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Q&A

ROundtable on Shared Value Executives from 10 major

corporations gathered in New York City to discuss the innovative ways that they are
putting societal issues at the core of their companies’ strategy and operations.

A GROWING NUMBER of multinational cor-
porations—including Unilever, Intel, and
Wal-Mart Stores—are embracing a new way
of doing business, one that puts societal is-
sues at the core of the company’s strategy
and operations. This approach differs from
traditional “corporate social responsibility,”

which is often built around com-
pliance with environmental and
social regulations, improving the
corporation’s reputation, and un-
focused charitable giving to a vari-
ety of causes frequently unrelated
to the business.

The new approach to doing
business, dubbed “creating shared
value” by FSG co-founders Mark
Kramer and Michael Porter, ex-
tends well beyond those practices.
(See their cover story, “Creating
Shared Value,” in the January-
February 2011 issue of the Harvard
Business Review.) Shared value is
created when companies generate
economic value for themselves in a
way that simultaneously produces
value for society by addressing so-
cial and environmental challenges.
Companies can create shared value
in three distinct ways: by reconceiv-
ing products and markets, redefin-
ing productivity in the value chain,
and building supportive industry
clusters at the company’s locations.

Shared value taps the capacity
of global businesses to solve so-
cial problems, just as social entre-
preneurs do through smaller-scale
enterprises. Porter and Kramer
believe that widespread adoption
of a shared value approach could
reshape capitalism and its relation-
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ROUNDTABLE PARTICIPANTS:

TALYA BoscH, director of
corporate social responsibility,
Western Union

RoOsSLYN DICKERSON, seniorvice
president of corporate responsibil-
ity and public affairs, Inter Conti-
nental Hotels Group (IHG)

PAuL ELLINGSTAD, director of
the office of global social innova-
tion, Hewlett-Packard

DAVID ETZWILER, executive
director of Medtronic Foundation,
and vice president of community
affairs, Medtronic (has since left
Medtronic)

REGINALD FOSTER, regional
manager of corporate citizenship
and corporate affairs, IBM

EzRA GARRETT, executive direc-
tor of PG&E Corporation Founda-
tion, and divector of community
relations, PG&E

ship to society. They also predict that it will
drive the next wave of innovation and pro-
ductivity growth in the global economy as
it opens managers’ eyes to immense human
needs that must be met, large new markets
to be served, and the internal costs of social
deficits—as well as the competitive advan-

JOHN KANIA FSG, MARK KRAMER FSG

JoHN KANIA, managing
director, FSG

ToNY KINGSBURY, seniorleader,
Dow Chemical, and Dow Executive
in Residence, Sustainable Products
and Solutions Program at the
Haas School of Business, Univer-
sity of California, Berkeley

MARK KRAMER, co-founder and
managing director, FSG

NoA MEYER, vicepresident,
Goldman Sachs

KATHY MULVANY, senior
director of corporate affairs,
Cisco Systems

DINA HABIB POWELL,
president of Goldman Sachs
Foundation, and global head of
the office of corporate engagement,
Goldman Sachs

BETH SCHMITT, director of re-
cycling for Alcoa North American
Rolled Products, Alcoa

tages available from addressing them.

The idea that companies should cre-
ate shared value carries many implications
that corporate leaders are only beginning
to understand, which is why we brought
together corporate practitioners to share
their experiences and discuss evolving

practices. On Dec. 8, 2010, execu-
tives from 10 major corporations
gathered at Goldman Sachs’s New
York City headquarters to dis-
cuss how their companies were
implementing shared value. They
were brought together by FSG, the
Stanford Social Innovation Review,
and the Committee Encouraging
Corporate Philanthropy (CECP).
Some of the companies—such as
Cisco Systems, Hewlett-Packard,
and IBM—have been taking a
shared value approach for some
time. Other companies—such as
Western Union, Alcoa, and Inter-
Continental Hotels Group—are
new to the approach. But all of the
participants—which also included
Goldman Sachs, Dow Chemical,
Medtronic, and PG&E—are enthu-
siastic about the results and pros-
pects for the future.

