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Introduction 

In 2011, Michael Porter and Mark Kramer’s paper ‘Creating Shared Value: How to re-invent capitalism – and 

unleash a wave of innovation and growth’ presented a new framework to assist businesses globally to increase 

their competitive advantage and long-term viability by addressing social needs that would in turn create 

commercial and social value. Porter and Kramer’s paper encouraged businesses to create shared value by 

reconceiving products and markets, increasing productivity in the value chain, and enabling the development 

of clusters of stakeholders. 

Creating shared value constitutes a new strategy that complements existing strategies of corporate 

philanthropy, corporate social responsibility and sustainability. Indeed shared value propositions may emerge 

from existing activities currently categorised as philanthropic or community investment or from new business 

initiatives.  

Globally, business and philanthropic organisations such as Nestlé and the Rockefeller Foundation have 

embraced Creating Shared Value (CSV). Business literature and the Shared Value Initiative present numerous 

examples of shared value in practice, with momentum building to better understand how companies 

operationalise shared value across different industries, contexts and geographies into everyday business. The 

recent paper by Pfitzer et al (2013), Innovating for Shared Value, is adding to this knowledge base by providing 

valuable insights into how 30 leading global companies are creating shared value opportunities and 

implementing them in practice.  

Our research demonstrates that Australian companies are helping to lead the advancement of shared value in 

practice. In Australia, shared value has created much discussion and debate amongst sustainability and 

business practitioners and leaders from the non-for-profit sector. There have been four areas of discussion: 

1. Practical application 

The first area of discussion is the practical application of shared value in mature markets such as Australia, 

given many of the examples presented in the literature to date have focused on bottom-of-the-pyramid 

initiatives in developing countries. Questions have also been raised about how shared value can be applied 

beyond developing new products to how it can inform creating new services. This is particularly important 

given 66% of the Australian economy by GDP is services based (ABS, 2013).  

  

http://sharedvalue.org/
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2. The definition of CSV 

The second area of discussion has been definitional, recognising that CSV complements corporate 

philanthropy, social responsibility and sustainability. The criteria for defining CSV to date has centred on four 

key questions: 1. Does the initiative create commercial value? 2. Does the initiative create social value? 3. Is 

the initiative scalable? 4. Was there strategic intent to co-create commercial and social value? 

3. Measuring social value 

The third area of discussion is the practicality of measuring the social and commercial value created from 

shared value initiatives, and hence the ability to convince the C-suite of the benefits of shared value. Tied to 

this has been some reluctance to disclose the commercial value generated from shared value initiatives, and 

the potential reputational repercussions of making money from social problems.   

4. Role of government and not-for-profits 

The fourth area of discussion has focused on the role of governments and the not-for-profit sector in helping 

to stimulate and facilitate shared value initiatives and the delivery of social outcomes.   

 

To contribute to the literature on creating shared value, Net Balance is studying eight Australian companies to 

identify common elements and insights into how companies are creating commercial and social value in 

practice in a mature market. The research will also consider some of the points of discussion raised above by 

sustainability and business practitioners and not-for-profit sector leaders, with the aim of inspiring 

organisations to initiate shared value thinking and pilot shared value initiatives. 

This paper presents the initial insights from our research. We propose that at the core of a company’s ability to 

create shared value are its people; their sense of purpose, learning and creativity are the foundations for a 

culture of innovation. The pace at which a company can identify social issues and produce innovative solutions 

will provide true  competitive advantage.  

We are seeking feedback on our research and these initial insights. This feedback will help us finalise a Green 

Paper – The potential for Creating Shared Value in Australia: How Australian companies co-create long-term 

commercial and social value – which will be released in early 2014.     

Companies creating shared value in Australia  

Net Balance has conducted collaborative research with eight leading companies operating in Australia. The 

companies represent different types of shared value and industries, including financial services, food and 

beverages, property development, professional services and manufacturing.   

