


Evolving Intrapreneurship
Moving out of the counterculture

The information in this publication is of general interest and guidance.  
Action should not be taken on the basis of any article without seeking 
specific advice.

Copyright © 2014 Spark Global Business.  All rights reserved.

Designed by Creative Spectrum www.creative-spectrum.co.uk



Spark Global Business
Bowood House
18 Salford Road
Warwickshire
B50 4EN
United Kingdom

Enterprise & Employability – Innovation & Intrapreneurship – Leadership 
Development – Women In Business

Licensed in UK, Egypt, Lebanon, USA, Peru

www.sparkglobalbusiness.com



4

What used to 
be the domain 
of organizations 
like Google and 
Facebook now 
seem to be within 

the reach of smaller organizations and 
the public sector: the kind of enterprises 
who, in all fairness, need to embrace 
this vital concept and actively exploit it.

Following the economic crash in 2008, 
organizations sought stability yet, at the 
same time, craved efficiency – to have 
a steady ship whilst slowly dismantling 
it.  

In that time, we have had many intakes 
of new employees taken either from 
similar organizations or from the 
university graduate pool: people trained 
under a culture of austerity.

The implication of 
this is that the focus 
of organizations has 
been on efficiencies 
and savings rather 
than innovation and 
growth.

In 2014, we are now in an entirely 
new world: one where customer’s 
expectations are higher than ever 
before; there is an increased sense of 
‘global community’; we see a growing 
pressure on available disposable 
income (partly due to taxation; partly 
rising costs in such aspects as housing, 
energy and food).  

There is, therefore 
an urgency and 
need to enthuse 
and re-engage with 
employees – and 
to equip them with 
new skills.

Taking these things into consideration, 
we see a correlation with the findings of 
the latest snapshot taken by Spark: we 
need a structured approach to engaging 
with customers and employees; we 
need to be more focused in our 
commercial thinking and we mustn’t 
sacrifice structure for the sake of being 
‘innovative’. 

Intrapreneurship is a logical process 
and mindset that sits well within the 
strategy of many organizations.  When  

Foreword

In 2013, there was a lot of talk about innovation and enterprise but there wasn’t much 
action. However, in 2014, we see a growing number of innovative and intrapreneurial 
programs: we hear more about intrapreneurship and see it becoming a key part of 
the corporate strategic portfolio.

All 
organizations 
need income 
and growth

Lean 
organizations 

need to 
collaborate

New results 
demand new 

thinking
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we started on our latest intrapreneurship 
journey, I asked my management team:

Our work with Spark focuses not only on 
aligning intrapreneurship with corporate 
strategy but brings intrapreneurship into 

the corporate strategy: as a CEO, I see 
that intrapreneurship is a crucial and 
integral part of the corporate strategy 
– it is the glue that binds so many new 
initiatives together and it helps to erode 
negative behaviors and culture.

It supports and recognizes the important 
work and contribution of everyone 
across the organization and, most 
importantly, will lead our organizations 
into a better place: one where we are 
more resilient, more efficient and more 
effective.  

We will therefore be better able to 
deliver high-quality value for money 
services to the community – and, as a 
public service organization, this is our 
ultimate goal.

Sue Smith CEO

Cherwell and South 
Northamptonshire 
District Councils

Sue has worked in 
local Government since 1980 and 
has operated at CEO level since 
2005.

With a background in developing 
new public services, as CEO Sue 
actively encourages innovation and 
regularly speaks on the subject.

• Do we encourage the 
development of new ideas?

• Do we make it easy for people 
to make us aware of their 
ideas?

• Do we have ‘innovation’ 
as part of our corporate 
strategy?

• Do we consult with our 
customers?

• Do we involve all stakeholders 
in the development of new 
services?

• Do we encourage risk-taking? 

• Do we collaborate with people 
outside of the organization?

• Do we have a strong 
recognition culture?
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Introduction 
There have been a number of circumstances driving the rise of intrapreneurship 
since our last snapshot report.  When referring to the ‘rise’, we are acknowledging 
that the discipline is now being seen as just that: a discipline – a recognized (and 
recognizable) approach to business.

When we first introduced 
intrapreneurship in corporate 
master classes, it was common to 
refer to 3M, Lockheed Martin, and 
HP as organizations retaining their 
entrepreneurial spirit.  Over time, we 
would be referring to Apple, Virgin, 
Google, and Facebook.

Now, in 2014, we find ourselves 
also referring to supermarkets, local 
councils, housing associations and 
a growing number of small-medium 
enterprises (SME / SMB) that see 
the benefit of future-proofing their 
organization with intrapreneurship in 
their strategy.

Our international network of associates 
reports the evolution of the modern 
entrepreneur.  Driven by such causes 
as the UK government-funded ‘Startup 
Loans’ and ‘Start Up USA’ (and not 
to forget the support of students in 
university incubators), it feels as if the 
world loves a startup and, by definition, 
loves the entrepreneur.

Many entrepreneurs, however, are just 
not good enough – and the system that 
focuses on the launch of a startup is 
not looking at the ongoing success. For 

every Twitter or Instagram, there are  
(thousands of) failures. 

To bear this out would be the anecdote 
related by an incubator where $14,000 
had been invested into a startup.  The 
two young entrepreneurs sought 
funding for their music idea – a plan 
was produced; a mentor identified; the 
money awarded.  Within two months, 
the report came back that the money 
had all been spent (almost entirely on 
partying) and the ‘business’ closed.

With 80% of the startup finance 
underwritten by government, there was 
no real recourse (and, into the bargain, 
the taxpayer underwrote c. $11,000 of 
party for the ‘entrepreneurs’!).

It takes, on average, 3,000 good ideas 
to have one winning product.

What we also see is that entrepreneurial 
organizations like Facebook, Google, 
Amazon, eBay are now ‘the old guard’ – 

Simply, a good idea is nothing 
without the ability to transform it 

into reality.
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they are now the enterprises employing 
thousands of people.  On one hand, 
they strive to retain the entrepreneurial 
spirit whilst balancing this with the 
responsibilities of running large public 
companies with only trace elements of 
the original innovative DNA.  

In the early days, ‘innovation’ was the 
major business driver but, over time, 
we see structure, form, processes, 
bureaucracy and administration 
taking over.  What the aforementioned 
organizations have shown is that, by 
maintaining an entrepreneurial spirit, 
they are able to retain / grow market 
position.

Facebook still runs hackathons to create 
new ideas; Amazon is busy looking at 
drone technology; Google (probably 
the busiest in the intrapreneur space) 
produces and kills ideas all the time – 
current successes include Gmail whilst 
Google+ may or may not survive in the 
long term.

With modern entrepreneurs 
becoming more skilled in raising 
funds for an idea as opposed to 
transforming it into ROI, there is 
a gap in the market for innovative 
thinkers – and these thinkers are 
in organizations like LEGO, Apple, 
Vodafone, Alcatel-Lucent, and 
Nike.

In addition to this, these 
organizations are developing an 
innovative ecosystem that invites 
entrepreneurs to work with them on 
new ideas (e.g. Nike+ Accelerator).

As was alluded to with the music 
enterprise, the ready access to 
funding can have a detrimental 
effect as they spend ‘other people’s 
money’.   Too often, the modern 
entrepreneur is focused on the 
quality of the idea as opposed to 
the ability to ‘go to market’ – to get 
the idea out there and getting it 
monetized.

In organizations, if the intrapreneur 
does not have the appropriate 
skills, the organization has a 
resource pool to support them.  
The enterprise expects to see an 
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ROI from the intrapreneur – the 
criteria for activity is far more 
exacting.  

For intrapreneurs, there is no 
place to hide!

What we are also seeing with 
organizations is that they are now 
listening more to their employees: 
employee engagement is back on 
the agenda and this means that 
their personal values are being 
considered.  