The candid discussion, led by
Kramer and FSG managing direc-
tor John Kania, was wide ranging
and posited a number of interest-
ing shifts in the way companies
address social problems when
they pursue shared value. It pro-
foundly changes the relationship
between companies and nonprofit
organizations, creating a mutual
interdependence and heightened
accountability for delivering re-
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sults. Shared value engages companies
more deeply in social issues, holding the
promise of far greater resources and a mul-
titude of innovations to address today’s
most urgent needs. Above all, it acceler-
ates and expands the potential for social
impact as major corporations launch initia-
tives that reach millions of people at a pace
and scale that have rarely been achieved by
the nonprofit sector. At the same time, as
the participating executives acknowledge,
shared value demands a delicate balance
between social needs and corporate profit-
ability that is not easily achieved.

Mark Kramer: Let’s start with the question
of motivation. When did your company be-
gin to adopt the perspective of shared val-
ue, and what prompted that change?

Ezra Garrett: At PG&E, a paradigm shift
occurred in the aftermath of the mid-2000s
energy crisis. Our CEO, Peter Darbee, made
a bold public statement: that we believe cli-
mate change is real, and that as a member
of the utility industry we have to take the
leadership role in finding solutions to that

problem. So we articulated a vision of being
the leading utility company in the United
States, and to support that we outlined four
simple goals, to be a leader in engaged em-
ployees, delighted customers, environmen-
tal leadership, and total shareholder return.
That reflects the triple bottom line concept
of shared value.

We then said, “Why don’t we propose
areally aggressive program to help incen-
tivize our customers to use less energy?”
Colleagues in the industry—and I don’t
mean just the utility industry, but big busi-
nesses—asked us: “What in the heck are
you thinking? How can you encourage your
customers to use less of your product?” But
we knew it was the right thing to do and we
knew that we could work within that frame-
work to provide offsets to the customers to
take those steps.

Where the value creation really hap-
pened was when we were able to bake these
incentive programs into our corporate strat-
egy. Instead of it being just a PR thing, we
really put skin in the game, to make sure
that customers actually did reduce their us-
age. We’re committed to paying a pretty

hefty fine if customers don’t meet those
goals. And it has worked. Over the past 30
years energy usage in the United States has
gone up 50 percent per capita, whereas in
our service area it’s remained steady.

The challenge on the philanthropy side
of the company was, how do we create a
new charitable program that is reflective of
our environmental leadership goal? So, for
example, we created a program with Habi-
tat for Humanity where we fund the instal-
lation of solar on every Habitat home built
within our footprint in Northern and Cen-
tral California. Major change is a challenge
for any organization, and for a 100-year-old
utility company like us, it really took some-
thing as drastic as the energy crisis to get us
to initiate that change and see it through.

David Etzwiler: For Medtronic, the shift be-
gan when we moved into emerging markets.
It became clear to us that the old innova-
tion model that we had used in the United
States and other developed countries is not
effective when you try to develop and sell
products for the middle and the bottom of
the economic pyramid. Instead, we had to
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go into a community and start from scratch
by asking the question, “What’s not happen-
ing here that could happen, and how do we
address it?”

Sometimes the answers to that ques-
tion are coming from those of us who spend
time with NGOs. Other times it’s coming
from our government affairs folks. And oth-
er times it’s coming from our business mod-

liked the idea, and it led to the creation of
the Cisco Networking Academy. It was
driven both bottom-up and top-down. You
have to have executive leadership that abso-
lutely believes in it and is passionate about
it, as John was then, and John Chambers,
our current CEO and chairman, is today. He
absolutely believes it is relevant to the busi-
ness. He continually says that social invest-

KATHY MuLvANY Cisco, DAVID ETzwILER Medtronic, PAUL ELLINGSTAD Hewlett-Packard

el innovation folks. As a result, there was

a slowly developing Aha! moment—that
we’re really learning innovation through
shared value. Our CEO absolutely drank the
Kool-Aid with us. He assigned a top-level
executive committee to oversee this work.
And we engaged in a process that led us to
underscore the vision of working to serve
folks in the middle and bottom of the eco-
nomic pyramid.

Kathy Mulvany: At Cisco it really began
with our employees. In the early days of Cis-
co we were based in East Palo Alto [Califor-
nia], which is not the safest neighborhood in
the world. Some of our employees wanted
to get engaged in the community. We hap-
pened to be next to a school, and we thought,
“We’re a technology company, let’s go in and
wire the school for Internet access.” But as
often happens, we realized that it’s one thing
to give technology. It’s another thing for that
technology to actually have some benefit if
nobody knows how to use or maintain it.
Out of that realization, an employee said,
“Why don’t we teach the students how to
use the technology?” John Morgridge, who
was our CEO and chairman at the time,
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ment and giving back to communities is the
right thing to do, and it’s also very good for
business.