Some of the initiatives were developed prior to the concept of shared value being published, whilst others 

have been inspired by shared value and have used the framework to inform the development of new business 

initiatives. In all instances, we believe these case studies represent innovative thinking in creating commercial 

and social value, and demonstrate the potential for shared value in practice in mature markets such as 

Australia. Our collaborating companies and their shared value initiatives include: 
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Reconceiving Products and Markets 

Company & 
Sector  

CSV Initiative  Social or Business Issue   Benefits    

BT Financial  
Financial 
Services  
 
 

Super for Life  
A personal super fund which 
can be conveniently 
managed online with 
everyday banking accounts. 

 BT identified that many Australians were 
disengaged with their superannuation. 

 Customers had multiple accounts, they 
didn’t understand the level of coverage or 
how their money was being invested. This 
meant many customers would not have 
enough money to live as accustomed 
during their retirement.  

 BT Financial developed an easy-to-use, 
online superannuation product that 
includes ethical investments and age risk 
profiles as default settings.  

 Customers are more 
connected to their 
superannuation and better 
prepared for retirement.  

 Super for Life is now one of 
the leading superannuation 
products in Australia.  

Lion 
Food and 
Beverages  
 
 

XXXX Gold 
A mid-strength beer which 
has become the leading beer 
brand in Australia, 
outperforming full-strength 
beer. 

 In the early 1980s, Lion identified a change 
in drinking behaviour. Workers wanted a 
lower alcohol beer, with a full taste flavour 
which enabled them to work the next day. 
This trend continues today. 

 Over the last 12 months, 
Lion’s mid-strength XXXX Gold 
has become Australia’s 
leading beer and continues to 
grow despite changes in the 
marketplace and an 
increasingly competitive 
environment. 

 Lion has reduced the average 
alcohol content of its entire 
portfolio to between 4 and 
5%.  

Stockland  
Construction 
and Real 
Estate  
 

Liveable Residential 
Communities  
Developing residential 
communities that are 
stronger, healthier, 
connected and more 
resilient.  
 

 Stockland, measured the satisfaction of 
customers during the sales process. 
However, they did not measure the drivers 
of satisfaction for people living in their 
communities as residents.  

 Some communities were engaged and 
active, while others were inconsistent in 
their levels of resident participation and 
local community engagement. 

 Stockland identified liveability as a driver of 
wellbeing and satisfaction and to 
consistently apply across all their 
communities.  

 More Australians have the 
opportunity to live in a 
community that has stronger, 
healthier and more connected 
people for a more enjoyable 
life.  

 

PwC  
Professional 
Services  
 

AskU  
A market research mobile 
app that helps organisations 
to gain faster, real-time 
market insights at a cost of 
20 cents per question. Fifty 
per cent of revenue is 
donated to charity. 

 PwC identified one of the challenges facing 
many not-for-profit organisations was the 
lack of resources and infrastructure, which 
inhibits their ability to function and service 
their beneficiaries. They also identified a 
need for deeper consumer insights within 
traditional market research. 
 

 Provides market research 
insights on consumer 
preferences as well as point-
in-time employee 
engagement scores for 
companies. 
 

 Provides much-needed 
funding for the not-for-profit 
sector.  

PwC 
Indigenous 
Consulting 
Professional 
Services  
 

PwC Indigenous Consulting  
A purpose-built consultancy, 
majority owned and 
operated by indigenous 
people to empower and 
provide solutions for 
indigenous communities. 

 The scale of scope of authentic indigenous 
consultancy activity is limited, which 
restricts the potential for the development 
of effective policy and practice. 

 Indigenous solutions will be 
created for indigenous 
people, resulting in more 
empowered and resilient 
communities.  

NAB 
Financial 
Services 

Financial exclusion  
NAB and Good Shepherd 
Microfinance have set a goal 
of providing fair and 
affordable finance to at least 
one million people on low 
incomes by 2018.   