Generation Y rarely seeks to work 
for a specific organization or 
brand: they want to be inspired by 
an individual or, more frequently, 
seek out organizations with values 
aligned to their own.

Intrapreneurship is as a crossroads 
– could it ‘go mainstream’?

Engaged employees, customer-
driven thinking, access to 
resources and infrastructure, and 
the opportunity to develop ideas 
aligned to personal values… thirty 
years after it was first mentioned in 
Time Magazine… yes, it is the rise 
of the intrapreneur.

Death of 
the casual 

entrepreneur

Greater 
commitment 
to delivery

Focused 
investment

Entrepreneur 
in the 

boardroom

Rise of the 
sanctioned 
intrapreneur
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Background

Over the last 12 months, Spark has been involved with a variety of engagements 
around the disciplines of entrepreneurship and intrapreneurship.  We are seeing 
a steady demarcation between the two as organizations marry up capability with 
intent but there is also a blurring of the lines as we see a growing trend of bringing 
entrepreneurs into organizations, almost as if they are ‘outsourced intrapreneurs’.

Ideas such as crowd-
sourcing and crowd-
funding are broadly 
regurgitating concepts 
that have been in play 
for hundreds of years.

As an example, the 
pedestal for New York’s 
Statue of Liberty was 
funded thanks to a 
newspaper campaign 
and the small donations 
from over 125,000 
donors.  In 1885, five 
months after The New 
York World had begun 
to campaign for funds, 
$101,000 had been 
raised to pay for the 
pedestal and to buy a 
gift for the sculptor.

Similarly, ‘suggestion box’ (Japan, 
1721; Scotland, 1870; USA, 1892) is 
one that has gone out of fashion but is 
now making a comeback.

These ideas fell out of favor at some 

point but, in 2014 
they have been 
rebranded, polished 
up, and sold back 
to us all as if they 
are some wondrous 
concept.

Organizations have 
been entrepreneurial 
for centuries but, as 
we become dazzled 
with MBAs, Apps 
and Clouds… well, 
sometimes we just 
need to be reminded 
about common sense 
practices.

The concept of 
‘crowd-sourced’ idea 

generation is well established – as 
seen with LEGO and Nike and also 
such public sector organizations as the 
UK NHS. 

The idea of intrapreneurship is taking 
hold in a wider context and we are 
seeing ideological discussions as we 

A return to simple business 
ideas

Identify and negate office 
politics

Intrapreneurs are
collaborators

Intrapreneur initiatives are 
strategic

Capture and recognize new 
ideas
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challenge cost centers to think / act 
like profit centers.  

We also see an increasing resistance 
to change from corporate invalidators 
who see no personal gain in hierarchies 
being dismantled, silos broken down 
and an increased clarity.

Inspired by Jay Carter’s book, “Nasty 
People”, our view of an ‘invalidator’ is 
someone who carries out verbal or non-
verbal activities that can cause damage 
to a colleague or the corporation.

Corporate invalidators tend to benefit 
from grey areas and ambiguity but 
intrapreneurs challenge them to work 
in the best interests of the organization 
and not solely for themselves.

Since the last snapshot, we have 
spoken in different countries about 
intrapreneurship as well as delivering 
workshops – and, at a delegate level, 
we have seen an increase in the number 
of HR people in attendance as well as 
board-level decision makers.  

What was once the domain of marketing 
and product development professionals 
now seems to be being bought into the 
corporate level.

From a consultancy perspective, we 
have seen a marked increase in public 
sector activity in Europe, North America 
and, to a lesser degree, South America.  
We have not seen an increase in Africa 
or Middle East at this stage.

Our work is helping to redefine our 
understanding of the concept of 
intrapreneurship and, from such a 
creative, people-driven approach we 
expect it to continually evolve.
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Viewpoint Noam Tamari-Wekser

The nature of business been transformed in the 21st century.  Today, companies must 
survive in a fast-paced, highly threatening, and increasingly global environment and 
executives are forced to regularly re-examine the basic purpose of their organization, 
and to become much more flexible in their approach to serving multiple stakeholders.

I even dare to say that today’s strategy 
and structure will be ineffective within 
six months.

Most companies focus on either the 
creativity process of how to come up 
with new ideas, or on establishing BOB 
processes to support innovation, but 
miss the most important key element 
here – the intrapreneur. 

Mid-level and C-level management are 
forced to focus on short-term results 
and leave little or no room for innovation.  
Now, innovation and creativity need 
space: time and the proper resources; 
money and people. 

As Neil Fogarty so nicely phrased it at 

the 2013 intrapreneurship conference 
in Barcelona, “if a company is not willing 
to invest money in intrapreneurship or 
efforts in their own staff… they will be 
out of business in no time”.

In times when rapid and cost-effective 
innovation is the primary source 
of lasting competitive advantage; 
when other recourses of competitive 
advantage are only temporary; and 
when 30% of next year’s revenue needs 
to result from new products / services… 
you have no option but to innovate from 
within the company. 

When reviewing the data for 
this snapshot, you can see that 
intrapreneurship needs to be handled 

Noam Tamari-Wekser

Expert in corporate intrapreneurship

CEO of Tamari-Wekser Holdings, Noam is the co-founder 
of the training & consulting practice ‘Intrapreneurs 
Global Network’ focusing on helping both employers and 
employees to create new businesses from within existing 
businesses.



13

differently to before.  Every organization, 
big or small, multinational or local, has 
multiple strategies for sales, finance, 
marketing, operations, and delivery. 

It’s time to sit down and formulate your 
company’s entrepreneurial strategy:  

• What is the frequency of internal 
ventures you wish to launch every 
year?  

• What is the level of risk you are 
willing to take?

• What is the level of innovation for 
every venture you plan to reach?

• How will you encourage proactivity?

Generation Y is taking an increasing 
number of senior positions in the 
workspace, and in a little while before 
we notice, will become the next CEOs. 

Companies today focus on how to 
manage Generation Y, yet no one is 
taking the road of exploring how to 
grow these guys to senior management 
positions.  

Importantly, are we merely assuming 
that we know what Generation Y is all 
about?

I don’t think we really know how 
Generation Y will manage the future 
business world yet most readers of 

this document will still be alive when 
Generation Y manages our planet.

It’s fair to state that the old model of 
innovation is obsolete and, for every 
organization to build its competitive 
advantage in today’s markets, then 
everyone – at every level – must act as 
an entrepreneur on the job.

Documents like this that help to lay 
foundations for every current and 
wannabe CEO to be able to respond to 
market turbulences, grow the company 
and succeed.
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The Snapshot

Trend by Sector

• Third survey conducted by Spark 
Global Business 

• Number of respondents: 3,162 

• Method of collection: respondents 
referred from LinkedIn, Twitter, 
Facebook, Google+ and email to the 
Spark home page where a survey 
was set up through Survey Monkey. 

24% of respondents were from the 
public sector (central and local 
government, Non-Departmental Public 
Bodies, police, fire service, ambulance 
service, health, and housing)

Non-Governmental Organizations 
(third sector, non-profit, voluntary, civil 
society, grassroots, social movement, 
private voluntary, and self-help) made 
up 2% of the survey in 2014, 3% in 
2013 and 3% in 2012. 

59% of respondents were from the 
private sector – an increase from 53% 
in 2013 and 51% in 2012.  Plans for the 
2015 survey include segmenting this 
sector.

Responses from the education sector 
have remained pretty constant at 15% 
in 2014 (14% in 2013 and 12% in 2012).
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Trend by Region

52% of respondents were from Europe 
(European countries excluding Cyprus, 
Northern Cyprus and Turkey) – a 
decline from 53% in 2013 and 58% in 
2012. 

South America (South American 
countries and their dependent states) 
has seen a growing interest in terms 
of respondents with 11% (358) – an 
increase from 9% in 2013 and 7% in 
2012. 