Roslyn Dickerson: The beginning for IHG
was new leadership at the company and

a shift in our strategy. Heretofore, we ap-
proached the business as an operating com-
pany. Heads in beds. We didn’t much care
about their experience. We just wanted
them in our hotel.

Our new CEO came from Cadbury
Schweppes, a consumer brand company,
and he began our transition to a brand-led
company. Now it isn’t just about the head
in the bed. It is the guest’s experience that
matters. Our mission as a company today is
to create great hotels guests love.

In our research we found that there are
a few things that factor into the customer’s
experience. First, we discovered that the cus-
tomers’ love of the experience is directly cor-
related with the service they receive. If the
person working at the hotel is happy, I [the
customer] know I'm going to get better ser-
vice. If they’re better trained, I'm going to get
better service. If they're using healthier prod-
ucts, I know I'm going to get better service.

Another factor that arose in our research
about the customer’s experience was the no-
tion of safe hotels. We expected customers to
bring up the importance of having a safe ho-
tel. What we didn’t expect was that a safe ho-
tel was associated with having a safe environ-
ment and a safe planet. And last, we began
to consider a very interesting philosophical
question that our board of directors raised
after looking at all of the data. And that ques-
tion was, what’s the role of a hotel in society
today? That took us down a path of under-
standing what the hotel represents to a com-
munity. Hotels are a very intimate thing, If
you live in a small town, you know. They are
the place where you have bar mitzvahs and
weddings and some of the best experiences
in your life. And it’s also where you go for
shelter in times of need. We learned that we
already had a connection to the community
that we just weren’t leveraging.

Those were the catalysts for us. We've
got alot of data and good anecdotal infor-
mation. Now we’re pulling it together to
represent both the environmental sustain-
ability component of this work and the
community component of this work.

Reginald Foster: IBM has a long commit-
ment to contributing to society, but recently
we found that more and more of our cus-
tomers were talking and thinking about
these things. We did global CEO studies,
which found that CEOs as a group were
ahead of the public in being concerned
about sustainability, climate change, and
these kinds of issues. They were worried
about the impact on them, on their kids, and
so on. So one of our new programs is some-
thing called the Smarter Cities Challenge,
which will award $50 million in grants over
three years to 100 cities around the world to
help them solve health, traffic, safety, grid,
water, these kinds of problems that are all
related to growth and sustainability.

Paul Ellingstad: In the last 10 years
Hewlett-Packard has gone though an inter-
esting time. Under our former CEO, Carly
Fiorina, we were really engaged in social in-
novation. It was like clockwork. She would
be in Davos one week and in South Africa
the next week. We did some fascinating
things around digital inclusion in South
Africa in particular. Unfortunately, at that
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time the company’s financial and operation-
al performance did not consistently match
the amazing things that were being done in
terms of social impact.

The pendulum then swung under CEO
Mark Hurd; the next five years were very
focused on financial and operational perfor-
mance and social impact reverted to a more
traditional corporate philanthropy model.
Since late 2009 we’ve undergone a transfor-
mation, moving from the philanthropy mod-
el to begin really looking at how we leverage
the 300,000 employees and all the expertise
we have in solving social problems.

Kramer: It’s clear that the reason a compa-
ny embarks on a shared value strategy can
vary widely. The shift can be driven by cus-
tomers, employees, CEOs, markets, and
external events. Before we dive into some
other questions, I’d like to hear from the
rest of you about your shared value pro-
grams. Noa, what is Goldman Sachs doing?

Noa Meyer: The Goldman Sachs Founda-
tion is focused on economic growth and op-
portunity, which is aligned closely with the

Goldman Sachs employees are clamor-
ing to assist those two programs by serv-
ing as mentors and providing feedback on
business plans. There’s just an enormous
amount of interest and desire by our em-
ployees to be involved. Our work is obvi-
ously serving the communities in which we
live and work, but it is also providing the
roughly 30,000 people who work for Gold-
man Sachs opportunities to use their skills
in ways that are meaningful for them.

