of responsible people 
who continually set the bar higher – who might be 
courageous individually but who collectively become 
even more courageous – that is going to become 
a key engine of change to address some of these 
fundamental issues. Not alone: it has to be done in 
partnership with civil society and governments. But 
I am now advocating very strongly that it is now in 
business’s interest to fill the void. The sustainable 
business agenda is probably one of the most profitable 
business agendas out there, at a time when we need 
it most. It is also an agenda that is creating more jobs, 
better jobs, and more resilient jobs. 

CM: There are a lot of ‘movements’ already 
working in this space and trying to bring about the 
sorts of changes you are talking about. What can 
be done to make them work collectively?

PP: Indeed. ‘A thousand flowers are blooming’, with 
many different organisations working to decarbonise 
global economies and local and regional communities. 
And this is a good thing, but now we need to aggregate 
rather than disaggregate, bring all the blooms together 
to create a nice bouquet. We’ve seen a lot of efforts 
that are not orchestrated and coordinated. We need 
to create coalitions at scale to drive forward these 
transformative changes. We’ve done it with Gavi, the 
vaccine alliance; we’re doing it now with education 
and creating a fund so that everyone can receive an 
education and stay in education; that is why we are 
continuing to create business alliances such as We 
Mean Business and Imperative 21; and the Economics 
of Mutuality is probably the glue that can bind all of 
these together. 

CM: What do you regard as the main improvement 
we could make to the way in which we measure 
business success?

PP: Value is now increasingly in intellectual and social 
capital which has been difficult to quantify – our current 
systems, based on tangible assets, only measure about 
15% of a company’s value. But we cannot change the 
system all at once. If the most burning issue is climate 
change, I would argue that we should focus on that, 
disclose risks throughout value chains, and ideally get 
to a point where we can put a price on carbon.  But 
COVID has also highlighted the importance of human 
and social capital, and I hope that we can soon turn our 
attention to that.

CM: What needs to change in business education? 

PP: First, as the COVID crisis has taught us, we have to 
be digitally resilient. Second, we need to make higher 
education inclusive. We have fallen terribly short in 
most of the elite colleges in terms of creating the racial 
and gender equality that we need. And third, we need 
multi-disciplinary leaders, so that we create system 
thinkers that can work in transformative partnerships 
with other stakeholders. Last but not least, I think that 
lifelong learning is going to be important. With today’s 
pace of change we cannot hope to produce a ‘final 
product’ in just a one-year MBA. 

CM: What would you like to leave as your lasting 
legacy?

PP: I just hope that we can all contribute to changing 
the face of business, to showing that a multi-
stakeholder, longer-term business model is actually a 
more profitable model for the shareholders as well, but 
also ultimately optimises the returns for all the other 
stakeholders. 
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Alastair Colin-Jones, Research and Education, EoM 
Solutions, introduced the ecosystem ‘map’ being 
developed by the Economics of Mutuality: a visual 
representation of the complex and problematic 
dynamics in our economic system that have been 
created by the dominance of Friedman’s doctrine 
of shareholder primacy. The map itself, including 
additional ‘layers’, can be seen on the Responsible 
Business Forum’s virtual site Map view (ecosystem.
guide).

The map reveals a range of areas in which the system 
has broken down, with symptoms including inequality, 
the exploitation of workers, the race to the bottom on 
taxation, and environmental degradation and pollution. 
‘It’s a green and red world: everything is either a cost 
or a revenue,’ said Colin-Jones.

At least 180 existing organisations and movements 
are attempting to tackle these individual breakdowns 
through different means, including providing goals and 
direction; influencing policy and regulation through 
research and evidence; engaging and developing 
leaders; and offering consultancy and advice. 
Reviewing them in the context of Paul Polman’s call 
to work collectively, however, raised a number of 
questions. 

• The number of policy-focused organisations 
and movements is dwarfed by the number of 
organisations seeking CEO or business-leader 
attention – just when their time is increasingly 
stretched. Business has an important role in 
transforming the system, but are we ignoring the 
importance of policy interventions?  

• Large multinationals often engage in multiple 
initiatives that create confusion among internal 
stakeholders, who can find themselves involved in 
several small transformation projects with different 
stakeholders across their business units. Are more 
creative bottom-up strategies required for engaging 
organisations? How can fellow organisations 
interested in system change collaborate and 
integrate with the same type of corporate client? 

• With so much attention being paid to CEOs 
and business leaders, and energy devoted to 
supporting and engaging them, what are we 
learning about their ability to drive organisational 
transformation, especially when it comes to the 
key breakdowns of disconnected and fragmented 
ownership of public companies?

Mapping the System #1:  
Movements tackling breakdowns in the system
Alastair Colin-Jones

https://eom.ecosystem.guide/maps/economic-system/
https://eom.ecosystem.guide/maps/economic-system/
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Marc Pfitzer, Managing Director, FSG; Shared Value 
Initiative 

Gabriela Ramos, Assistant Director-General for Social 
and Human Sciences, UNESCO; Business for Inclusive 
Growth (B4IG)

David Gardner, Co-Chairman at The Motley Fool;  
Co-Founder, Conscious Capitalism Washington, D.C.

Rebecca Henderson, John and Natty McArthur 
University Professor at Harvard University

Michael McAfee, President and CEO at PolicyLink

Chaired by Amanda Roman, CEO, AKR Collaborations; 
Former Chief Innovation Officer, Conscious Capitalism, 
Inc.

Purpose is important, but it’s just the start

The idea of Purpose has become increasingly popular, 
with many firms understanding that they need to act 
in new ways, and to produce shared value. However, 
as all the panellists observed, it is not as easy as some 
seem to think. Although ‘Purpose is an incredible 
tool to have in your arsenal if you’re trying to do new 
things,’ it is ‘not a ticket to outsized financial returns,’ 
said Rebecca Henderson. ‘You can’t just announce 
that you’re adopting a purpose. It is something that you 
build gradually over time ... there is no instantaneous 
link to profit – but a long road that gives you the 
potential to do well.’