24% of respondents were from North 
America (North American countries 
and their dependent states) – a decline 
from 27% in 2013 and 28% in 2012.

10% of respondents were from Africa 
(African countries excluding Egypt) – 
the same as in 2013 (327 responses in 
2014; 222 responses in 2013) – this is 
an increase from the 6% of 2012.

Middle Eastern responses are still 
comparatively low (consistently less 
than 1% in each of the three years). 
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Redefining Intrapreneurship

Over the years, there have been various definitions of the phrase ‘intrapreneurship’ 
stemming back to the original 1978 Gifford Pinchot III paper (credited to him by 
Norman Macrae in The Economist in 1982).  The first formal academic case study 
of ‘corporate entrepreneurship’ was published in June 1982 by Howard Edward 
Haller – a Master’s thesis on the intrapreneurial creation of PR1ME Leasing within 
PR1ME Computer.

The term ‘intrapreneurship’ was used 
in popular media in 1985 by TIME 
magazine Newsweek and then a 
Newsweek piece quoting Steve Jobs 
served to raise the profile further. 

Intrapreneurship has been subject to 
many definitions including:

• “employee initiative to 
undertake something    new, 
without being asked to do so”; 

• “the act of behaving like an 
entrepreneur while working 
within a large organization” 

• “a person within a large 
corporation who takes direct 
responsibility for turning an 
idea into a profitable finished 
product through assertive 
risk-taking and innovation” 

• “the practice of a corporate 
management style that 
integrates risk-taking and 
innovation approaches, as well 

as the reward and motivational 
techniques that are more 
traditionally thought of as being 
the province of entrepreneurship” 

• “an example of motivation 
through job design, either 
formally or informally” 

• “involves creating or discovering 
new ideas or opportunities for 
the purpose of creating value, 
where this activity involves 
creating a new and self-financing 
organization within or under the 
auspices of an existing company.”

What we are seeing, however, is 
a new definition of the model – 
acknowledging entrepreneurship but 
not restricted by it. 

40% of respondents felt that 
their organization was strongly 
committed to intrapreneurship
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In the 2013 snapshot, we referred to a 
need to redefine intrapreneurship and 
this stimulated discussions within our 
networks.  

Added to this, whenever we spoke at 
international events, people offered 
their own view.  

Based on this input, Spark’s definition 
of intrapreneurship is:

This definition also heralds a move 
away from the concept of the maverick 
intrapreneur – a remodeling of the 
Pinchot’s original ‘commandments’:

“intrapreneurship is an organizational 
investment into developing a 
structured approach to using 
improvement, innovation and 
invention to achieve something new 
and inspirational whether this is for 
social or financial returns or both”

• Come to work each 
day willing to be fired 

• Circumvent any orders aimed 
at stopping your dream 

• Do any job needed to make 
your project work, regardless 
of your job description 

• Find people to help you 

• Follow your intuition about 
the people you choose, 
and work only with the best 

• Be true to your goals, 
but be realistic about 
the way to achieve them  

• Work underground as long as 
you can as publicity triggers 
the corporate immune system 

• Never bet on a race unless 
you are running in it 

• Bear in mind that it is easier 
to ask for forgiveness 
than for permission 

• Honor your sponsors 
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Even Pinchot has added to his 
original list over the years and 
we see here a movement towards 
collaborative intelligence / sanctioned 
intrapreneurship as opposed to the 
covert operative:

This isn’t the forum to create a new 
set of intrapreneur commandments but 
what we have seen in our work over the 
last year is that, for intrapreneurship 
to be embraced as part of corporate 
strategy, it has to change both corporate 
and individual attitudes: intrapreneurs 
must be collaborative; leaders must be 
supportive.

Stories about the development of the 
PlayStation, Post-It Note and iPhone… 
each of them required the support of the 
corporation to truly succeed.

As seen in the profile on Olivier Leclerc 
in Alcatel-Lucent, the larger ‘successes’ 
come from a cross-enterprise 
involvement and not from staying below 
the radar. 

Similarly, as Sue Smith mentions in 
the foreword, her work within UK local 
government is all about sanctioned 
intrapreneurship: being intrapreneurial 
with the support, resources and 
permission of the organization as a 
whole.     

• Ask for advice before asking 
for resources 

• Express gratitude 

• Build your team 

• Share credit widely 

• Keep the best interests 
of the company and 
its customers in mind, 
especially when you 
have to bend the rules or 
circumvent the bureaucracy 

• Don’t ask to be fired;  

• even as you bend the rules 
and act without permission, 
use all the political skill you 
and your sponsors can 
muster to move the project 
forward without making 
waves

“Intrapreneurship is a cultural attitude 
that focuses leaders, managers and 
teams on increased revenue, raised 
profitability, innovation and employee 
engagement”
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Viewpoint Serban Teodoresco

Over the course of almost 30 years in intrapreneurship, new venture creation, and risk 
management, I’ve seen many companies using intrapreneurship as one off “ special 
project” when the companies were facing sales stagnation or loss of competitive 
position. 

Most of the time, the intrapreneurship 
project was implemented after the 
“operational excellence” type initiatives 
didn’t achieve the expected results. 

For any company, the true value 
of “intrapreneurship” is its unique 
ability (core competency) to identify 
opportunities and implement new 
business solutions based on different 
perspective that the usual “day to day 
business” approach. 

Intrapreneurship therefore can be used 
as much in the value creation phase 

(sales growth) as in value extraction 
process (operational excellence).  At 
the moment, intrapreneurship is only 
used as part of a growth strategy.

The other very important point to 
reassess is the commonly accepted 
belief that intrapreneurship programs 
are best suited for large organizations.

The reality is that medium size 
companies, in today’s environment of 
global competition and rapid technology 
changes, need intrapreneurship as 
much as the large organizations. 

Serban Teodoresco
Global Managing Director, NSF International, 
Consulting and Technical Services Group.

As V P Operations at DiverseyLever, Unilever 
Group, he was mandated to create a new 
risk management group called SafeKey. The 
SafeKey group has worked with thousands of 
clients in 62 countries and across all continents 
and helped make fundamental changes in the 
way food safety is performed. Serban teaches 
at HEC Montreal’s International MBA program classes on Intrapreneurship 
and New Venture Creation.
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The Business Development Bank of 
Canada, in their 2013 study  “What’s 
happened to Canada’s mid-size firms?” 
concluded that over the period 2006 to 
2010, the number of mid–sized firms 
decreased by 17% (9,370 to 7,814) 
and even more concerning, on average, 
14% of mid-size firms became small 
while only 1.4% grew to become large. 

I suspect that this type of trend can be 
seen in other developed countries. 

Intrapreneurship can be an important 
process to reverse such trends if 
properly understood and implemented. 

So, what can we do to move 
intrapreneurship from a “special 
project” status to a fully integrated 
business process? 

I see it as a two phase approach:  

• In-depth analysis of the firm 

• Having the right models and tools to 
fit the firm’s strategic needs on an 
ongoing basis.

In-depth analysis of the firm

It is important to understand and get 
answers to some key characteristics 
of the firm. Some of the most important 
points are:

• How is the firm generating new 
ideas?  Even more important 
is how the firm kills innovation 
– how strong and active is the 
“corporate immune system”?  

• Do they have an “intelligent 
risk management” process 
designed to support value 
creation versus the standard 
(bureaucratic) compliance 
risk management process? 

• Do they measure and 
actively manage their 
most important strategic 
assets such as corporate 
reputation or brand assets?  

• How compatible is the 
firm’s culture to the 
intrapreneurship process? 

• What are the 5 most urgent 
strategic initiatives in the firm 
over the next 12 months?
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A good analysis of the firm’s 
characteristic, strategic needs 
and business environment, will 
allow implementation of the right 
intrapreneurship model along with the 
right tools.