Talya Bosch: Like many other companies
here, Western Union is an old one—about
160 years old. We probably started with the
idea of shared value as soon as we start-
ed moving money, although we certainly
wouldn’t have known to call it that at the
time. We obviously are proud of our phi-
lanthropy and the Our World, Our Family
program. We also consider corporate citi-
zenship as giving back to create economic
opportunity.

What’s emerging for us is a much more
intensive and purposeful focus on the shared
value piece. A lot of the money that moves
through Western Union is repatriations—

Tony KiNGgsBURY Dow Chemical, BETH SCHMITT Alcoa, TALYA BoscH Western Union

work of Goldman Sachs the company. We
launched 10,000 Women about three years
ago, based on research that looked at how
increasing the participation of women in the
labor force increases GDP. Today, more than
3,000 women in 22 countries have graduat-
ed from the program. A little over a year ago
we launched 10,000 Small Businesses in the
United States. We started in New York and
are also in Los Angeles and New Orleans.

sending money home. It’s up to half the GDP
in some developing nations. It is double all
sources of international aid combined.

What I get to wrestle with every day is
how you translate Western Union’s scale
into shared value. We care a lot about the
underserved, traditionally migrants and the
bottom of the pyramid. We also find that
small businesses are not necessarily well
served. But it actually isn’t as easy as you

would think to come up with a practical
answer to the question “What do we do
to serve the world profitably?”

Beth Schmitt: 'm probably the only per-
son at the table who’s not part of a corpo-
rate affairs organization or a foundation.
I'm embedded within Alcoa’s North Ameri-
can world products business. That says
something about how Alcoa has integrated
sustainability as a core business strategy
throughout the organization.

Alcoa is an integrated aluminum com-
pany, from mining to recycling. I'm respon-
sible for delivering shared value by helping
to drive the recycling rate up for all of the
rolled products that we sell. Energy savings,
greenhouse gas emission savings, all ben-
efit the communities in which we operate.

I work with NGOs, government organiza-
tions, and other interested parties to in-
crease diversion rates and bring those natu-
ral resources back into our operations. It’s a
three-pronged approach, developing prod-
ucts that serve customers, serve markets,
and serve communities.

Tony Kingsbury: I pulled together a list of
36 new products, which are what I call can-
didates for breakthroughs to world chal-
lenges. Here’s one example. We all hear
about the bad oils that are clogging up our
arteries and leading to heart disease or
diabetes. Dow has innovated healthy high
Omega-9 and soon Omega-3 oils. These
are canola-based oils, so there’s virtually
no difference in how they are grown, and
there’s no difference in how they taste. The
neat thing about this innovation is that it’s
a win, win, win. These healthy oil products
are becoming popular in the United States,
Canada, Japan, and Europe. We hope soon,
throughout the world.

Another example is solar shingles. This
is an asphalt shingle but with photovoltaics
built into it. We came up with the idea after
going out to our customers in the building
and construction industry, who told us that
the installation cost for photovoltaics can
be as much as or more than the actual prod-
uct. With solar shingles, you can provide
photovoltaics much more cost-effectively by
dropping installation costs and integrating
it into the roof without the need for special
construction techniques. We’re just coming
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out with those, and there’s far more demand
for them than we can supply. Now we just
have to figure out how to ramp up quickly.

Kramer: Ideally, companies create solu-
tions like those that Dow has, ones that
benefit the company, society, and the en-
vironment. But that isn’t always the case.
As philanthropic programs get integrated
more tightly into a firm’s core business it
can create problems. Reg, is Smarter Cit-
ies purely a philanthropic program? And
how do you avoid the appearance or reality
of self-dealing, in which your grants might
seem to benefit IBM’s consulting business?

Foster: To clarify the terminology, IBM has
talked about smarter planet and smarter cit-
ies in our business approach and the need to
find new solutions to public safety, health,
education, electric grid, and other system
issues confronting us, especially in cities—
where more than half of humanity now live.
Smarter Cities Challenge is our competi-
tive philanthropic grant program that allows
cities to apply for grants of IBM consulting
help to tackle these critical problems. We are
bringing the best of our expertise and talent
to our philanthropy to help solve problems,
which we think is critical to being effective.
Similarities will always exist between grants
and business when companies give of their
expertise, but we will administer the grants
with transparency and integrity, and that is
what is required to achieve real change.