 Research conducted by the Centre for 
Social Impact in collaboration with NAB and 
Good Shepherd shows there is a significant 
proportion of the population that are 
financially excluded that can benefit from 
no-interest or low-interest loans.  

 NAB is developing products to address this 
issue.  

 Currently under development 
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Enabling Cluster Development 

Company & Sector  CSV Initiative  Social or Business Issue   Benefits    

Nestlé  
Food and 
Beverages  
 

Uncle Toby’s Oats 
Program  
Working with 
researchers, 
agronomists and 
farmers to secure the 
supply of quality 
Australian oats.  

 Uncle Toby’s had a shortage of local oats, 
which resulted in oats sourced from 
overseas. 

 Uncle Toby’s has worked with the South 
Australian Research and Development 
Institute to investigate new varieties of oats 
that are better yielding, higher quality and 
more drought resistant. They are also 
working with agronomists and farmers to 
increase oats production, yield and quality. 

 Uncle Toby’s has a 
sustainable local source of 
oats produced at higher 
quality and yields.  

 Farmers have lower risk of 
production through drought 
resistant varieties and 
guaranteed price, which 
contributes to economic 
and community resilience.  

Toyota  
Manufacturing 
 

Toyota’s Total 
Production System  
Working with local 
suppliers to improve 
productivity, safety and 
on-time production of 
parts as well as diversify 
operations to improve 
resilience.  

 Toyota identified that the future viability of 
its Australian operations was reliant on the 
ability of its suppliers to innovate and 
diversify.   

 Suppliers have improved 
their productivity and safety 
performance, and reduced 
their waste and costs – 
thereby improving their 
viability. 

 Through Toyota, suppliers 
are exploring opportunities 
to produce components for 
other industries such as 
defence.  

 

Innovating for shared value creation  

Business and academic literature has long discussed the importance of competitive advantage for the long-

term viability of companies (Christensen and Fahey 1984; Porter 1985; Kay 1994). Many have pointed to the 

role of innovation as a key mechanism that provides advantage in a crowded market place, where products 

and brands are becoming commoditised and the ability to differentiate becomes more difficult.   

However, the rate of change that occurs today means businesses not only need to innovate, but to innovate 

rapidly. This is well evidenced by Arie de Geus (2011) whose research at Royal Dutch Shell demonstrated that 

the average life span of a company was only 40 to 50 years. In real terms this means that (as of 2001), ‘3/4 of 

the S&P 500 will not be here by 2020’ (Foster and Kaplan 2001). Therefore, long-term survival of business and 

competitive advantage is dependent on a company’s ability to innovate.  

Porter and Kramer (2011) concur that an essential element to creating shared value is a company’s ability to 

innovate. They advocated that shared value is a new way for companies to create long-term competitive 

advantage in today’s world. They believe that by identifying and addressing social needs, an organisation can 

develop new products and services to meet a social need, improve the productivity of its value chain and 

increase the security of supply of goods and services. The importance of innovation was also identified by 

Pfitzer et al (2013) in their research into 30 global companies.  

Types of shared value innovation  

Just as there are different types of creating shared value, there are different types of innovation. By 

considering the types of innovation described by Foster and Kaplan (2001), we are able to draw parallels to 

shared value and the contribution to commercial and social value creation. 

Reconceiving Products and Markets relates to product, service and market innovation, and has the potential 

to be transformational. It may require a company to look externally for ideas, to create a new mental model 

and the drive and support of senior leaders. It has the potential to create substantial commercial and social 

value through increasing revenues from the sale of new products and services or entering new markets that 

address a social need. 
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Increasing Productivity in the Value Chain relates to process innovation, which normally requires incremental 

changes to improve operational efficiencies and can be executed by front-line employees. Lean manufacturing 

is an example. Sometimes it may require a substantial change, potentially due to the creation of a new product 

or service. As a result, key functions may need to be replaced and require senior management intervention to 

complete the change. It traditionally creates commercial value through reducing costs from operational 

efficiencies. 