Having the right intrapreneurship 
model

Based on my practical experience and 
extended academic research, I came to 
build four (4) specific intrapreneurship 
models that fit most business situations 
and corporate structures

Each of the four models, have their 
own dedicated tools in areas such 
as opportunity assessments, risk 
management, implementation process, 
culture integration and evaluation of 
corporate immune system.
 
In today’s business environment where 
companies must survive and succeed 
in very unstable conditions, it is critical 
that intrapreneurship becomes part 
of the mainstream business process 
similar to finance, marketing or IT.

Moving from special status project to 
mainstream business process can be 
achieved, in my opinion, only by applying 
the right intrapreneurship model that 
fits the company’s characteristics and 
its strategic needs. 

It is our responsibility as intrapreneurs 
to change the narrow perception that 
exists within the business world. 

The opportunities and needs are clearly 
there!

Performance Model: design 
to restructure the business in 
innovative ways

Adaptability Model: design to 
reshape the company’s portfolio 
and value proposition

Opportunity Model: design to 
discover and implement new 
strategic directions based on 
existing core competencies

Transformation Model: design 
to evaluate and implement new 
business models based on 
new expertise. It is developing 
a new venture with new core 
competencies.



22

Sanctioned Intrapreneurship

Large organizations aren’t always known for their agility – they were entrepreneurial 
to begin with; they grew; they developed processes and procedures; they became 
efficient machines; they lost their sense of the spontaneous invention that started 
them off on their journey in the first place.

If Pinchot is 
modifying his original 
commandments for 
intrapreneurs as 
we seek out people 
with not only the 
authorization to be 
intrapreneurial but 
have a pathway to 
follow from concept-
to-launch’, then we, 
reasonably,  see the 
rise of the sanctioned 
intrapreneur.

Crucially, a 
common obstacle 
to intrapreneurship 
is that people 
throughout the 
organization just 
aren’t so convinced 
that their idea will be a) heard or b) 
transformed… and so they don’t bother.

When people are invited to provide 
suggestions, the common cause 
of failure is down to the fact that, 
historically, nobody bothered to pick 
up any of the suggestions and run with 

them: ideas were not transformed – and 
so people no longer try.

The easiest and quickest fix to this 
would be to set up a suggestion box 
as a foundation to a process that takes 
people’s suggestions and converts 
them into reality.
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Intrapreneurship is taking ideas from 
everyone in the organization: working 
on them; breaking them down, building 
them up, testing them, failing, and trying 
again.

The question 
for leaders 
is, “if you 
demonstrably 
do not listen 
to your 

e m p l o y e e s , 
should you be 

surprised if employee 
engagement is low?”

Sanctioned intrapreneurship is a 
mechanism for leaders to show that 
they are paying attention – inviting the 
views of teams and acting on them.

The intrapreneur 
e c o s y s t e m 

is the 
overarching 
environment 
that supports 
c o r p o r a t e 

entrepreneurs 
so that everyone 

perceives a nurturing 
atmosphere that takes them from idea 
formation through to ‘go to market’.

As we see with Nike, a highly focused 
and intensive program can generate 
great results when bringing external 
entrepreneurs into the fold – but would 
it work with intrapreneurs?

The impact of this program is 
organization-wide and it can be 
exhilarating as you create dozens of new 
startups but would 
a business 
leader allow 
a team of 
employees to 
focus for 12 
weeks on an 
intrapreneurial 
venture?

Questions to answer in the construction 
of the environment supporting 
intrapreneurship (the ecosystem) would 
probably include:

• what do we want it to deliver;  

• what resources do we 
already have at our disposal;  

• do we want external support;  

• do we have the 
financial commitment?;  

• do we really mean it?

28% believe 
that their boss 

is mainly against 
intrapreneurship

36% see 
high employee 

engagement in their 
organization

29% believe that 
their boss is mainly 

positive  about 
intrapreneurs
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Viewpoint Olivier Leclerc

Olivier Leclerc

Olivier led Alcatel-Lucent’s internal venture 
initiative between 2005 and 2007 and as 
director focusing on entrepreneurial initiatives, 
he simulates and spreads an ‘entrepreneurial 
spirit’ within Alcatel-Lucent.

Intrapreneurship is a team sport – it is all about people.  In itself, ‘intrapreneurship’ 
is a rather dry phrase that doesn’t mean anything but, when we talk about people, it 
becomes more real.  Intrapreneurs are change makers, the people in an organization 
who think and act differently.  The only way things happen is through collaboration 
– having the support from people we can rely on (peers and the organization’s top 
management).

Intrapreneurship is one of the ways to 
say to people that you are more than just 
a competency – we give you permission 
to connect, share, and create.  

It drives change and this includes 
impacting upon corporate culture and 
individual mindsets.   As an individual, 
you may have ideas and insights but 
the delivery (transforming) of the idea 
needs people to engage in it together. 

I have spent several years embedding 
intrapreneurship in Alcatel-Lucent and, 
with our intrapreneurial boot camps 

we found that multidisciplinary teams 
are essential for coming up with true 
innovation that is supported throughout 
the organization.  

Many projects did not make it but the 
community of intrapreneurs held firm 
and new behaviors were seen.  

As with any major corporate initiative, 
there was an issue of finance and the 
initial launch program (referred to as 
‘Season One’) had a limited budget.  
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The aim of the program was simple: 
produce / create something that was 
a new business for Alcatel-Lucent – 
something ‘ambitious’ that would hit the 
market in 2-3 years as opposed to the 
longer R&D timescales of 8-10 years.

Initially people shot for disruptive ideas 
(the $1bn idea that revamps entire 
company portfolios) and we received 
great ideas but the implementation 
showed that ideas were not so big – 
and the business had to learn to accept 
this. 

Crucially, some ideas were successful 
which encouraged the business to 
persevere and, by Season Six, we had 
30 well-defined ideas with the number of 
people joining the community standing 
at 6,000 out of 10,000 employees.

Investing everything into one massive 
project is no longer suitable - many large 
corporations lack the flexibility to cope 
with multiple opportunities but this is 
what must be done.

A structured ecosystem is crucial if you 
are to (continually and consistently) 
create ideas for the organization to 
nurture.

Key learnings: 

• Have an innovation strategy 

• Accept failure  

• Have a spin-off framework 
that deals with the 
external investors  

• Show people that the idea has 
a life beyond a business plan 

• Secure the willingness of 
people and your organization 

• Collaboration is key 

• Encourage discussion and 
dissent 

• The value is not in the idea but 
in the way it is implemented 

• Teams need a balance of skills  

• You definitely need strong 
sponsors – this is crucial 
because of the internal 
politics as you navigate the 
landscape
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Intrapreneur Ecosystems

In the 2014 survey, we have 11% of respondents seeing a structured approach to 
intrapreneurship – this is an increase from 2013 (10%) and 2012 (7%).  In the same 
time, the desire to see a structured approach to intrapreneurship (where, at present, 
one is not in existence) has also grown from 38% (2012) and 39% (2013).  

Whilst this survey 
does not determine 
whether or not 
the respondent 
sits within an 
organization as 
an employee or 
is a consultant 
operating outside 
of the corporate 
structure, there 
is certainly 
an increase 
in structured 
environments and 
in the desire to see 
more.

As Sue, Olivier and Serban each 
mention, a structured approach is 
important.

A structured approach to 
intrapreneurship gives the organization 
a sense of control – something that can 
be monitored and managed but, more 
importantly, is aligned to corporate 
objectives.

The ‘covert 
intrapreneur’ of 
Pinchot’s assessment 
is a problem for 
corporations – people 
asking for forgiveness 
rather than permission; 
keeping their work 
below the radar; 
avoiding ‘corporate 
antibodies’ – rather 
than address why these 
things are happening, 
the covert intrapreneur 
is the workaround.

In Noam’s Generation 
Y world, intrapreneurship can become 
the standard rather than the exception 
– and this requires something that is 
consistent.

Organizations love a process!