Marc Pfitzer agreed: ‘Purpose is both potential and 
painful. It’s not realised unless it permeates every 
major activity, every revenue/cost-side decision, every 
capital-allocation decision in sync with ambitious 
impact targets … it’s a tonne of work for companies to 
see it and truly act on it.’

There is a need to create more green and inclusive 
systems

‘It’s not that helpful to be a healthcare innovator in a 
failing health system,’ said Pfitzer, explaining that it is 
in companies’ interests to try to improve the market 
system overall, rather than just focusing on their own 

products and impact. And that cannot be achieved 
just by being positive and championing innovations, 
because all too often the ‘legacy systems’ remain 
unchanged.

‘That systems conversation is essential,’ said Michael 
McAfee, ‘and that is why we have to talk about the 
legal and regulatory framework of a nation. Oftentimes 
we think that if we just tinker around the edges, if we 
just implement a few initiatives we’ll get there. We 
do not. When we come to talk about transformation, 
we resist talking about the very thing that is 
transformative.’ The economy in the USA for example, 
has been designed to be oppressive; laws over the 
years have constructed the system. But people have 
resisted acknowledging that, much as they have 
resisted acknowledging the way that the system bakes 
in racial inequality.

Think about who the system is for and what the 
goals are

McAfee argued that it was vital to think about the 
people who are ‘centred’ in designing an economy. ‘If 
we don’t think about who we’ve centred we will often 
miss the mark ... because we don’t ask fundamental 
questions: who pays, who benefits, who decides?’ 

Gabriella Ramos added to this, observing that 
economic policies have too often focused on 
efficiency and compared countries in terms of a GDP 
competition. ‘We need to have a goal that really 
represents better outcomes for people –  everybody, 
not only the lucky few – and we also need to have 
metrics that will help us to reach those goals, and we 
need to have incentives.’ This would involve moving 
away from GDP as the only measure of success, and 
implementing a wellbeing framework, which would be 
built from the bottom up: ‘You cannot assume that you 
know what your workers want. You cannot assume 
that you know what consumers want. You need to hear 
them, you need to give them a voice.’ 

‘The systems conversation is essential’
Key themes emerging from a panel discussion 
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Accelerating solidarity and humanity

Leadership and management practices are inevitably 
the focus for movements seeking systems change. 
But all the panellists spoke about the importance of 
personal commitment, compassion, and empathy if 
systems are to be redesigned and rebuilt.

David Gardner explained that this was the philosophy 
of The Motley Fool, building on its purpose ‘to make 
the world smarter, happier, and richer’: ‘Make your 
portfolio reflect your best vision for our future.’ 
Purpose has to be internalised for it to be authentic and 
more than just words. This is reflected in some of the 
real work that companies are putting into supporting 
frontline workers, such as being consistent about 
schedules, introducing a minimum wage, or developing 
portable benefits packages.

Overall, said Ramos, there needs to be ‘conviction, 
understanding, evidence,’ and ways of rewarding 
behaviours ‘that really underscore the need for 
solidarity and compassion.’ 
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I came to Oxford after spending six years as an 
engineer in an oil refinery in the Philippines, working 
on improving energy efficiency and reducing our 
greenhouse gas emissions. 

I was asked to assess the business case for a solar 
project at our refinery – a proposal that created a lot of 
excitement within the company. The problem was that 
the refinery was self-reliant and self-contained, with 
no way of storing excess power: installing solar panels 
would mean running our gas turbines at lower power, 
so operating less efficiently and also not producing 
the steam we needed. Reluctantly I had to conclude 
that these efficiency losses would outweigh any cost 
savings or environmental benefit.

But something kept nagging at the back of my mind, 
and I tried revisiting my simulations. What if, instead of 
reducing the load on our gas turbines to bring in solar 
power, we could increase efficiency by producing more 
power? We could have higher loads; use less fuel; 
generate more waste heat for steam production; and 
sell the excess – ultimately preventing around 30,000 
tons of carbon emissions each year and making a 
profit!

The only problem was that we were a refinery, and 
restricted to the activities included in our articles of 
incorporation. Power production was not part of our 
core business and identity. It took our team some 
time to convince the wider organisation to revaluate 
and expand in this direction. But eventually the Shell 
Philippines Board voted to amend the company’s 
articles of incorporation to include the sale of electricity. 
It was not quite the story that we had imagined in the 
beginning but, in light of the science, it made better 
use of our assets and was a profitable solution that was 
also good for the planet.

Reflecting on this experience, here are my three 
thoughts for when you embark on your own 
transformation journey:

Start with a question, not with a technology or 
a storyline, or answers you already know. As it 
turns out, the obvious green option is not always right: 
real world systems are complex. You have to embrace 
complexity and do the hard work to understand the 
best solution.

When you come up against a dead end, think 
again: are those barriers real or constructed?

Lean into discomfort. That is how you find operations 
that are truly transformational. What might emerge is 
something more valuable than you had imagined.

To achieve transformation, start with a question
Nicole Y, MBA student, Saïd Business School
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Part II: 
The measurement challenge

If the purpose of business is to solve problems of 
people and planet, in a commercial and profitable way, 
how should this be implemented? How should success 
be measured, and what information do leaders and 
managers need to make decisions? 

Colin Mayer presented some initial thoughts about 
a new framework, developed as part of the Oxford 
Initiative on Rethinking Performance, that may start to 
answer these questions. 

The SCORE framework

Simplify

This first step calls for clarity about the formulation of 
the company’s purpose so that everyone can engage 
and connect with it. The purpose should not be vague 
or woolly, but very precise about what problems 
the company is solving; for whom; how it’s solving 
them; when; and why it’s well-suited to solving those 
problems.