Enabling Cluster Development aligns closely with business model innovation, and may involve substantial or 

transformational change to both the business and how it collaborates with stakeholders such as suppliers or 

communities. Substantial innovation may require considerable investment in processes and a strategy for 

managing the change. It may result in reduced costs to the business from improving the security of the supply 

chain or increasing revenues from securing a licence to operate and grow.  

What makes a company good at innovation?  

Discussions to date on innovating for shared value have focused on the technical aspects or structures that 

support innovation in a company. These include integrating innovation within a legacy business, creating a 

semi-autonomous unit and obtaining philanthropic or government support (Pfitzer et al 2013). 

Our experience and review of literature shows that the ability of a company to innovate goes deeper than the 

structures, frameworks and technical capability of its people. Foster and Kaplan (2001); Senge (2006); Kofman 

(2007); de Geus (2011); and Mackey and Sisodia (2013) believe it is the human element that makes a company 

high performing and hence good at innovation. Organisations are made up of people, and it is people who are 

in charge of developing new and creative ideas that help set a company apart from their competitors.  

Whether your idea is successfully executed or remains just an idea will be dependent on bringing people 

(employees, suppliers and partners) along the transformation journey (Kotter 1995). 

We propose that at the core of a company’s ability to create shared value are its people – their sense of 

purpose, learning and creativity are key facets of a culture of innovation.  The pace at which a company can 

identify social issues and produce an innovative solution that addresses the social issue will provide true  

competitive advantage in the long term.  

We believe that companies need to empower people to think outside the box, and create a learning culture 

that supports adapting to a changing world. This will lead to new types of value creation and achieve a shared 

vision and a higher purpose for both the company and its people.  
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Six foundations of CSV innovation  

Through our research we have observed companies thinking about shared value creation in this way. Hence 

we believe there are six key mutually reinforcing foundations which underpin an organisation’s ability to 

create innovative solutions that address both business and social needs and create value for the long term.  

 
Six foundations of CSV innovation 

 
1. New mental model 

 
2. Authentic culture and leadership 

 
3. Customer and stakeholder insights 

 
4. Ability to measure total value creation 

 
5. Collaboration and partnerships  

 
6. Integration and execution  

 
 

 
 

New mental model  

Mental models are deeply ingrained assumptions and generalisations that influence how we understand the 

world and make decisions (Senge 2006). Everyone has their own mental model to help them make sense of the 

world. So too do organisations – each organisation’s mental model is strongly embedded in the culture and 

way of operating.   

The mental model that has enabled organisations to excel through history, particularly through the industrial 

revolution and until recently, has focused on deductive thinking to standardise, simplify and rationalise 

operations to improve efficiencies and reduce costs (Foster and Kaplan 2001; Senge 2006; de Geus 2011; 

Mackey and Sisodia 2013). Growth to a large extent has been through mergers and acquisitions. This model 

has been very successful in growing financial value of companies.  

However, this approach does not keep a company at the forefront in a changing world – it doesn’t tell the 

company that change is coming, the type of change required, or how to prepare for it. The traditional mental 

model has provided incremental innovation and hence incremental change. 

Foster and Kaplan (2001); Senge (2006); Morris (2007); Martin (2009); de Geus (2011); and Lockwood (2013) 

have all argued the need for a new mental model that enables a company to develop a culture of learning and 

adaptation to the outside world that results in innovation and hence a competitive advantage.  