Whilst there are ways-and-means to 
introduce full ecosystems, there are 
some underlying principles that apply, 
regardless of the business.

17% have access to a dedicated
 intrapreneur space / incubator

11% currently work within a
 structured intrapreneur model

45% want to see a structured
 approach 

to intrapreneurship
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Taken from the forthcoming book, 
“Boost! Enabling Intrapreneurs”, six 
ecosystem foundations include:

Innovation is a learned skill – many 
people have ideas but rarely move it 
through any kind of process to bring it 
to the world. Spot-training, boot camps, 
and mentoring all serve to equip the 
intrapreneur.

Whilst 3M bootlegs, WL Gore has 
dabble time and Google has its 20% 
time – innovative organizations allow 
their people the headspace to think 
through their ideas.

Much like an entrepreneurial startup 
seeks initial seed investment to get an 
idea moving, the intrapreneur needs 
access to a ring-fenced budget - the 
ecosystem strives to be as ‘startup’ as 
possible

The communications consultancy, 
Prosek Partners gives 5% of the 
revenue from a customer account to the 
employee who identifies the opportunity 
and sets up the first meeting for life.  
CEO, Jennifer Prosek has also given 
equity stakes in the firm in recognition 
of the new products created.

Edison is oft-quoted, “I have not failed. 
I’ve just found 10,000 ways that won’t 
work”. This applies  to such ventures 
as the Post-it Note, HP’s Charles 
House, or Odeo’s side project, Twitter.

It is not cheap when you decide 
to implement and maintain a fully 
functioning ecosystem. Financially, 
there is a commitment; organizationally, 
there will be changes; culturally, you 
are encouraging structured rebellion.

Commit to L&D

Commit to Headspace

Invest to Innovate

Failure is Success

Reward & Recognize

The Bosses have to Believe
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Nike

In 2013, Nike introduced 10 startup companies who pitched their products and 
business plans developed during the immersive, three-month program to a group of 
more than 350 angel investors, venture capitalists and industry leaders.

It is well-known that Nike’s business 
strategy extends beyond fitness gear 
– it sees itself as your personal trainer 
and motivator – “if you have a body, 
you’re an athlete,” was often quoted by 
late co-founder, Bill Bowerman.

At the first demo day for the 10 
companies on June 10th 2013, Nike’s 
VP of Digital Sport, Stefan Olander said 
that it’s no longer enough to motivate 
and inspire – Nike must provide the 
tools to help individuals accomplish 
their fitness goals. 

Technology has led to a shift in the 
fitness landscape with wearable 
computers and software combining 
activity-tracking sensors with a fitness 
log / diary.  Users can set goals, track 
distances and times – and monitor their 
improvement.

To this end, Nike worked with TechStars 
on the Nike+ Accelerator to allow 
companies to leverage the Nike+ 
platform and NikeFuel, and to build 
offerings for the market.

Hundreds of companies applied to 
participate in the Nike+ Accelerator, and 
thousands of requests were received to 
build on the Nike+ ecosystem.  

Over a 12-week period, Nike provided 
mentorship, tools, connections, facilities 
and support to the companies. The 
companies engaged with more than 
200 mentors – all helping to strengthen 
their product, brand convictions and 
principles. 

Nike also provided insights on a wide 
range of topics, including design, 
marketing and sports.  By connecting 
each team with Nike mentors, 
companies gleaned expertise but also 
became immersed in the Nike culture, 
studying Nike’s approach to innovation 
and its own startup heritage. 

In 2014, Nike built on the work done 
through the 2013 Nike+ Accelerator 
program and expanded the Nike+ 
ecosystem with the launch of Nike+ 
Fuel Lab in San Francisco.
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Nike introduced the FuelBand in early 
2012, it also introduced us to NikeFuel 
- a proprietary unit of tracking activity 
and movement.  All products under 
the Nike+ brand allow the user to earn 
NikeFuel.

All products with the Nike+ branding 
allow users to gain and amass NikeFuel, 
but up until this point, the “currency” 
has had little meaning beyond unlocking 
achievements and comparing one’s 
performance to others. Naturally, a 
currency is only as good as the number 
of people that adopt it, and with this in 
mind, Nike opened its API.

Now we see the Nike+ FuelBand 
accelerometer wristband; other 
wristbands such as SportWatch and 
SportBand; Nike+ for iPod, the Nike+ 
Running and Nike+ Basketball mobile 
applications for iOS and Android; 
and the Nike+ Kinect Training motion-
tracking exercise game for the Xbox… it 
has great coverage.

The Nike+ Accelerator itself has 
spacious meeting rooms and has a 
definite Nike ‘brand’ - artificial turf 
carpet, walls of whiteboards, a giant 
photo of Bowerman during his coaching 
days, vintage magazine ads and product 
photos.

The Accelerator’s main work area is very 
open, but also close quarters. From the 
outset, companies were encouraged to 
communicate with one another.
 
By focusing on 10 startups in the 
3-month period, TechStars’ co-
founder, David Cohen, believes that 
entrepreneurs gain two years of startup 
development experience in their first 30 
days.

www.nike.com
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LEGO

LEGO is considered to be an open innovation pioneer – one of the first companies 
to develop practices and platforms to engage external contributors to innovation 
processes. Being open to the ideas of others has helped to transform the company’s 
fortunes. It wasn’t always so, however.

A misaligned focus on innovation nearly 
brought LEGO to its knees between 
1998 and 2003 with 3 key examples 
being:

“Be customer-driven” – but be sure 
that you focus on the right customers – 
LEGO began to pitch hard for kids who 
wanted ‘darker’ tech but the product 
never took off.  In addition to this, 
LEGO produced characters that didn’t 
involve building which, in 2001, led to 
Jack Stone – a product line that no kid 
cared for.  The production costs for 
Jack Stone also made it unprofitable.

“Innovate across the board” – but 
learn as you go – and be strategic in 
your risk-taking – LEGO produced a 
range that completely did away with 
their bricks (!) as they focused on 
action figures.  To support this (the 
Galidor science fiction range), LEGO 
produced its own television series.  The 
show bombed; the product bombed.  
Meanwhile, LEGO was looking to 
expanding LEGOLAND theme parks 
and branded stores (a new park every 
2-3 three years and 300 stores to open) 

– the management couldn’t cope and 
neither could the balance sheet.

“Build an innovation culture” – but have 
the leadership to cope – LEGO admits 
that its management had problems.  For 
example, due to the location of LEGO 
HQ (Billund, Denmark), small project 
teams were created around the world 
but were never connected with the core 
product development teams.  

While top management insisted on 
risk-taking, lower down the tolerance 
of failure was low. Mistakes were 
swept under the rug, not learned from. 
And while exhorting people to “think 
differently” when management was 
challenged, dissenters were told in no 
uncertain terms to fall in line.

It took new leadership to correct the 
problems and, along the way, to find 
ways to properly harness innovation to 
drive business growth.

One of its most successful initiatives is 
Cuusoo, an online platform launched 
in 2008 that allows members of the 
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public to post ideas for potential LEGO 
products.  Once the project has received 
10,000 supporters it is reviewed to 
see if it meets company standards for 
playability, safety and brand.

If the idea passes, it will be turned into a 
LEGO product with 1% of the product’s 
net sales paid to the person who came 
up with the idea.

One of the first ideas to pass was the 
Hayabusa 369-piece building set – a 
model of the world’s first mission probe 
to collect samples from the surface of 
an asteroid and return them to Earth. 

The model of the Japanese spacecraft 
was made by Daisuke Okubo and it 
included replicas of many of the probe’s 
original features.

Before its commercial release the 
model was refined by a LEGO designer. 
The toy retails for $49.

“I was interested in the asteroid explorer 
Hayabusa first from a technological 
perspective but then also by the fact 
that Japan had achieved a world first 
with this mission,” Okubo wrote in a 
note included with the model’s building 
instructions

Other products that originated with fans 
are LEGO Minecraft based on the video 
game, and Shinkai 6500 based on a 
real submarine.