Connect

Corporate purpose should be connected with everyone 
in the organisation, as well as with everyone outside 
the company who is relevant to its delivery. The 
Economics of Mutuality emphasises the importance 
of the company’s ecosystem and working with 
partner organisations – including NGOs, civil society, 
government, as well as other businesses – to solve 
problems. 

Own

People in the organisation should feel an ownership of 
their part of the purpose and take responsibility for its 
successful fulfilment. That should be true for everyone, 
from the Board down to the shop floor – and, of 
course, the owners themselves.

Reward

The purpose should also be reflected in the reward 
system. The company should determine the metrics 
against which it should evaluate and record its 
performance. This is related to human, social, and 
natural assets as well as financial. The Economics of 
Mutuality is an important reporting tool for incentivising 
people in the organisation.

Exemplify

The corporate purpose should be brought to life 
through stories, narrative, and imagery as well as 
words. The company should demonstrate the authentic 
adoption of the purpose through recognising and 
reporting failures as well as celebrating successes. 

‘Corporate purpose should be 
connected with everyone in the 
organisation, as well as with everyone 
outside the company who is relevant to 
its delivery.’

Redefining performance, accounting, and measurement 
Colin Mayer



15WWW.SBS.OXFORD.EDU

A purpose-centric and ecosystem-based business 
model is ‘the new paradigm for value creation,’ said 
Bruno Roche, but it needs to be aligned with new ways 
of measuring and accounting for that value.

‘If the purpose of business is to maximise profit, then 
financial accounting is perfectly aligned with it,’ he 
said. ‘But if the purpose of your business is to thrive 
and prosper by meeting the needs of your ecosystem, 
then financial accounting is not only inappropriate, but 
it could create misalignment and unnecessary tension 
in the organisation.’

We know that a myopic focus on financial performance 
ignores people and planet, and the accompanying 
short termism restricts the flow of financial capital to 
long-term investment in, for example, infrastructure, 
education, wellbeing, and research and development. 
Both corporate performance and performance 
measurement need to be redesigned, said Roche.

He pointed out that the purpose of measurement itself 
is to service the interests of each of four different 
stakeholders: the Boards of Directors of companies; 
the management and leadership teams in those 
companies; investors; and policymakers, who seek 
to align corporate behaviour with the public interest. 
So a method of accounting for costs, which feeds in 
to the management of performance, has to be linked 
to calculating value and then reporting to the world, 
including shareholders. ‘These are mutually reinforcing, 
and each company would have to spend an equal 
amount of time and attention on each part of it.’

Roche argued that there has recently been too great 
a focus on reporting which, he said, was primarily a 
result of business’s wish to prove its good corporate 
citizenship and to mitigate risk. It would be important 
to bring the order of measurement ‘back on track’ so 
that there is a way ‘to define performance first … then 
set up a method to evaluate the value created by the 
performance management, and then eventually to 
report and to communicate.’ 

‘If the purpose of your business is to 
thrive and prosper by meeting the 
needs of your ecosystem, then financial 
accounting is not only inappropriate, 
but it could create misalignment 
and unnecessary tension in the 
organisation.’

Putting the reporting house in order 
Bruno Roche
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Engaging the finance and accounting community is one 
of the most important levers in changing our economic 
system. Alastair Colin-Jones used EoM’s ecosystem 
map to take viewers on a brief tour of the major 
organisations and movements involved in trying to shift 
the status quo in finance.

There is a large number of organisations involved in 
creating standards and frameworks to help companies 
report on the non-financial aspects of performance, 
although the proliferation of methodologies is 
confusing to companies, and also to consumers who 
do not know how to interpret the various logos and 
standards.

The Big Four assurance and accountancy organisations, 
meanwhile, are trying to extend their traditional role 
and move into impact measurement, often through 
giving a dollar valuation to non-financial impact. 
Other important players in the system are investors 
and shareholders – particularly philanthropists and 
venture philanthropists, who are linked with the 
social enterprises and non-profit organisations in the 
ecosystem, and often funding research, innovation, and 
other crucial activities that do not attract other forms of 
capital investment. 

Colin-Jones posed the following questions:

• Does it make sense to give everything a financial 
value? Is it sensible, for example, to give a 
measurement of Trust a dollar value, or are we 
simply maintaining the dominance of finance in 
expressing all types of value? 

• While a huge quantity of non-financial information 
now exists, transparency and comparability 
remain low. Much of the focus to date has been 
on the output side (e.g. reporting) rather than 
on the input side – non-financial measures tied 
to management accounts can be implemented 
in firms to contribute to decision-making and 
incentives structure, and ultimately drive more 
holistic performance. But given every company will 
have its own particular management system and 
decision-making process, often developed over 
many years of operations, what are the prospects 
for finding consensus on what these systems of 
management accounting ought to do? 

• The emergence of the impact investing community 
over the last decade has been crucial in advancing 
and illustrating a viable alternative to maximising 
short-term returns. To what extent has the time 
come for impact investors to build more effective 
lines of communication and collaboration back into 
mainstream finance? 

Mapping the System #2:  
Shifting the status quo in finance and accounting
Alastair Colin-Jones
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Clara Barby, Chief Executive, Impact Management 
Project (IMP) 

Christian Heller, CEO value balancing alliance e.V., 
Vice President BASF 

Lynn Hermijanto, Managing Director at Deutsche 
Bank, Impact Investor 

Paul Gyra, Managing Partner, Thompson Family Office 

Bo Ji, Chief Representative for Europe and Assistant 
Dean at Cheung Kong Graduate School

Chaired by Nadia Terfous, Managing Director of EoM 
Solutions

Investors and owners increasingly care about 
responsible business

Countries influenced by the philosophy of Confucius, 
including China, Japan, and Korea, have long tried to 
think about society as a whole, rather than about the 
individual person or company, said Bo Ji. And indeed 
there are signs that investors around the world are 
increasingly taking into account non-financial benefits.