Bosch: The separation of church and state
raises some interesting challenges for us
at Western Union. We have given grants to
organizations in Uganda to work on how
financial literacy information can be dis-
tributed via mobile phone. Now, very rap-
idly, Uganda could become a business op-
portunity for us. How do we work with our
marketing teams, how do we work with
our business team, and how do we develop
new products for that market while making
sure that our philanthropy is effective? We
had a great opportunity to work with Mercy
Corps, our close partner in Haiti, to fund
some of their mobile phone work. We de-
cided not to, because we knew that mobile
money would soon be a business play for us.
To give you yet another example, we re-
cently bought a company called Custom
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House Solutions, which is now Western
Union Business Solutions. In the United
Kingdom, one of their largest markets is the
nonprofit sector. That presents a shared val-
ue opportunity as well as a number of chal-
lenges. How do we work with nonprofits in
our grantmaking who could also become our
clients in another arm of the company? How
could we use Custom House Solutions to
generate shared value? These are tricky issues.

Mulvany: Cisco’s social investment goals
are aligned to our business, but when it
comes to the Cisco Foundation there can
be no direct business benefit to the corpo-
ration, so you have to be very aware of the

g

RosLYN DIcKERSON /HG, DINA PowELL Goldman Sachs, EzZRA GARRETT PG&E

rules of engagement. For example, as we
move into health care from a social benefit
perspective, we are not going to be funding
those engagements through the Cisco Foun-
dation but rather through the corporation.

Kramer: That raises an interesting point.
What impact has shared value had on your
company’s grantmaking and its decisions
about which NGOs to partner with?

Foster: First of all, it dramatically narrows
whom you might work with and what you
might decide to do with them. It’s nar-
rower but it’s deeper. I don’t want to go
quite this far, but we almost wouldn’t do a
grant now unless there is value and contri-
bution on both sides. Because not only do
we have something specific that we want
to accomplish, but we are engaged in a way
that we have a window on the results that

we would never have had if we had simply
written a check. So it’s a much different re-
lationship but a stronger one.

Dickerson: We were engaged with lots of
partners, many focused on education, which
is so broad I don’t know how you win in that
space. And as a hotel company we didn’t feel
it was relevant enough to our business—we
couldn’t win in that space. Today, we don’t
have education as a focus. We have hospital-
ity training as a focus, which is a very spe-
cific thing. I've been pleasantly surprised at
how well nonprofits understand the reasons
for the change. One of the things that I've
also found about having that kind of focus

is that it allows you to say “No” respectfully,
which is quite important to developing and
maintaining relationships.

Dina Powell: That’s true. And to Reg’s point,
yes, you are entering into deeper relation-
ships with NGOs. Our partnerships with
NGOs and academic institutions are an-
chored in our shared commitment to achiev-
ing measurable results. We work closely with
our implementing partners to clearly define
what success looks like and then tailor each
program and grant to maximize our partners’
ability to reach those goals.

Ellingstad: We’ve found some very good so-
cial entrepreneurs, such as Bright Simons,
from Ghana, who founded a company called
mPedigree that allows people to use their
mobile phone to verify whether a medication
they purchase is authentic or counterfeit. We



developed the technology solution and part-
nered with mPedigree to bring it to the mar-
ket. But one of the problems we’ve had is try-
ing to sort through the large number of social
entrepreneurs there are around the world
and identify the ones we want to work with.
One of the things we’ve done to help us filter
them and make the process more efficient

is to partner with the Schwab Foundation
for Social Entrepreneurship, which helps us
identify high-potential social entrepreneurs.

Kramer: One of the things that’s so excit-
ing about shared value is the scale on which
you all are talking about your projects. Cis-
co has nearly 4 million graduates of its Net-
working Academy, Goldman is empowering
10,000 Women, Dow’s solar shingles are fly-
ing off the shelves. These are large-scale im-
pacts that nonprofits don’t often reach.

Kingsbury: NGOs are a critical piece in
identifying the opportunities, but are not
usually able to scale to the appropriate size.
The corporate entities can come in and
take these things to scale. Most NGOs are
not set up to affect a million lives. If you
combine NGOs’ local knowledge with our
ability to scale up, you can really create val-
ue on both sides.