LEGO receives original ideas but is 
not weighed down by too many which 
can be costly and time consuming to 
examine. The fan support gives LEGO 
an indication of the potential popularity 
of a concept.

www.lego.com
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Executive Commitment

In 2012, 11% of respondents stated that they saw evidence of board-level sponsorship 
of intrapreneurship – this increased in 2013 and also 2014 – an indication that this 
approach is being seen as a viable business solution.  In that time, committee-
sponsorship has declined from 37% to 25%. In 2013, 18% saw no lead sponsor in 
place – this has risen to 28% (884 respondents) in 2014.

One of the 
points raised 
by Susan Foley, 
Managing Partner 
of Corporate 
Entrepreneurs is 
that, when you 
consider the 
attendance at many 
intrapreneurship 
conferences, the 
main body of 
delegates seems 
to be consultants, 
coaches and 
visionary leaders.

This is, she feels, 
“a big signal that 
organizations are 
not yet fully on 
board.”

Following on 
from this, Susan 
referenced the OD Network 2013 
Annual Conference in California with its 
focus on innovating.  Her assessment 

of the sentiment 
at this particular 
conference was that 
senior executives have 
directed OD to look 
into intrapreneurship 
but this is still at the 
exploratory stage (not 
yet implementing) 
and consulting firms 
are advocating 
intrapreneurship at a 
conceptual level. 

This seems to be 
the case with many 
organizations: there 
is talk of wanting 
to be innovative / 
intrapreneurial but 
it remains at an 
intellectual level – 
there is still a lack of 
catalyst for change.

In addition to this, there can be a 
lack of motivation to keep on going: 
numerous supporting statements from 

9% feel that ‘intrapreneurship is 
not really of interest to us’

19% of intrapreneur programs 
have a main board sponsor

25% of intrapreneur programs are 
led by a committee

33% of intrapreneur programs 
deliver good ROI in the first 12 

months

35 % of intrapreneur programs 
show a loss within the first 12 

months
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the survey talk about a genuine lack 
of leadership commitment beyond the 
initial announcements.

Part of the issue seems to be that, whilst 
there is a slow change towards a new 
culture of business (driven, in part, by 
Generation Y as referenced by Noam), 
organizations are uncomfortable with 
new models of work. The intrapreneur 
ecosystem must have the flexibility to 
generate new and inspiring ideas but 
the appropriate organizational controls 
to make it palatable to the leadership.

Flexibility can erode control; control can 
kill flexibility.

It is interesting to see in the latest survey 
such a marked rise in ‘no lead sponsor’ 
– this is at a time when ‘board-level 
sponsor’ has risen and ‘management 
sponsor’ and ‘led by committee’ have 
both declined.

One reason may be that management 
and committees are not getting involved 
in intrapreneurship (possibly due to a 
reallocation of resources) and, if a 
board-level sponsor is not involved, the 
intrapreneurs are left to ‘get on with 
it’ – this is a reflection of the ‘covert 
intrapreneur’ akin to Pinchot’s rules. 

Over the last 3 years, we have seen a 
steady increase in 1st year ROI (22% 
in 2012; 27% in 2013; 33% in 2014) – 
this does not take into account the size 
of the initiative, merely that there is a 
return on whatever investment is made.

In that time, ‘unacceptable loss’ has 
reduced from 28% in 2012 to 13% in 
2014.  Again, there is no indication of 
the size of initiative (also accepting 
that ‘unacceptable‘ can be rather 
subjective).  

Other factors may be that there is 
increased engagement from board-level 
stakeholders, an increasing commitment 
from the enterprise to intrapreneurship 
or that there is a steadily increasing 
contribution to the survey from private 
sector organizations.
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Public Sector Intrapreneurs

In 2014, Spark has seen an increase in public sector / NGO   activity with regards 
to our services: the 2014 delivery pipeline shows that almost 55% of our work is 
in this area – an increase from 32% in 2013 and 18% in 2012.  

As an indication of scale, the 
Organization for Economic Cooperation 
& Development (OECD), World Bank 
(WB), and International Monetary Fund 
(IMF) reported in 2013 that the Middle 
East & North Africa public sector 
employed 14-40 per cent of all workers.

In 2013, the UK’s Office for National 
Statistics (ONS) stated that 19% of 
people in employment in the UK worked 
in the public sector (5.7 million).  In the 
USA, the figure is 19.2% (Hall & Greene, 
2013) – this includes New Mexico 
employing 31.9% of the local workforce.

With people retiring, funds being 
reduced and people increasingly 
requiring support, the public sector 
has to consider creative solutions to 
transition public sector employees into 
the private sector in order to promote 
balanced economic growth.

If this was the private sector, the 
organization would seek government 

support in terms of investment, 
regulatory reform, and skills 
development – and this applies to the 
public sector too.

We consistently see Serban’s 4 
intrapreneurship models in action in the 
public sector.

Both the U.S Department of Justice 
(DOJ) and the U.S. Government 
Accountability Office (GAO) promote 
a culture of intrapreneurship within 
their organizations. DOJ and GAO 
operate “employee suggestion” 
programs whereby ideas that promote 
institutional efficiency are recognized 
by the organizations’ leadership. 

The GAO offers mentoring programs 
that give budding intrapreneurs the 
opportunity to explore ideas and 
receive critical feedback.
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Issues Impacting on Public Sector
 Intrapreneurship

• Budget cuts and a frustrated 
citizenry are making it difficult 
to retain talented employees 

• The war for talent is growing 
– private sector salaries are 
better, NGO / Third Sector 
work feels more fulfilling – the 
public sector hiring process is 
labored

• The lack of appropriate 
talent can lead to contracting 
agreements which make 
the retention of intellectual 
property even harder

• Intrapreneurship can be seen 
as a ‘dumping ground’ for 
people that other managers 
do not want in their own team

• The ideology gap between 
public service and 

commerciality can be 
too big in some public 
organizations – even with 
the emphasis on being 
‘business-like’ rather than 
be a ‘business’

• Resistance to change from 
managers who have built 
a fiefdom / domain and 
do not want to see their 
powerbase eroded

• Lack of a forum to bring 
their employee ideas to the 
fore

• Process and policy can 
run contra to the interests 
/ desires of the ‘customer’

• Lack of time to be dedicated 
to intrapreneurial ventures

• Conviction that 
‘intrapreneurship = excessive 
expenditure”
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Using Serban’s intrapreneurship 
models as guidance, this is what we 
are seeing in the public sector at the 
moment:

Building Public Sector Entrepreneurs

“An environment that creates income 
and / or profitability that can be re-
invested back into services through 
encouraging innovation in partnership 
with colleagues, suppliers and the 
community”

Adaptability Model: 
commercialization of new 
ideas developed within 
the organization: idea 
generation, screening, 
development (through 
m a k e - b r e a k - l e a r n ) , 
and go-to-market; 

Opportunity Model: 
commercialization of current 
service / product lines; 
leverage estates / assets; 

Transformation Model:  re-
assessment of how services 
are provided; re-evaluation of 
governance models; creation 
of new trading vehicles; 

Performance model: 
programs of process 
improvement including 
process ‘blockbusters’ – 
focusing more on design 
thinking than Lean Six Sigma

• Commitment at a corporate level. 
 

• Program for idea 
formation (innovation) 
 

• Structured environment for 
development (incubation) 

• Once ‘ready’, taking the 
idea to market with full 
corporate support (accelerate) 
 

• Enable internal and external 
networking – building 
communities (social business) 
 

• Increase transparency of 
communications – why 
aren’t ideas picked up, 
why are they killed, how 
can they be improved, etc. 
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• Build idea advocacy in 
the screening process 
– get fans on board. 