In Asian family offices, this shift is being influenced by 
the millennial generation, according to Lynn Hermijanto: 
‘Most wealthy families in Asian family offices are 
earlier in the cycle of wealth generation [than those in 
Europe or the US] … And in almost all cases it’s the 
patriarch or matriarch who is making decisions on the 
corporate side as well as the private side. They may 
have investment committees and family offices, but 
in most cases the principals alone will make decisions 
about how capital is deployed – and almost all the 
time they are chasing financial returns … But I have 
seen a change in recent years, driven by millennials 
trying to influence their parents. They believe, as do 
I, that companies should create value for workers, 
communities, and the planet.’

And there is also change in the financial services 
industry. ‘I think we all know that in the financial 
services industry there’s more need for measurement 
and control and evaluation,’ said David Gyra. ‘Firms 
can’t be hamstrung and over-compliant so much that 
they can’t operate, but financial capital needs to be 
put in balance with human, social, and environmental 
capital.’ He pointed out that exclusion policies – which 
were regarded as radical in the 1990s – are now 
mainstream, as are ESG concerns. 

Think beyond metrics to design a measurement 
system

Although Clara Barby agreed with Bruno Roche’s 
earlier argument that, in theory, ‘we should have 
focused on the internal measurements that were 
meaningful first, then … reporting’, in practice the 
two are so interlinked that it does not much matter 
that measurement seems to be led by reporting. 
‘Remember that incentives are everything in this area. 
… It’s external stakeholders to companies, who rely 
on reporting, who provide the incentives for a lot of 
companies to do it internally’.

However, she argued that reporting itself does not yet 
go far enough. ‘Social and economic value is happening 
in the real world, based on the company’s activities 
… we have to work out the impact of those activities 
so that we can scale and multiply by a monetary 
coefficient, [which] is determined in the best bases by 
research’. In other words, the metrics – the company 
activities, outputs, and outcomes – would end up with 
a monetary value. 

‘So the metrics are the ones that are meaningful within 
companies and then also form the basis of reporting’, 
said Barby. ‘And reporting on metrics will continue … 
but will eventually become more sophisticated and 
apply a socio-economic coefficient.’

This evolution, she felt, had the potential to change the 
purpose of accounting from simply financial accounting 
to total value accounting. ‘Social economic value 
calculations will become crucial. Then dividends will be 
paid net of externalities which will be a great leveller.’

How can we design a better system for measurement and reporting?
Themes from a panel discussion
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Incentives and collaboration will be vital

Christian Heller believed that we now have ‘a window 
of opportunity when we can really change business 
models based on reporting but also, and this is 
essential, current ESG factors, intangibles, into a 
consistent accounting framework’.

But reporting alone never changed a business model, 
he said: we need to look at creating the incentives 
for companies and policymakers to understand 
and transform the system we are working in. Tax 
incentives, for example, would encourage investors to 
put money into companies working this way, and to be 
engaged. ‘It is hard for trade-offs to be made at board 
level unless they can be explained to investors… you 
need a dialogue.’  

There also has to be comparability. As Barby 
suggested, a global standards body is needed to 
ensure consistency over how every company reports, 
for example, its health and safety, carbon, and 
employment impacts. 

This will require companies, policymakers, international 
organisations, and regulators to collaborate. In addition, 
Gyra pointed out the need to educate and engage 
the ‘gatekeepers’ – the asset consultants who advise 
on investments. They have the tools to recommend 
a more holistic view on capital returns, he said, but 
currently focus only on financial returns. 

As Bo Jin concluded, ‘Over the next five to 10 years 
I believe that impact will be connected together, so 
there should be a coordinated effort globally.’ 
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If there is one individual in a company who might be 
expected to be reluctant to let go of traditional financial 
accounting it is the CFO.

It was therefore inspiring to hear Claus Aagaard, 
CFO of Mars, Inc., talk so powerfully about the Mars 
Compass, with its four quadrants – positive societal 
impact; being a trusted partner; quality of growth; and, 
finally, strong financial performance. 

‘Without a good economic engine that produces 
growth and good economic value it’s hard to make 
longer term investments that create a positive societal 
impact and bring continued trust and renewed trust 
and invigorated trust in corporations,’ he said. ‘On 
the other hand, if we do not put enough effort behind 
positive societal impact and being a trusted partner, 
over time there will be no quality growth because 
talent will start to leave the building and consumers 
will not come … and in the end that leads to inferior 
financial performance and you’re on a negative spiral.’
Any form of ‘balanced scorecard’ framework is 
challenging to implement, however, because there 
are always leading and lagging indicators, and ‘there is 
always some metric that lends itself better to summing 
up the total input of an organisation, and perhaps it is 
unfortunate that financial metrics are always part of 
that,’ he said.

Indeed, he said that he often wrestled with this 
problem in conversations with business partners: 
‘How can we have metrics that are as good as and 
as robust as – some of us would still argue – an ROI 
measure? How can we embed [a metric] in a way 
that is not subject to too much interpretation or too 
much argument over how it’s defined? … We’ve spent 
hundreds of years refining how the accounting system 
works, and the measurement system, and we need to 
develop something as robust as that.’ 

Nevertheless, he believes that the role of finance is 
‘critical’ in bringing to life the new form of market 
economy represented by the Economics of Mutuality. 
‘We are the custodians of all assets, all records in 
the company, and important contributors to strategy 
through our responsibility for allocating strategic 
resource,’ he said.

He argued that too often companies create separate 
sustainability teams. That may make sense from an 
organisational point of view, ‘but managers and leaders 
out there really need to understand the short-term and 
long-term input/output impact of what they do on all 
dimensions’. He is trying to support the businesses 
within Mars to ‘embed’ this thinking within all their 
operations. 

