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THE ECONOMICS OF MUTUALITY                 

Transforming Performance for People, Planet and Profit 
INTRODUCTION – MUTUALITY MATTERS 
The accelerating pace of change in technology, communications, robotics, artificial intelligence, 
nanotechnologies, the fusion of machines and biology, and the ever growing importance of data (big and 
small) is propelling the 4th Industrial revolution from its infancy into adolescences.  At the same time, the 
U.S. economy, its major industries, and most all of its employers find themselves faced with a crisis of 
manpower shortages and training curricula for the rapidly changing job skills needed to do the work of 
the future – starting today.  Also, and at the same time, more and more individuals are finding themselves 
struggling to understand how these changes will impact them personally and how they can keep up and 
stay employable in jobs that align with their own strengthens and interests in an economy that is so rapidly 
evolving. Of course, this is not just a U.S. problem.  In many ways these three merging shifts (rapid changes 
wrought by the 4th Industrial Revolution, the looming major workforce shortfalls, and the ability of 
individuals to keep pace in sustainable ways) are forcing those who will shape the future of work to 
address the problem of human flourishing in modern society right now!   
 
We believe that an overarching way to frame and address the issue is through the idea of Resiliency.  
Resiliency’s most basic definition is the ‘ability to spring back or recover quickly from difficulties or rapid 
changes’.  Beings, organizations, companies and cultures that are resilient will thrive and endure for very 
long periods of time.   Those that are not, will struggle and disappear.  Our Catalytic Gathering on New 
Mutuality will look at how several seemingly disparate concepts might weave together in innovative ways 
to build a framework to build resiliency in individuals, communities, cities, companies, even entire 
countries and markets.  
 
The theory that could drive the success of this effort may rest on the intersection of resiliency resting on 
the foundation of the Economics of Mutuality (‘EoM’).   Research and actual corporate activities founded 
on the Economics of Mutuality conducted over the last 10 years by the Catalyst Group inside Mars 
Incorporated, demonstrates a powerful paradigm shift. The fulcrum of this shift is seeking the well-being 
of not only the finances of a business, but also the human and social well-being of its people, community, 
the planet, and the resources that it has been entrusted to steward all while simultaneously optimizing 
profits.  
 
The concept of EoM is not new.  Mars Incorporated (owned by the Mars family, the 5th wealthiest in the 
world) in partnership with the Said Business School at the University of Oxford, have done extensive, peer-
reviewed work on this evolved business method.  They have proven that the new approach works at scale 
over 10 years in a multinational company and have published the book Completing Capitalism to describe 
their findings.  More needs to be done to advance this thinking to its logical implementation on a wider 
and then global scale effectively.    
 
It is important to note that this concept is not a rehash of the triple bottom line but rather a new business 
method that integrates financial, human and social objectives into a business and accounting approach 
that never loses sight of the fact that businesses need to make money to thrive.  These advances are 
creating a paradigm shift in “how work works” and are forcing the discussion outlined in this scoping brief.   
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ENTER MARS INCORPORATED 
Mars has long believed that successful business is about creating the ‘win-win’ – they call it Mutuality.  In 
1947 Forrest Mars Sr. described the objective of the company as creating mutual benefits for all our 
stakeholders through the manufacturing and distribution of our products.  Three decades later this 
approach was codified by his three children, Forrest Jr, John and Jacquie, into The Five Principles of Mars 
– Quality, Responsibility, Mutuality, Efficiency and Freedom.  These Five Principles govern everything Mars 
believes and does.  These are more relevant than ever today. 
  
In early 2007, a Mars family shareholder asked the Mars CEO whether there is a ‘right’ level of profit for 
Mars, guided by the driver of Mutuality.  This question launched the Economics of Mutuality (EoM) 
program led by the Mars corporate think-tank, Catalyst. EoM is based on the simple, powerful idea that 
many of the world’s most pressing societal and environmental challenges can be solved through business 
by using integrated business model approaches to drive positive social and environmental impact, while 
delivering strong financial performance.  Analogous to the way that Lean Thinking’s technological 
innovation transformed the auto industry by demonstrating quality, time, and cost need not involve trade-
offs; EoM’s management innovation is proving people, planet, and profit can be simultaneously optimized 
at scale. Catalyst’s research shows that EoM will be applicable across industries, regions, and businesses. 
  
This document provides a very general outline of the three core components of the EoM model: metrics, 
ecosystem orchestration, and the Mutual P&L. 
  