By the same token, we have to listen
to NGOs so that we don’t go to the wrong
place or do the wrong thing. Sometimes we
come with our preconceived notion of what
the solution should look like. Sometimes it’s
“Hi, ’'m from Midland [Mich., Dow head-
quarters) and I'm here to help.” Or “Here’s
the way we’re going to do it.” We need to
listen to them, but then we need to provide
the scaling opportunities.

Garrett: We are the second largest land-
owner in California, so our reach spans a
very diverse geography and set of demo-
graphics across the state. We are also the
sole gas and utility provider for most of the
15 million people living within this footprint,
so people have very high expectations of
us. If we’re not conducting our business in
a way that is responsible and that acknowl-
edges the impact of our business on their
neighborhoods and the environment, then
it’s big trouble. Big trouble for us, big trou-
ble for our shareholders, and big trouble for
our government regulators as well.

LAURA HERMAN FSG, NoA MEYER Goldman Sachs, REGINALD FOSTER /IBM, CHARLES MooRE CECP

Powell: In this increasingly globalized world
there are really three legs of the stool that
have to work together—government, pri-
vate sector, and nongovernmental organiza-
tions. For many years it was the government
that came up with ideas, and the private
sector was asked to fund and scale them.
Today, many organizations are showing the
government that innovative ideas to com-
bat the world’s most pressing problems can
come from a variety of places, and the pub-
lic and private sectors can work together to
bring innovative solutions to scale.

One example is the Overseas Private In-
vestment Corporation (OPIC), an indepen-
dent US agency, which launched a lending
facility for women in Monrovia, Liberia. They
announced this commitment at the Clinton
Global Initiative. They were so excited about
the program, which pledged to award $30
million in growth capital to SMEs [small and
medium enterprises] in Liberia. The chal-
lenge, however, was that Liberia’s tumultu-
ous history had left the economy fragile and
without a large supply of qualified loan recip-
ients. And this was especially true for women
who had been out of school for years.

We received a call from the chairman of
OPIC saying: “We are searching for loan re-
cipients, but it is clear that many entrepre-
neurs do not have the training to be success-
ful at growing their businesses. Is there any
way you would consider a 10,000 Women
program in Monrovia?” That was three years
ago. Today, 75 women have participated in
10,000 Women and many of them have ac-
cess to capital. This partnership is an impor-

tant example of how public-private models
are enabling us to join forces to reach broad-
er populations in larger numbers.

Mulvany: The challenge we’ve faced in scal-
ing the Cisco Networking Academy is how
you create a program that is globally consis-
tent yet locally relevant. The power of the
program is that every student around the
world goes through the same curriculum
and is eligible for the same certifications in
the end. A student getting a 93 in Kabul, Af-
ghanistan, is just as good as a student getting
a93in San Jose, Calif. That’s the power of
the network and why people are so eager. In
addition, we don’t push the academy on any-
one. What we have found is that success lies
in a pull. When communities and countries
see the value of information and communica-
tions technology skills education and what it
can do for capacity building in their country,
they want it and ask for it. The only way that
the Cisco Networking Academy has been
able to scale to 165 countries and a million
students a year is because it is a partnership.
The educational institutions we partner with
have to create the classroom, hire the teach-
er, promote the courses, and get the students
into the classrooms. We provide them with
the curriculum and the instructor training as
well as the network foundation for all of the
assessments and the learning management
system. But it absolutely works only because
local entities take ownership.

Bosch: We didn’t have a model where we
said, “Here, let’s offer this to the world.” We
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were co-creating what would work. But solu-
tions to some social problems are more eas-
ily scalable than others. The notion of work-
ing with government in some way might be

a scalable idea, but we’ve been struck by how
much some of the things we thought would
be scalable, programs that we could package,
actually need to be customized.

For example, we have had a program for
many years in which migrants in the United
States raised money for their local commu-
nities in Mexico, and it is matched by us and
by the governments of the Mexican states
where the communities are located. We
thought this was a great model that should
be scalable anywhere.

Well, not necessarily, even in Mexico.
Not all government entities at the federal,
state, and local level have money avail-
able at the same time. Even though that
program hasn’t worked as a global model,
it did help us create a new diaspora busi-
ness program for Africa and a new partner-
ship with the United Nations Development
Programme.