We believe the new mental model required for innovation is also required for creating shared value, with 

some obvious additions around social purpose, stakeholder needs and total value creation. The mental model 

for shared value innovation is presented below.  
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Innovation for Shared Value  

A new mental model for organisations to create a culture of innovation for shared value creation 
 Traditional Innovation Mental Model 

 
Standardise, simplify and rationalise to 

improve efficiencies and scale 

Innovation for Shared Value Creation  
Mental Model 

Learning and adaptation to identify new 
opportunities for value creation 

Value creation  - Financial value for shareholders  - Total value for stakeholders 
Problem solving  - Deductive and inductive – what is - Abductive – what could be  

- Technical  - Humanistic 
- Exploitation – scientific  - Exploration – creative and intuitive 
- Certainty – know the answer  
- Insight-out 

- Uncertainty – ask the right questions 
- Outside-in 

Leadership & 
management 

- Hierarchy of power – management  - Diffusion of power – leadership 
- Control  - Flexibility  
- Know the answer  - Ask the right question 

Insights  - Product-focused market research  - Observation of and enquiry into behaviour, 
drivers, needs and perceptions eg design 
thinking 

Measurement  - Measure stability and what can be 
proven  

- Measure innovation and total value created 

Developing ideas - Internal and individuals - External, networks and collaboration 

Strategy  - Social and environmental issues are 
separate 

- Set strategy  

- Economic, social and environment issues 
are integrated  

- Ongoing dialogue 

Potential for 
change  

- Incremental  - Transformational  

Growth  - Growth through acquisition - Growth through new commercial and social 
value creation – new products and markets 

Adapted from: Foster and Kaplan (2001); Senge (2006); Morris (2007); Martin (2009); de Geus (2011); Lockwood (2013). 

 

This is not to say that a company should forget or throw away the traditional way of thinking. To create shared 

value, great ideas must be executed. Whilst the model for shared value innovation is essential to identify and 

develop new ideas, competitive advantage will be achieved by companies who are able to develop standard 

approaches to improve efficiencies and scale. This may mean standardising or codifying the new approach to 

innovation, which will be particularly important for service industries, or it may mean standardising the 

production of new products which have been designed through the shared value innovation model.   

In each of the case studies, we have observed a shift in the way of thinking from the traditional mental model 

to a shared value mental model for innovation. This has flowed into the culture of the company, its strategy 

and approach to value creation and its ability to drive change. How the mental model for shared value creation 

manifests in practice is described in each of the foundations for shared value creation that follow.  

Leadership and culture 

All our case studies pointed to the critical role the leadership of the CEO plays in the success of innovating for 

shared value. The CEO sets the tone of the company, its purpose, vision and values, which ultimately form its 

culture and drive performance. To create shared value, there must be a shared purpose and values, and this is 

a function of leadership rather than management.  

However, CEOs cannot deliver innovation alone. They rely on social intrapreneurs, individuals or teams of 

people, to generate ideas and provide the practical structures that enable the idea to be executed. The role of 

the CEO is to create the supportive environment to empower people to think creatively, think possibilities, 

think big; to think not just about the commercial value but also how to achieve a higher social purpose. In a 

number of the case studies, an idea was generated by an individual. They identified the need, developed an 

idea they were passionate about and sought support from leaders including the CEO. To execute the idea 
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required the commitment, resourcing and skills of a team of people who were able to address the functional 

issues of the design such as IT, legal, regulation and finance.  It also required the support of the CEO.  

Social intrapreneurs have deep technical knowledge combined with a broad understanding of societal issues, 

empathy for people and ability to explore, learn and think creatively. A number of CEOs and senior leaders are 

actively looking to hire people with this skill set and build the capability of their people. One company is 

seeking to develop a broader skill set by encouraging their people to explore and identify new opportunities, 

both commercial and social, through participation in community or socially oriented boards.  

This approach is not always easy. In companies with a traditional mental model, people are rewarded for their 

deep technical knowledge and subject matter expertise. Under a new mental model, leadership within a 

company is about asking the right questions, willing to explore possibilities of how the company can create 

commercial value by addressing a social issue. Leadership is not hierarchical. Our research shows that 

establishing a strong sense of purpose and empowering individuals to act helps to drive a culture of leaders, 

who are more engaged and higher performing.  