METRICS TO MEASURE NON-FINANCIAL 
In business, you only manage what you measure, and you can only expect good performance 
with good management. The issue we face today is that business tends to measure just one thing 
— financial capital. Broadly speaking, it is clear that business has managed its financial 
performance very well but has been found wanting in other areas. Although business has 
generally lacked interest in measuring — and therefore managing — non-financial capitals, it has 
been active in their creation and destruction. Indeed, it has been the corporation’s single-minded 
pursuit of profit to the detriment of people and planet that has damaged its reputation today. 
The problem is not business’ preoccupation with measurement. Rather, it is business’ obsession 
with the measurement of financial capital at the expense of human, social, and natural capitals. 
The aim of EoM metrics, therefore, is not to offer new metrics for measurement’s sake. Nor is it 
primarily about using the measurement of non-financial capitals to address sustainability issues 
and measure impact, although these are legitimate applications. First and foremost, EoM metrics 
are pragmatic and actionable tools to be used by business for management and performance 
purposes. They are analogous to financial metrics currently in use and are intended to drive 
management practices and decision-making that positively impacts people, planet, and profit. In 
other words, for business to be purposeful about its desire to be a force for good in society, it 
must have the metrics, the management practices and the incentives that will drive corporate 
behaviour towards this goal. Without business changing the core of what it measures and then 
manages, it will never truly change its behaviour. 
  
Today, these metrics are stable, robust and actionable; they are field tested, and twice peer-
reviewed. 
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ECOSYSTEM ORCHESTRATION  
Over the past three decades, several interconnected factors linked to advances in transportation, 
communication, and computing technologies have led to a world economy shaped by 
globalization, digitization, and differentiation – and the trend continues. As a result of these 
forces, business leaders have increasingly acknowledged that the traditional way of doing 
business needs to rapidly change to effectively deal with the challenges being brought by fast 
moving innovation and digital disruption. Business leaders recognised that they could no longer 
solely rely only on their own resources and ideas and still remain competitive. In particular, they 
were seeing – and still are – that innovation can come from anywhere, including often from 
outside the firm’s linear value chain. 

So, to remain competitive, firms had to begin to draw from a wider pool of external resources 
through their connections with other interdependent organizations. Consequently, firms started 
putting more emphasis on external collaboration for value creation and innovation. In effect, 
they were questioning traditional business models based on linear value chains. Today, we are in 
the midst of this paradigm shift away from linear value chain thinking towards a more complex 
and interconnected way of thinking about business and its ecosystem. 
  
An ecosystem is a business concept that requires you to think wider than the individual firm and 
to consider leveraging hidden and possibly external resources to form unique value-creation 
networks for future sustainable competitive advantages. This interaction can aim for co-
innovation and when it happens with stakeholders, it can bring speed, agility and scale. In this 
way, ecosystem business models can help bring more exciting services to consumers faster, 
benefiting all the ecosystem partners and consumers.  

Name and brief definition of each capital and how they are measured 
  
  
  
Human Capital 

  
Traditionally meaning skills, experience, knowledge of individuals, but 
expanded to included satisfaction, health, well-being.  
  
Measured via survey tools using a ranking approach to self-report on 
satisfaction and well-being. 

  
  
  
Social Capital 

  
Term used to describe links between people and communities; their social 
structures, relations, and norms.  
  
Measured via survey tools focused on understanding 3 drivers: trust, social 
cohesion and capacity for collective action.  
  

  
  
Natural Capital 
  

  
Total input flow of natural resources used across entire product value chain. 
  
  
Measured via analysis of 5 inputs: abiotic, biotic materials, water, air, and 
top-soil erosion. 
  

  
  
  
Shared Financial Capital 
  

  
How economic benefits are shared among participants to ensure sustainable 
margins and wages. 
  
Measured in economic value created locally and its distribution to the wider 
community. 
  



 4 

While the business ecosystem approach is agnostic in that it does not require any altruism or 
mutuality from the company, it does lend itself in a powerful way to enabling businesses to 
integrate wider systemic benefits with competitive advantages.  It does this by forcing a shift in 
the focus of the firm from itself to considering the system: its stakeholders and its broader role 
within a system of multiple actors. A company may still choose to act in a transactional and 
dictatorial fashion, looking to extract additional value for its own benefit. However, it could also 
choose to use its place in the system to bring wider benefits, addressing problems within the 
system that create value for itself and others. Here lies the great societal promise of firms shifting 
to ecosystems: if the ecosystem is constructed around a purposeful value proposition addressing 
more than simply a business need, for example a societal need like malnutrition, it raises exciting 
prospects.  Such an ecosystem could be designed to contribute to the overall welfare of its 
communities while also leveraging multiple forms of capital, from economic to human to natural, 
thus multiplying benefits for all. To do this, firms need to move beyond classical strategies of 
positioning to embrace a new kind of strategy that brings into view a wider perspective that helps 
bring into focus system-shaping strategies. 