Kramer: Most successful organizations
have strong measurement systems. There
is also a move afoot to create shared mea-
surement systems across many different
nonprofits in the same field. How do you
measure success and how important is that
to sustaining support for shared value pro-
grams within your company?

Powell: We have learned through the last
few years at 10,000 Women that holding
yourself accountable is critical, but how you
actually conduct that measurement and as-
sessment is also important because it has
the potential to be something that you can
share. Our goal was to reach 10,000 Wom-
en. Today, the program operates in 22 coun-
tries and 3,500 women have been reached
with management education, access to capi-
tal, mentoring, and networking.

Goldman Sachs’s culture emphasiz-
es quantifiable results. Even before we
launched the program, senior leadership ex-
pected a system for measuring the numbers
of women reached and the impact of the
program. Today, we have a designated mea-
surement and evaluation person at each of
our programs. In Rwanda, India, China, and
Brazil, part of our grant pays for an M&E
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liaison who tracks the women from the
time they enter the program and at various
points after graduation to measure job cre-
ation and revenue growth.

Mulvany: If you move to the model of
shared value and you want business to be
more engaged, the business will absolutely
want to see measurement. “Show me that
there is real social impact. We are willing to
potentially invest more if you can show real
value.” But it is a challenge to get consistent
metrics. We try to encourage a common set
of metrics across our NGO partners and
our social programs. It would go a long way
if there were one set of standards around
what social impact is.

Ellingstad: We’re being very, very careful
that we don’t get into a marketing cam-
paign style of measurement and evaluation,
where we say, “Look how great we are.”
You also need to make sure you are mea-
suring the right things over the right time
frames. Some of the very first houses that
Habitat for Humanity built fell into disre-
pair because they hadn’t focused on creat-
ing a sustainable model. It’s not just build-
ing housing, it’s also how you empower the
community so that it takes ownership.

John Kania: We’ve been talking a lot about
the current state of shared value programs.
Looking forward, how do you think shared
value will play out in the future, and how
might it change at your company?

Etzwiler: In corporate America you will
know shared value has taken root when it’s
part of the strategic plan. That’s something
we are beginning to do at Medtronic. Mov-
ing into emerging markets has caused us
to look at health differently. It’s a whole
different market when you start looking at
models of care that exist and don’t exist,
and the expertise that doesn’t exist, and
how you can play a role in complementing
that with shared value.

Dickerson: As time goes on, eventually it’s
not shared value, it’s simply new business
development. And there are lots of places
inside the organization where new busi-
ness development occurs. It will allow us to
have an even broader scope that takes into

consideration what’s going on out there in

the community, what’s going on in govern-
ment, and what’s going on in our own busi-
ness organization.

By demonstrating the ROI of shared val-
ue thinking, we are going to have lots more
people inside the organization who want a
part of that. We haven’t done that yet. But
it’s part of what we want to do, to drive it
down to each and every brand. What shared
value means to an InterContinental Hotel is
going to be very different from what it may
mean to a Holiday Inn Express. It will be
tons of work, but I can see it being integrat-
ed into our company over time.

Kingsbury: Will people say, “Let’s give Tony
$100 million for Breakthroughs to World
Challenges to go work on something?” The
answer is no. Products will be developed only
if they make business sense. But if we can de-
velop ways to provide lower-cost clean water
so that we can enter new markets, then ab-
solutely money will be available. If we don’t,
somebody else is going to do it and capture
the value there, so why not us?

Schmitt: You have to be committed to
shared value for the long term. It can’t be
something that is this year’s campaign, and
next year you are on to something else. Alu-
minum is an energy-intensive industry, and
I don’t think the energy issue is going to go
away. Being efficient, smart, and innova-
tive in energy usage is not just a competitive
advantage, it’s a matter of survival. That’s
what makes sustainability a very long-term
strategy for us.

Ellingstad: We’re going back to where we
were when Bill [Hewlett] and Dave [Pack-
ard] founded the company—the ethos that
you’re not here just to make money for the
company and shareholders. It’s about the
organization as well as the employees ac-
tively contributing to the communities in
which they work and live.

If this is going to be sustainable 100
years from now, it’s got to be part of your
corporate values, the fact that your com-
pany is a part of a broader ecosystem that
contributes to creating societal value. Busi-
ness must work with governments and with
NGOs to build better societies and better
communities.
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