• Don’t just accept 
failure… encourage it 
 

• Base the idea (and decisions 
around it) on evidence – 
not hearsay or tradition 

• Policies can be changed 

• ‘Spin out’ non-core, non-
strategically-critical functions 

• Provide a learning space 
that is separated out 
from the workspace 

• Take commercialization 
seriously: everything we 
do has a financial impact 
as well as a social one 

• Involve people through 
the entire lifecycle 

• Reward and recognize the 
effort – and this does not have 
to be a financial reward
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RBKC Youth Services

A year after UK’s Westminster, Hammersmith & Fulham, and Kensington and 
Chelsea councils combined services in children's and adult social care and libraries' 
departments, a number of services within the merged children's portfolios began to 
explore employee-led mutual with an ambition to generate savings of £40m a year
by 2015-16. 

After a Kensington and Chelsea 
employee mutual floated between the 
councils to provide ICT and financial 
support services for schools, a 
proposal was put forward to ‘spin 
out’ Kensington and Chelsea’s youth 
support and development service 
(YSDS) into a mutual.

The aim was to diversify avenues of 
funding so that youth services were no 
longer wholly dependent on the three 
councils but could generate their own 
growth and enterprise opportunities. 
 
Westminster and Hammersmith & 
Fulham had already contracted out 
the majority of their youth services 
and entered into talks with Kensington 
and Chelsea about how they could 
commission youth services from the 
mutual. 

Concurrently, Hammersmith & Fulham 
had already commissioned an arts 
project from the scheme, and another 

of its youth projects had input from both 
the mutual and a voluntary organization. 

When the mutual was first floated, it 
prompted a wide range of responses 
from the 170 staff, some extremely 
enthusiastic, others far more cautious. 
Taking into account 15 lost staff, the 
rest transferred to the mutual.

The council involved young people who 
used the services in their plans – they 
had a forum of 30 young people, who 
give advice on service delivery, quality 
assurance, mystery shopping, and 
served as a sounding board for new 
ideas. 

As part of the mutual plans, they 
became a social enterprise, serving as 
a research and advisory group whilst 
two of the young service users sit on 
the mutual’s board of directors. 

The council was selected to work with 
the Cabinet Office on its ‘Employee 
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Led Mutuals Pathfinder Program’; 
seeing YSDS become an independent, 
employee-led mutual with business 
ambitions to grow and develop 
within and beyond the boundaries of 
Kensington and Chelsea.

Some of the aims of YSDS include 
the provision of better services for 
young people; help realize greater staff 
engagement; give access to a broader 
range of resources and finance; facilitate 
greater innovation and efficiencies. 
Any surplus (profit) generated will be 
reinvested in the enterprise to further 
its social aims.

The initial business case has been 
established with the full backing of the 
Council and the process of transition to 
an independent entity is set to begin. 

A further vote was held with staff in 
December 2012 and 100% voted in 
favor of a move to an independent 
mutual and, in relation to savings, the 
mutual is expected to deliver savings 
totaling £850k for the financial period 
2013 – 2018.

In addition to the projected savings from 
the Youth Mutual, the Schools / ICT 
mutual is projected to deliver savings of 
£1m for the financial period 2013-2017.

www.rkbc.gov.uk.

“We see mutuals as a way to preserve frontline services for residents, and create 
new social enterprises that no longer depend entirely on council funding.  We have 
learned that the threat of losing jobs is not sufficient to propel staff down the path to 
mutuals. To win hearts and minds this must be matched with a compelling vision of 
what the future might hold. In a recent conference, 81% of youth services staff voted 
in favor of the mutual (some with caveats that they wanted to know more about it).”  

(Andrew Christie, tri-borough head of children’s services, June 2012).
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LinkedIn

Many tech companies have a variant of Google’s 20% perk time to develop ideas 
and run hackathons but LinkedIn is one of the few organizations to apply rigor to the 
output and to connect it with their employee-driven product development pipeline.

Essentially, a LinkedIn hackathon can 
lead into their InCubator with the most 
promising hacks being exempt from the 
first round of assessment. 

Once a software idea is developed 
into a prototype, it is subjected to two 
rounds of judging (unless given the 
aforementioned exemption).  Founder 
Reid Hoffman and CEO Jeff Weiner 
are both involved in the final round as 
a pre-cursor to making medium-sized 
investments in the most promising 
hacks.

Engineers can get 30-90 days away 
from their regular work to develop ideas 
of their own into products.

Just like any structured (sanctioned) 
intrapreneur pathway, LinkedIn has  
a systematic approach: ideas are 
screened by top executives before 
entry into the program and has checks-
and-measures.

The 30-60-90 day model applied is 
pretty interesting – if a project shows 
promise at 30 days, it is allowed to run 
for another 30 days, and only those that 
have made sufficient further progress 
at day 60 will be allowed to make it to 
day 90.  

Along the way, project leaders receive 
guidance from executives including 
Hoffman.

The first group of four InCubator 
projects included an internal system for 
reserving meeting rooms and a toolkit 
for pointing out new features to users 
as they surf LinkedIn’s site. 

www.linkedin.com
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Viewpoint Roger Manners

     Roger Manners

Roger is a mentor, coach, entrepreneur and 
company director. 

Since 1997 he has also worked with professional 
and elite amateur golfers in the field of mind 
management.  he has worked with 8 European  
Tour winners including 1 major champion and  
2 Ryder Cup winners.

As a proprietor of SMEs for over 40 years it’s sometimes hard for me to understand 
why executives would not want to encourage their employees to become the best 
they can be.  I like to think that I embraced this concept in every business that I 
started and managed.

Several of my old businesses still 
operate successfully under the 
management / ownership of former 
employees moving from intrapreneur to 
entrepreneur.

They were able to do so because in all 
my businesses my co-directors and I 
encouraged people to act as a team – 

pooling ideas and making them happen.
Naturally, team members didn’t always 
agree but in business, egos shouldn’t 
take precedence over the desire to 
please the customer and make profits.

Running a business simply comprises 
having an idea and making it work. To 
do that you need motivated employees 
who have a desire to succeed. If they 
don’t have those two basic qualities 
they will not succeed. In addition they 
must be hungry and have a liking for 
earning money – the key word being 
‘earning’. 

Today that’s termed innovation but in 
the 1970s & 1980s we called it just 
plain business sense.
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The ideal is for the employee to think 
like an entrepreneur and embrace the 
intrapreneurial spirit of achievement: 
an intrapreneur takes responsibility 
because they passionately believe in 
what they are doing.

By the time the term ‘intrapreneurship’ 
surfaced, I had already been trading for 
over a decade. Whilst there were plenty 
of risks in business, entrepreneurs 
prevailed upon common sense which 
included letting employees take 
responsibility for their own actions and 
rewarding them for the part they played 
in our success.

In 2009 I created ‘Who wants to be 
an entrepreneur?’ to encourage new 
business owners to combat the fallout 
of the financial crisis at a time when 
finding employment was very difficult.

Most of the successful entrepreneurs 
were previously good intrapreneurs 
– but they probably never regarded 
themselves as such: they were 
employees who enjoyed their work, 
wanted to do it well and were open to 
improvement.

Historically employees leave positions 
primarily due to lack of career 
opportunities. 

Forward thinking employers will ensure 
their employees are trained to become 
the next generation intrapreneurs and, 
to achieve this, there needs to be a 
balanced use of external resource.

So why use external support?

An agnostic, apolitical outsider 
can bring some very definite 
benefits including:

• A history of lessons learned 

• Focus on specific goals 
that are not distracted by 
Business As Usual (BAU)

• Able to play the part of the 
outsider-looking-in, bringing a 
different perspective

• Has business-like experience 
– offering the viewpoint of a 
commercial mindset
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Future View

As we have seen in this latest snapshot, ‘intrapreneur’ is starting to gather momentum 
but is still very much in the executive suite, being talked about by management 
consultancies, CEOs and strategists

On one hand, we could suggest that 
intrapreneurship is not new but has 
not really been recognized as a valid 
business model.