A key starting point for the implementation of EoM’s model, therefore, is combining the principle 
of mutuality with the fact that companies today are parts of much larger business ecosystems 
and as such, have responsibilities to individuals, communities and resources that all contribute 
to business performance.  EoM has established a methodology that efficiently guides a business 
through a process of developing purposeful ecosystem business models that deploys a number 
of human-centered design techniques. For example, stakeholder and ecosystem mapping. This 
approach provides business with the ability to orchestrate multiple actors around a purpose that 
no company could address on its own. Importantly, the metrics are woven into the ecosystem 
purpose in order to measure progress against the goal and motivate managers through a variety 
of objectives and key performance indicators that non-financial but linked to performance. 

  
ACCOUNTING FOR MUTUALITY: THE MUTUAL P&L 
The final core element of EoM is the Mutual P&L; it is the latest outcome of the Catalyst 
partnership with Saïd Business School, University of Oxford. The Mutual P&L integrates the new 
metrics and practices through the use of existing accounting tools to efficiently manage 
performance across people, planet and profit at the very core of the business. 
 
The Mutual P&L is a proposed change in the management account P&L[1], designed for internal 
use, that will modify the presentation of the financial P&L to take into account the business unit’s 
impact on selected human, social and environmental capital issues. 
 
The challenges of accounting for non-financial capitals are many and in a large part due to the 
fact that natural, human and social capitals are priceless in the sense that they cannot be assigned 
a dollar value in a non-arbitrary and/or reductive way.  A further challenge is that such capitals 
are external to the business, they are shared resources and do not belong to the 
company.  Therefore, there is little promise in attempting to include them in the P&L by 
converting these non-financial capitals into a tangible asset with a financial value.  However, it is 

applewebdata://911650B1-1916-48C7-868A-BD7ED22AF442/#_ftn1
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possible to account for the cost of maintaining and growing non-financial capitals and connecting 
the associated cost of doing so within the P&L. Doing this requires classifying two types of activity: 
  

1. For External Capital Depletion: extend the Operating P&L to reflect the cost of 
replacement of the depleted capital. The ‘Mutual’ profit will be lower than the traditional 
Operating profit because of this adjustment. Any measurable improvement of the 
situation (i.e., reduction of external capital depletion) will be monitored using the metrics 
(described above) and will entail an improvement year-on-year of the Mutual P&L, 
encouraging doing what is right for the durability of the business model. 

  
o For External Capital Creation: change the presentation of the Operating P&L to treat the 

related costs of the intervention (budgets, people costs, etc.) as an investment instead of 
an operating expense.  These costs will be removed from the Mutual P&L with an effect 
similar to existing accounting practices, for example the capitalization on internal R&D or 
IT costs (without the balance-sheet side of it) or the reclassification ‘below-the-line’ of 
one-time costs for restructuring. The ‘Mutual’ profit will be higher than the traditional 
Operating profit because of this adjustment.  This modified presentation of the P&L can 
help relieve budget tensions at the Unit level that are an obstacle to strategic initiatives 
with short-term costs and long-term impact. 
  

The P&L modifications that are described above can be shown as a simple reclassification in the 
management accounts P&L in a way that is similar to the treatment of non-operating costs. This 
approach is first, simple and pragmatic step to the incorporation of crucial non-financial business 
metrics in the management accounts. Implementing the approach achieves the following: 

 Promotes decision-making and performance management across multiple forms of 
capital; 

 It presents an alternative mode of profit construction away from a single-minded focus 
on financial profit maximization; 

 It removes the tension between the idea that there must be a trade-off between 
‘delivering the P&L’ and doing what is responsible long-term for human, social and natural 
capital issues; and 

 It opens up the possibility of adjusting the incentive system accordingly so that doing the 
right is aligned with the objective of the company and how it rewards its employees, e.g., 
shifting variable pay incentives from financial profit to mutual profit. 

  
A MANAGEMENT INNOVATION TO DELIVER MUTUALITY   
Today, EoM is a stable and robust research-based management methodology able to decipher 
how a business can simultaneously drive the “win-win” of profits and wider benefits to people 
and planet. EoM is still undergoing further testing and refinement through the joint research 
partnership [2] between Oxford University’s Saïd Business School and Mars Catalyst. 
Nevertheless, the research and on-going business pilots show that EoM offers business a unique 
approach that enables their operations to integrate financial performance with their social and 
environmental goals.   The purpose of the Pittsburgh gathering at the Energy Innovation Center 
is to help jump start the global rollout of the New Mutuality and the Future of Work. 

http://www.sbs.ox.ac.uk/mutuality
http://www.sbs.ox.ac.uk/mutuality
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