‘Finance tends to be the business partner of the CEO 
that holds the purse. And with that come opportunities 
to really make a difference, and a responsibility to make 
sure we get this right, and invest in the right things,’ he 
concluded. 
 

‘If we do not put enough effort behind 
positive societal impact and being a 
trusted partner, over time there will be 
no quality growth.’

The view from the CFO
Claus Aagaard, CFO, Mars, Inc.
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Before starting my MBA in Oxford I was an Analyst 
in Sri Lanka for the International Finance Corporation 
(IFC) – the private sector arm of the World Bank – and 
became increasingly convinced of the importance of 
the private sector in emerging markets. Job creation, 
financial inclusion, social and general wellbeing all 
demand large capital mobilisation. But creating real 
change requires more than just capital investments: 
it demands intricate coordination between various 
stakeholders, strong institutions, and an enabling 
business environment.

I saw that in action, when, after a thorough market-
scoping analysis, IFC made its first foray into the 
venture capital arena by investing in PickMe, a local 
technology startup whose main product was Sri 
Lanka’s first ride-hailing smartphone app. The project 
supported the expansion of PickMe outside the capital 
and into other vertical markets – promoting job creation, 
financial inclusion for more than 10 000 drivers, and 
access to affordable, safe, and efficient transportation 
to more than a million users  – and also demonstrated 
to other investors that it was worth funding technology 
startups in Sri Lanka.

During the pandemic lockdowns PickMe’s business 
model and technology enabled the company to pivot 
virtually overnight from a ride-hailing company into a 
delivery company. In a very short time it has proved to 
be both financially viable and socially valuable.

As this story shows, achieving financial and ESG 
sustainability can go hand in hand, balancing the 
equation between returns and impact. However, it 
requires three qualities from investors and key industry 
players.

1. The will and perseverance to search for the right 
use of funds. It took the IFC investment team more 
than two years, from market scoping to final fund 
disbursement, to develop the PickMe deal. 

2. The honesty and sincerity to assess the true 
impacts of a project. The impact measurement 
team questioned the investment team closely 
about positive impacts, asking them to defend the 
deal by providing convincing arguments backed by 
data around transport taxes, job creation, and the 
effects on the ecosystem. 

3. The discipline to evaluate and monitor the effect of 
an investment in society. Client contact between 
IFC and PickMe occurred almost daily, creating 
a true partnership in monitoring operations and 
impact, and allowing IFC to provide advice and 
support PickMe’s transformation from a ride-hailing 
company to a true technology company offering 
various different services.

All this was hard work. However, when I read about the 
crucial role that PickMe had in delivering basic goods in 
Sri Lanka during stringent lockdowns, I think it was all 
worth it.

How to balance the equation between returns and impact
Germán Galindo, MBA student
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Part III: 
The education challenge

‘Business schools haven’t really taken quite the lead in 
promoting a change towards more purposeful business 
that we might have liked them to have done,’ said Colin 
Mayer. ‘They’ve been slow to adapt to the changing 
circumstances that business faces and the changing 
needs of business.’

This is partly, he felt, because of the immense amount 
of vested capital in the status quo. What would 
academic success look like if there was a change in 
the underlying models? How would business react if 
business schools were to shift their focus away from 
making money? How would students react to a change 
in curriculum? And what would happen to business 
school rankings if they no longer took into account the 
salaries of graduating students in the years after they 
graduate?

However, things are beginning to change. Mayer 
pointed out that employers are now crying out for 
people who have the knowledge and skills to promote 
more purposeful business, and students too are 
pushing for more rapid change. Even the various 
rankings systems are beginning to catch up and 
recognise the need to embrace factors beyond those 
that they have traditionally used to determine the 
performance of business schools. 

There are two areas in particular where business 
schools should be leading the way, he said. The 
first is knowledge-creation and the research that is 
conducted in business schools, which will make a vital 
contribution to enabling policy and practice to change 
and support a more purposeful way of doing business. 
The second is teaching, which in most business 
schools is still based on the underlying assumption 

that business is there to promote the interests of 
shareholders. Mayer recommended that ‘the way in 
which a business school course should start is by 
posing the question: what is the purpose of business? 
Why does it exist? What is its raison d’être? And 
everything should follow from that.’ 

‘We’re hoping that … the notion of purpose and 
ideas like the Economics of Mutuality will become 
an increasingly important feature of business school 
education around the world,’ he concluded. ‘It’s 
critically important to help to promote and produce 
the type of leadership that we need in business now, 
and in the future generations that are going to take 
business forward in the rest of this decade.’

‘The way in which a business school 
course should start is by posing the 
question: what is the purpose of 
business? Why does it exist? What is its 
raison d’être? And everything should 
follow from that.’

The role of business schools
Colin Mayer
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Just as business schools should be asking ‘what is the 
purpose of business?’ Bruno Roche suggested that 
we should also ask ourselves about the purpose of 
business schools. ‘Because if the purpose of business 
schools is to train a set of leaders that are still aligned 
behind the [shareholder primacy] model then we 
are back to square one,’ he said. ‘But if the purpose 
of management schools is to train a new type of 
leader [who knows about] orchestrating ecosystems, 
mobilising resources behind a common purpose, and 
measuring performance beyond traditional financial 
KPIs, then we are in a completely different game.’

Developing leaders with these skills involves not 
only creating new knowledge through research, but 
also looking beyond the traditional business school 
curriculum of economics and management. ‘You will 
have to tap into sociology, anthropology, philosophy, 
the humanities at large, but also mathematics and 
physics,’ said Roche. ‘If you want to crack big issues 
like the next paradigm for value creation, you need 
these different perspectives.’

While he applauded business schools such as Oxford 
Saïd that were leading the way, he urged all others to 
follow EoM’s recommendations to business and to 
‘embrace a larger ecosystem of resources behind the 
common purpose.’

Emphasising that he was a practitioner rather than 
an academic, he issued three challenges to business 
schools and universities.