Associated with leadership is the importance of authentic relationships with material stakeholders including 

customers, which strengthens brand and reputation, and therefore commercial value. This is discussed in more 

detail in integration and execution. 

Customer and stakeholder insights 

It seems that every company today wants to be customer-centric: focused on meeting the needs of customers, 

whether it be the best customer service or the best products. However, how many organisations really 

understand their customers?  

Now, more than ever before, companies and market research teams have substantial data on consumer 

preferences. The websites we visit, the searches we undertake, our purchasing behaviour, the surveys we 

complete and the focus groups we attend all feed insights into what we, as consumers, want.    

However, with this substantial increase in consumer information, why are customer and stakeholder needs 

and expectations largely going unmet (Morris 2007; Lockwood 2013; Fleishman Hillard 2013)? In 2006, Bill 

Ford from Ford Motor Co made a revealing statement during the financial crisis: ‘we can no longer play the 

game the old way. From now on, our vehicles will be designed to satisfy the customer, not just fill the factory’ 

(Lockwood 2013).  

Our research into shared value thinking by Australian companies highlights the importance of gaining an 

intimate understanding of customer and stakeholder needs in developing new products and services (or 

improving existing products and services).  

However, it is the power of design thinking which we believe has enormous potential to innovate for shared 

value. We observed the power of design thinking in several of the case studies, as a valuable process for 

helping companies think outside the box, better understand consumer and stakeholder needs, and develop 

innovative products and services that had not previously been considered.  

Design thinking has been applied to business since 1975, and has evolved to be one of the most influential 

processes for informing innovation in companies today (Lockwood 2013). Companies such as Apple, Atlassian, 

Proctor & Gamble and IDEO are well known for using design thinking to develop innovative new products and 

services. Lockwood (2013) describes design thinking as a ‘human-centred innovation process that emphasises 

observation, collaboration, fast learning, visualization of ideas, rapid concept prototyping, and concurrent 

business analysis’. Langdon (2007), Martin (2009) and Lockwood (2013) all believe that true innovation can 

only take place through a human-centred design process such as design thinking.  
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Design thinking has four key tenets (Lockwood 2013): 

1. develop a deep understanding of the consumer based on fieldwork research 

2. collaborate, both with the users and through multidisciplinary teams 

3. accelerate learning through visualisation, hands-on experimentalism, and creating quick prototypes, 

which are made as simple as possible in order to get usable feedback 

4. integrate business analysis during the process of design rather than added on later. 

The application of design thinking extends beyond developing products and service for consumers who have 

everything. Because of its base in soft systems thinking, we believe design thinking is capable of helping to 

address wicked social problems in collaboration with stakeholders such as suppliers, community, government 

and not-for-profits to create social value. This is consistent with Brown and Wyatt (2010), who demonstrated 

how social problems such as poverty and low-cost health care could be addressed by companies and not-for-

profits using design thinking. 

Measure total value creation 

Shared value aims to create both commercial and social value. Companies are well versed in measuring and 

reporting financial benefits generated from products and services; however, measuring the social value 

created has a number of challenges including:  

 measuring multiple outcomes 

 attributing outcomes to a specific product or service  

 quantifying the change that has occurred as a result of the intervention 

 accounting for economic, social and environmental outcomes which accrue at different 

timescales to financial outcomes.  

Porter et al (2012), Hills et al (2012) and Pfitzer et al (2013) identified similar challenges in measuring social 

value. They provide insights on how to measure social value, through real-life examples. However, they 

acknowledge there is work to be done. 

Our research highlights that measuring the social value created is perhaps the biggest challenge facing 

companies today.  

To contribute to the thinking on measuring shared value, Net Balance (2013) has developed a Total Value 

Creation Framework. The framework aims to help companies measure and report the total value they create – 

economic, social and environmental value – from their products and services, in dollar terms. We believe this 

framework is well placed to assist companies to measure the value created from shared value initiatives. 