• Work on your purpose and organise the ecosystem 
of resources that exist behind delivering that 
purpose. This may mean a transformation in the 
way that academics work. 

• Take stock of all the good will that exists today, 
in academia as much as in business, NGOs, and 
civil society, and foster engagement, discussion, 
and cross-fertilisation between these sectors. ‘Our 
intuition and our argument is that when people 
talk to each other and they are organised behind a 
common purpose then knowledge is increased,’ 
said Roche. 

• Realise that leadership development and training 
does not start with the MBA, but much earlier. 
Encourage learning across a range of disciplines 
and subjects, particularly the ‘wonderful discipline’ 
of Economics: ‘There is a reservoir of great talent 
among the younger generations that are thirsty to 
bring economics to a higher level of purpose for 
the benefit of the world.’

‘When people talk to each other and 
they are organised behind a common 
purpose then knowledge is increased.’

Looking beyond the traditional curriculum
Bruno Roche
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Academics and business school deans have been 
concerned about the state of management teaching 
for years, but very little has really changed – something 
that Alastair Colin-Jones described as ‘both fascinating 
and disappointing.’ Business issues tend to be 
considered in isolation, and the end-goal of profit 
maximisation is assumed. Even where courses are 
taught on sustainability or social impact, he said, they 
are specialisations or integrative modules: ‘the core 
MBA curriculum remains pretty much untouched.’ 
Meanwhile, the structure of academic careers, with 
its focus on publication in esoteric journals, seems 
designed to keep academia apart from practice. 

But publication pressures are not the only factor tying 
business schools to the status quo. As Colin-Jones 
demonstrated on the ecosystem map, the wider 
business school ecosystem includes accreditation 
and testing bodies; if a school were to change its 
curriculum it may affect membership of these bodies, 
and therefore its reputation, student recruitment, and, 
of course, position in course rankings. 

The course rankings themselves ‘illustrate perfectly 
how just how pervasive and influential profit 
maximisation has been, overly weighting post-MBA 
salary increases as the key metric,’ said Colin Jones. 

‘As a graduating MBA student you’re fighting a pretty 
strong current not to feel trapped by the narrow 
definition of career success.’ And on the business side 
this leads to the same sort of people being employed 
and reaching the top again and again. 

‘So from when we’re born to the point where we 
retire, we’ve gone through a system that’s trained us 
in specific skills and a narrow mindset to maximise 
profit for the corporation,’ he said. ‘And our own value 
is found in the extent to which we have maximised 
income for ourselves. Is it any wonder we have the 
system that we have when every part of it enslaves us 
to Friedman’s idea?’

While he sympathised with the urge to ‘instantly rush 
out there and find a job that enables you to have more 
of an influence’ he pointed out that ‘you can’t change 
the system if you’re bound by it’. Changing models of 
leadership and education is important, but only a part 
of changing the system. ‘You can only truly do that 
through practice,’ he said, ‘and it won’t be for the faint-
hearted.’

Mapping the System #3:  
Can business education break free?
Alastair Colin-Jones

WWW.SBS.OXFORD.EDU
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Ann Florini, Clinical Professor, Thunderbird School of 
Global Management 

Tim Littlehales, Global Client Director, BRIDGE 

Daryl Brewster, CEO, CECP — Chief Executives for 
Corporate Purpose 

Charles Wookey, CEO, A Blueprint for Better Business 

Chaired by Sonja Patscheke, Senior Director, Strategy 
& Operations, EoM Solutions

Recognise that we are dealing with entrenched 
positions, in academia as much as in business

System change is ultimately driven by people; and 
creating the necessary wholesale shift in mindset and 
behaviour requires leadership. That is why education 
and leadership development are essential parts of 
the solution. However, as Ann Florini pointed out, 
‘the ideas that we are fighting against are powerfully 
entrenched’; there is ‘hostility to even having the 
discussion’. People have been socialised to believe 
that they have a fiduciary responsibility to maximise 
shareholder returns, and that has become ‘the basis of 
their moral compass’. And that, she said, ‘is the norm 
that we in academia have institutionalised deeply’.

Academia itself has increasingly been run as a 
business. ‘[It] seems to me that the Economics of 
Mutuality thinking about purpose-driven business is 
something that academia needs to take on for itself,’ 
said Florini.

Understand the human dimension of leadership

Paul Polman said in his Fireside Chat with Colin 
Mayer that human willpower would be the key 
ingredient in effecting change; and all the panellists 
stressed the importance of the human dimension in 
leadership. 

Charles Wookey explained: ‘Our belief is that purpose-
led businesses have two dimensions to them. One 
is a very clear reason for being in terms of benefiting 
society; and the second is that the business sees 
itself as a social organisation and a series of human 
relationships, where the good of people and the impact 
on people an intrinsic part of what the business thinks 
about.’

Tim Littlehales also talked about two key dimensions 
when it came to leadership, stressing the need for 
‘your conscious awareness of what it is that you 
believe needs to change … [and] the courage to act. So 
if you’re consciously aware and you’ve got no courage 
to act you’re spectating; if you’re not that aware 
and you just have a go at things, you’ve got a risk of 
harming; and if you’re neither of those then you’re 
just maintaining the status quo.’ He advised leaders 
or aspiring leaders to spend time with people in the 
field or on the front line to understand ‘the reality of 
what it is that you are playing some part in leading and 
creating.’

Without being able to make this human connection 
with people, Wookey warned, ‘you can have a great 
purpose and you can have a strategy that follows from 
it and still be a terrible place to work’.

What do leaders, and leadership development organisations,  
need to do differently?
Themes from a panel discussion
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Target the ‘permafrost’ middle management layer

Panellists also talked about the problem of the 
‘permafrost’ layer of managers just below the senior 
levels. Darryl Brewster observed: ‘The CEOs often 
“get” corporate purpose today … a lot of the people 
who are coming into the organisation really understand 
the need … middle management can be a real 
challenge.’