The framework draws on the International Integrated Reporting Framework developed by the International 

Integrated Reporting Council (2013), combined with soft system thinking and tools such as stakeholder 

engagement, program logic and Social Return on Investment. The framework helps companies to explicitly 

identify, map and value the inputs, outputs and outcomes created through the use of their product or service – 

the outcomes shared by companies, customers and broader stakeholder groups that have been materially 

affected. Two key strengths of the framework are that it explicitly defines: 

1. the social value created – the human, intellectual, environmental and social & relationship value that 

is created by a shared value initiative 

2. the value created for all the stakeholders that are materially affected. 

The ability to measure the total value generated from shared value initiatives is essential in the long term 

success of a company. Measuring the total value and impact of initiatives, will build stronger relationships and 

trust with stakeholders, identify improvements to initiatives to create more value as well as secure funding for 

future initiatives. In time, total value creation may also be further incorporated into the valuation of 

companies along with financial performance and brand value.  
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Measuring social outcomes is one of the largest challenges companies face today. However, with the trial and 

further development of the Total Value Creation Framework, we believe the process can be made easier and 

the outcomes achieved much faster and cheaper.  

Collaboration and partnerships  

To innovate for shared value creation, we believe collaboration and partnerships are key – both internally and 

externally to company.  

The power of cross-functional teams 

Our research with leading Australian companies shows the enormous potential of working in cross-functional 

teams within a company to create innovative shared value ideas and ensure they are executed successfully.  

Cross-functional teams operate at their creative best when they are a small team of specialists who each bring 

unique and complementary skills to the task. They have been granted the budget, time and flexibility from 

senior levels of the organisation to focus on developing new products and services. The senior leaders provide 

support and protection from the day-to-day pressures of business such as sales targets and utilisation, which 

enables the project team to have focus without the pressures of short-term targets. This does not imply that 

these project teams do not have accountability. They are responsible and incentivised to deliver and execute 

an idea that will provide both commercial and social value.  

Our research shows that, where teams of people are responsible for creating new products and services in 

addition to their day jobs, the length of time to develop and execute ideas is substantially longer. This 

extended development time may have critical implications in today’s world, where the pace at which ideas are 

executed is a company’s competitive advantage.  

We have found that a key factor for the success of these cross-functional teams is their intimate knowledge of 

the business. They are not a separate R&D division that has limited contact with or understanding of the 

business, its offerings or its customers. Cross-functional teams generate their ideas from experience working in 

the business and understanding the needs of customers and stakeholders. Hence, design thinking is a valuable 

tool that enables not only rapid prototyping of ideas but also an intimate understanding of business, 

customers and stakeholder needs.    

This approach can create tensions between the traditional side of the business, which provides cash flow and 

revenues, and the product and service development teams. The support of senior leaders and the ability to 

demonstrate market success of ideas quickly helps to ease this tension. Some people believe this tension helps 

ensure ideas result in commercial and social value creation.   

The power of external relationships  

The ability to build trusted and authentic relationships with suppliers, not-for-profits and subject matter 

experts can mean the difference between a good idea and an idea that creates meaningful change.  

We observed the following key traits of a successful collaboration or partnership:  

 passionate individuals committed to the shared value initiative, who worked through any challenges 

as they arose 

 a compelling idea, shared vision and purpose, which helped to bind the parties together and keep 

them focused on the outcome 

 a sense of feeling equal in the relationship and believing each party has unique and valuable insights, 

skills and knowledge to bring to the table 

 a belief that people will follow through on their commitments and are open to constructive and 

transparent conversations 
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 individuals feeling empowered to dream of what could be and helping doubters or non-believers 

along the journey.  

All companies spoke about the power of collaboration and partnerships, both internal and external, to develop 

innovative ideas that create commercial and social value. These ideas would not have been as successful 

without with the co-creation model.   