Florini suggested that part of the solution could be 
executive education. ‘We can’t just train the next 
generation. We can’t wait 20 years – we need people 
to change now.’ Executive education is an increasingly 
important part of business schools’ activities (and 
revenue), and should be refocused in the same way 
that the MBA curriculum needs to change.

Brewster agreed but suggested also that leaders 
needed to engage more purposefully with this 
layer of management. ‘Most experience and most 
development really happen on the job. The questions 
that senior management ask I think are really critical. 
… Middle managers are the ones who are supposed to 
deliver every quarter, hit the sales number and forget 
about everything else.’ He recommended that senior 
managers instead asked about a balanced scorecard, 
whether middle managers are developing their people 
for the future, whether they are planning a pipeline of 
new initiatives.  

Help leaders have conversations across the 
ecosystem

In addition to asking different sorts of questions 
internally, panellists said that leaders needed to be 
better at having conversations across the ecosystem. 
‘Many of the things that are needed to solve the 
problems that we face are a combination of things 
that business can do on its own and things that 
require a government role and/or broad civil society 
engagement,’ said Florini. The collaboration and 
systems thinking called for throughout the Forum need 
particular skills that leaders may not have naturally – 
but that can be taught.   

Brewster explained: ‘You bring in people from all the 
different sectors. You put them in the same classroom 
together. You teach the business people what you 
mean by theory of change; you teach the civil society 
and government people what you mean by a value 
proposition or a customer funnel.’ Not only are they 
currently not speaking the same language, he said, 
but they do not understand the type of metrics each 
type of organisation uses or what individuals are 
held accountable for. ‘If you have businesses that are 
affecting the public health space but they’re not talking 
to people who do public health, and they’re not talking 
to the people affected by their practices, you are not 
going to get an effective purpose-driven business.’

Florini concluded: ‘Purpose isn’t a “let’s have a nice 
vision at the top”: it is a wholesale reconsideration of 
the fundamental functions of your company. … It can 
also often be very financially rewarding, but it really 
requires this deep dive through all the levels of your 
company.’
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‘I do believe that business schools can be a force for 
positive change – through our knowledge production, 
our teaching, and our engagement,’ said Ansgar 
Richter, Dean, Rotterdam School of Management, 
Erasmus University, in his keynote address. But for 
too long, he said, they had had ‘too much focus on 
questions of value appropriation: in other words, on the 
question of how specific individual stakeholder groups 
– in particular, shareholders – manage to get their 
hands on value created by other stakeholder groups’.

How can business schools shift this focus? First, said 
Richter, they need to remember that Management is 
not a unique, standalone discipline. ‘It draws principally 
on three foundational disciplines – economics, 
sociology, and psychology; but then also on a whole 
range of other subject areas: history, law, philosophy, 
right through to technical areas of study and, very 
importantly today, information systems.’ Indeed, he 
urged MBA students themselves to ‘take advantage 
not only of what your business school has to offer but 
what the whole of the university can give you. Get 
outside of your own circle and interact with students 
and faculty from other disciplines and allow yourself 
to address fundamental questions about economic 
design.’

In addition to being part of an interdisciplinary 
endeavour, he continued, ‘I see us at business schools 
as being part of the design school of thinking. We 
need to be the space where people debate and learn 
about how to design, redesign and then lead social 
and economic systems that we call companies and 
other value-creating organisations; where we study 
not only how to play by the “rules of the game” – or, 
much worse, how to use these rules to our own private 
advantage – but where we actually ask, are these the 
right rules? Whose interests do they serve? And can 
we achieve better outcomes for all with new, different 
sets of rules?’

Second, the primary focus of business schools must 
be on the purpose of business – as Colin Mayer 
described it, ‘to provide profitable solutions for real 
problems that people and society face.’ This calls for 
the application of design thinking, and, said Richter, 
‘We need to … allow our students to innovate – in 
other words, to find better ways to identify and then to 
address and solve those real underlying human social 
problems. This is what I call value creation rather than 
value appropriation.’

Finally, he warned that many academic institutions 
are in danger of focusing only on the intellectual 
development of their students. ‘We also need to 
educate our students in terms of their being, their 
identity as humans, their values, and the objectives 
that they pursue,’ he said. Bringing together diverse 
groups of students to learn from each other is an 
important part of that, as is personal leadership 
development and coaching – not just career coaching, 
but self-reflection on their interactions with others. ‘We 
want our students to leave our school different from 
how they were when they came to us,’ he concluded.

‘We need to be the space where 
people debate and learn about how to 
design, redesign and then lead social 
and economic systems that we call 
companies’ 

Can business schools really be forces for positive change?
Ansgar Richter, Dean, Rotterdam School of Management, Erasmus University
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Early in my career I focused my research on women’s 
health and conflict in crisis settings. I was conducting 
field work with Burmese refugees on the Timor 
border when I realised how many of them relied on a 
non-profit call the Mae Tao clinic, which provides an 
extensive menu of health services, all free for refugees. 
When I asked the founder, Dr Cynthia Maung, about 
the women’s services, she told me that they had 
recently introduced the IUD form of contraception. 
My response was, ‘fantastic: they have an option to 
prevent unwanted pregnancies.’ But she replied, ‘We’re 
happy with this but we don’t know how much longer 
we can offer it, as it depends on our getting another 
donation’.

This was when I fully understood the reality of non-
profits. Traditional non-profit organisation structures 
are built so that their operations and services are 
high-impact and life-saving, but mostly dependent 
on donors. A donor can wake up on day and decide 
that they no longer want to put money into the 
organisations – and, just like that, the income stream 
is gone. The survival, growth, and scale of a non-profit 
relies on something that is not always in their control. 