Integration and execution  

As stated by Porter and Kramer (2011), Pfitzer et al (2013) and Mennell et al (2013), shared value thinking 

must be integrated into the purpose and strategy of the company to empower employees, suppliers and 

partners to participate in achieving the purpose together.  

Our research also found that many Australian companies are embedding a social purpose within their 

corporate strategies and actively working to execute initiatives that deliver on the purpose.  

The social purpose of a company has become a powerful tool, used as a strategic lens to inform decision 

making. Some companies spoke of using the social purpose to inform mergers and acquisitions, the 

development of products and services, and deciding which initiatives are approved. This has led to companies 

turning down business opportunities and not pursing products and services, despite their potential revenues.  

They believe commercial opportunity must align to the purpose and values of the company.  

At the core of their decision is to be authentic. An authentic company is one in which stakeholders believe the 

brand, products and services are consistent with the purpose and behaviours of the company (Mackey and 

Sisodia, 2012). They can trust the company to deliver on its promises. A company that actively promotes 

creating social value but fails to deliver, runs the risk of distancing its stakeholders. Employees, consumers and 

suppliers can easily detect when a gap develops between the promise and the experience which in turn can 

impact on employee engagement, reputation, licence to grow and sales.  The authenticity gap is potentially a 

new way to value brands (Fleishman Hillard, 2013).  

Our research shows that authenticity, along with innovation, is essential for creating shared value.  

Authenticity is important for creating an emotional bond with a company.  When a company is not authentic 

(true to its purpose) and does not innovate for shared value, consumers will view your product or service as a 

commodity. The value you offer is eroded and price becomes the differentiator. However, when consumers 

have high respect for your company because it is authentic and creates social value from innovation, you have 

long lasting competitive advantage.  

However, a company cannot aim to create social value from some of its products and services when others in 

the portfolio may create harm. This is a challenge to many mature companies which have established products 

and services prior to incorporating social value into the company’s purpose. The ability to innovate will be 

essential to help the company reshape its offerings, discontinue those that no longer align to the purpose and 

develop new offerings that take the company forward.   

As discussed above under Leadership and Culture, creating meaning and purpose within the strategy and 

within the culture of the company and its people is the best way to drive performance.  

Summary  

Our research demonstrates that Australian companies are creating shared value and helping to lead the 

advancement of shared value in practice.  

In this paper, we propose that at the core of a company’s ability to create shared value are its people – their 

sense of purpose, learning and creativity are key facets of a culture of innovation.  The pace at which a 
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company can identify social issues and produce an innovative solution that addresses the social issue will 

provide true  competitive advantage.  

From our research we believe there are six foundations that enable a company to innovate for shared value: 

new mental model; leadership and culture; customer and stakeholder insights; measuring total value creation, 

collaboration and partnerships; and integration and execution.  

Whilst these do not provide a practical ‘how-to manual’ to create shared value, we believe they provide 

valuable insights into the foundations of what makes companies, and organisations more generally, excel and 

move closer to creating commercial and social value. In the process, they create purpose and meaning for their 

people and empower them to be leaders.  

We are seeking feedback on our research and these initial insights. This feedback will help us finalise a Green 

Paper – The potential for Creating Shared Value in Australia: How Australian companies co-create long-term 

commercial and social value – which will be released in early 2014. 

 

Disclaimer  

All statements and conclusions, unless specifically attributed to another source, are those of the authors and 

do not necessarily reflect those of any individual interviewee. 

 

About Net Balance 

Net Balance is Australia’s largest sustainability consultancy, providing research, assurance and advisory 

services. The Tomorrow’s Agenda Research Institute conducts applied research to inform strategy, policies, 

programs and grounded action of businesses, not-for-profit organisations, social enterprises and government 

to create social, environmental and economic value. For more information see www.netbalance.com. 
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