Six years ago I co-founded an international non-profit 
with a clear and high-impact mission to provide access 
to sexual information and health services to all young 
people. With just three paid staff we managed to scale 
our education programming curriculum to 80 countries, 
and educated thousands of young people about their 
bodies. We engaged with governments to amend laws 
and provide services. And yet the struggle to survive as 
an entity was our daily reality. How can we uplift and 
empower the social sector?

1. Leverage growing numbers of sustainability- and 
social-focused students in business schools to 
shape curricula, host conversations, and boost 
cross-sector learning. We learn about finance; 
we learn about impact; but a bridging of the two 
is what is needed to solve the issues of donor-
dependency among non-profits. 

2. Stop reinventing the wheel. Instead of thinking that 
you have to come up with your own solution to a 
problem, find an existing organisation that is already 
working in that field. Find ways to help them.  

3. Act on improving diversity and inclusivity of 
genders, ethnicities, and backgrounds. Every 
company and team should have an array of 
backgrounds, expertise, and realities. We 
need leaders to be exposed to new ideas and 
arguments. Tri-sector leadership is the key to a new 
business world, fostering public, private, and social 
sector relationships. 

Ideas for empowering the social sector
Jillian Gedeon, MBA student, Saïd Business School
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Appendix: Case studies

Welsh Water can be described as the ‘quintessential 
public service’ as it provides clean water and sanitation 
services to most of Wales and adjoining parts of 
England. Its activities are essential for public health and 
the environmental quality of the area it serves. 

Following the privatisation of UK water companies 
under the Thatcher government, the Welsh Water 
Authority had become a diffuse portfolio company, 
named Hyder, until it ran into financial difficulties. 
Chris Jones and his business partner Nigel Annett 
reimagined it in 2001 as Glas Cymru – a ‘single 
purpose’ private company without shareholders, 
financed by bonds, and designed to provide better 
value services to Welsh Water’s customers. 

Initial scepticism about the idea meant that Glas Cymru 
had to adopt a corporate model that demonstrated 
commercialism and efficiency. It became a company 
limited by guarantee, appointed a majority of 
independent directors to hold the executive to 
account, and created an ‘alignment of interests’ 
between business, customers, and bond-holders. ‘The 
fundamental business model we think has worked 
pretty well, in that we’re striving to provide a good 
service more affordably to our customers,’ said Chris 
Jones. ‘That enhances our reputation with regulators 
and rating agencies … so we can actually improve our 
service, keep bills down, and improve the reputation of 
the company in a sort of a virtuous circle.’

The Motley Fool is an independent financial company 
that prides itself on having both a caring and high-trust 
culture and financial success. ‘We believe in hiring 
great people and letting them do great things,’ said Lee 
Burbage, explaining also that the People team at the 
Motley Fool measures two things: engagement and 
revenue per employee. 

Instead of traditional performance reviews, they 
have adopted a system of ‘curating signals’, many of 
which come from their regular employee surveys. 
For example, their regular employee surveys always 
ask the question, ‘do you feel as if someone cares 
about you at work?’ The consistently high score 
(95% positive) ‘really is just a signal that our culture is 
extremely resilient,’ said Burbage. Their management 
tool, Foolworks, supports volunteer coaches and 
managers in having conversations with employees and 
giving and receiving accessible feedback that helps 
employees feel valued.

Welsh Water
Chris Jones

The Motley Fool
Kara Chambers and Lee Burbage
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ENEL is a global electric utility and power generator 
that operates in more than 30 countries. It is the 
largest player in renewables by install-capacity and 
has the largest retail customer base worldwide. 
The company is committed to creating shared value 
and has created the concept of open ‘Innovability’, 
which combines innovation and sustainability. ENEL’s 
purpose, ‘the reason for which we work every day’, 
is to create a brighter future for the communities and 
the societies where they operate by empowering 
sustainable progress. 

Ernesto Ciorra, Chief Innovability Officer, illustrated 
ENEL’s approach with a range of cases, including the 
story of Andrea di Paolo, who had written to ENEL 
suggesting that they should find a way for electric 
wheelchair users to use the charging stations for 
electric cars. The idea ‘came from a problem that he 
had every day’ and resulted in a new product – a device 
that will recharge wheelchairs in any car-charging point. 

In 2014 ENEL cancelled all investments in new fossil 
fuels and focused on renewables. Market capitalisation 
has doubled over the past five years: evidence, as 
Ciorra said, that, ‘if you take a look at non-financial 
indicators – respecting the environment, respecting 
communities, respecting and valorising society – you 
will get the financial indicators too.’

ENEL
Ernesto Ciorra

Royal Canin is a multinational company with the 
purpose of improving the health of every dog and 
cat; it is also a $multi-billion brand that has enjoyed 
double-digit growth for more than a decade. CEO Löic 
Moutault explained how Royal Canin put purpose into 
practice by: 

1. Choosing a meaningful challenge as a purpose – 
improving the health of every cat and dog  

2. Mapping the ecosystem around the meaningful 
challenge – looking at the interactions between pet 
owners, breeders, retailers, vets, etc  

3. Selecting strategic pain points – for example, the 
high death rate (20%) among newborn puppies 
because they are not strong enough to reach their 
mothers’ milk  

4. Designing the right interventions to address them 
– for Royal Canin these ranged from developing a 
formula milk for puppies to launching a system to 
help and encourage owners to take their cats to 
the vet 

5. Using the right metrics to track performance

EoM’s Yassine El Ouarzazi explained that in designing 
their performance metrics, Royal Canin took inspiration 
from impact measurement, and particularly the focus 
on outcomes rather than outputs. He demonstrated 
‘a direct link between those elements of human, 
social and shared financial capital, and the economic 
performance of the firm. So essentially what we’re 
describing here is what might well be a superior 
economic model, just through better taking into 
account the whole ecosystem.’

Royal Canin
Löic Moutault, Yassine El Ouarzazi
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