We could even take this further that, 
in some organizations, it is so well-
embedded that it is simply ‘the way we 
work’ as opposed to putting a label to 
it.

In the main, however, intrapreneurship is 
still a counterculture: a subculture with 
values and norms of behavior differing 
from the mainstream corporate society.

Post-2007, the corporate  landscape 
has become not only more complex 
but more demanding; established 
organizations have increasingly 
embraced intrapreneurship for the 
purposes of profitability (Zahra, 1991), 
strategic renewal (Guth & Ginsberg, 
1990), fostering innovativeness (Baden-
Fuller, 1995), gaining knowledge for 
future revenue streams (McGrath, 
Venakataraman, & MacMillan, 1994), 
and international success (Birkinshaw, 
1997). 

In 2014, corporations like Vodafone 
and LEGO are not only encouraging 
intrapreneurial practices but 
profiting from them.  The theory that 
intrapreneurship is a great employee 
engagement tool is borne out by the 
brand value of such organizations as 
Google, Apple, and Virgin.

What we are also seeing is how the 
underground corporate entrepreneur 
– the covert intrapreneur – is losing 
relevance and a more structured 
approach is being developed.

Intrapreneurs are crossing into the 
mainstream.

Limited budgets and growing social 
and corporate issues means that there 
is already ‘lean’ thinking – but is it 
enough?  The perception at the moment 
is that there is a lack of cash / time 
resource to invest-to-innovate and that 
resistance to change will be high.

As intrapreneurship steps out of 
counterculture and begins to cross 
over into mainstream, the question is, 
“what next for intrapreneurship?”
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By modifying the view of risk and 
empowering employees in decision-
making, the development of 
decentralized and agile teams can 
be developed ‘on the fly’ for specific 
intrapreneurial activity.

Within multilateral organizations, lean  
intrapreneurship strategies can be a 
mechanism to jump-start an initiative 
and build consensus – make-break-
learn reduces bureaucracy cycles.

Intrapreneurship is all about improve, 
innovate, invent – and monetize.  
Commercialism in the public sector 
has had to overcome ideology but is 
becoming more palatable when the 
alternative could be mass redundancy. 

Regardless of sector, if a redundancy 
program is being considered, strategic-
thinking HR professionals have the 
option to help people to create and 
develop their own business ideas (to 
such an extent that they can pitch to be 
part of the supply chain or even become 
an employer of other people going 
through the redundancy process).

When you look at the teams within an 
organization, the majority are either 
non-core, not strategically-critical or 
both.  Decisions are being made as 
to whether or not entire departments 
are ‘needed’.  Outsourcing as a model 
is not as effective as it has been 
historically portrayed and a more 
balanced ‘smartsourcing’ model could 
apply – one where the client partners 
with the supplier to deliver a service.

An evolution of smartsourcing is 
intrapreneurship-spinning out your own 
department; incubating them to be more 
commercially focused; enabling them 
to deliver back into your enterprise.

As Serban mentions, two of the 
intrapreneur models are outward-facing 
and revenue-generating.  Whether 
this is the monetization of new ideas 
or of current services / products, 
the enterprise has an opportunity to 
incubate them.  In addition to this, if the 
decision is taken to spin the initiative 
out, then the enterprise can fund 
it(retaining IP, equity, revenue, etc.)

Deconstructing Hierarchy

Supporting Redundancy Programs

Smarter Smartsourcing

Venture Capitalists
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Make-break-learn introduces quicker 
idea development cycles - smaller 
feedback loops and quicker data 
gathering.  Intrapreneur ecosystems will 
provide a mouthpiece for all employees 
and a pathway for them to take the idea 
from concept-to-market.  This activity 
requires a structured approach and a 
budget to deliver it.

In her article, “The Corporate 
Entrepreneur: An Evolution in 
Leadership”, Kristen Kenton suggests 
that the changing economy has created 
a crucial need for a new type of chief 
executive. 

Her article suggests that the new CEO 
will be one half classically trained 
corporate leader and the other half 
‘scrappy entrepreneur’.

CEO success and stability is essential 
– and so is the practice of nurturing 
future talent.

There are too many avenues available 
to impatient executives who wish to 
step up into the c-suite.  Will people 
wait for Mark Zuckerberg to make way 
for a new CEO, or will they simply set 
up somewhere else?  

As an example, John Chambers at 
Cisco is now ‘up for retirement’ after he 
promised in 2012 to stay on as CEO 
until 2014-2016.  So we now have 
discussions about whether or not, after 
19 years at the helm, he is ready to go.

Since 2007, senior people have been 
leaving the Cisco leadership as they 
see their way blocked by the incumbent.  
Cisco’s Chief Development Officer 
Charles Giancarlo moved on to become 
a private equity partner, general 
manager Tony Bates transitioned to 
Skype, and the head of the data center 
business Jayshree Ullal became CEO 
of Arista Networks.

Currently COO Gary Moore and 
president of development and sales, 
Robert Lloyd are the suggested 
candidates to replace Chambers (if he 
goes).

What happens if he stays for another 
2 years?  Will Lloyd and Moore move 
on and cause a power vacuum in the 
executive office?

Innovation Competitions

Entrepreneurial Leaders

Succession Planning
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Oracle’s CEO Larry Ellison is 69 but 
is a mere newcomer compared to 
such CEOs as Robert Wilmers of M&T 
Bank (76), Rupert Murdoch of News 
Corporation or Walter J Zable of Cubic 
(95).  

Does this longevity necessarily mean 
that rising talent will simply leave?

If it does, then what can be done to 
mitigate this?

With a focus on short-term activity, there 
is an increasing push for quick results 
through role / function specialism as 
opposed to developing a generalist.  

Roger’s view is, “forward thinking CEOs 
will ensure that their stars of the future 
know the business inside out - how else 
can they become intrapreneurs?”

It is rare these days to see a CEO that 
has worked in every division of an 
organization but IBM’s Senior Vice-
President Michael E. Daniels runs the 
$56 billion services business. 

At Intel, young executives have an 
apprentice system where they shadow 
top executives (current CEO Paul S. 
Otellini came through this process).

As a result, both companies have 
succeeded at finding internal 
candidates for CEO. 

This is great for established businesses 
in established sectors – but what about 
for emerging markets?  

In Kenton’s article, she interviews 
Michael Miller Adjunct Professor in the 
Global Energy Management program 
at the University of Colorado at Denver 
and a former President & COO of an 
integrated renewable fuels company

Miller explains, “in emerging markets 
such as clean technology, there’s 
not much business history or any 
track record to rely on.  Corporate 
Entrepreneurs will have less relevant 
domain experience and will have to 
bring it in from allied sectors.  I suspect 
that emerging markets will demand 
more of the Corporate Entrepreneur’s 
skill set as they are typically less 
evolved industries with more complex 
structures.”

In her article “Corporate 
Entrepreneurship: New Role for 
Leaders”, Susan Foley posits that very 

Intrapreneur CEO
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few leaders can live in Kenton’s world 
of half-corporate / half-scrapper.

Her own research has found that only 
one percent of executives in large 
organizations are capable of being both 
corporate leader and entrepreneur.

“Most CEOs achieved their success 
by exploiting the core business not 
building new businesses.  Few have 
the entrepreneurial experience that 
is needed. Our research shows that 
C-level executives score lower on 
entrepreneurial competencies and 
behaviors than others, especially 
corporate entrepreneurs.”

Susan’s view is that future senior 
management teams will be directly 
involved in the generation of innovation 
ideas that are more strategic and will 
have a greater impact. 

Combine that with Serban’s own insights 
regarding strategic value creation, and it 
is reasonable to expect the stakeholder 
responsible for intrapreneurship to be 
operating at board level.

Again, referring to Susan and to 
Spark’s own work, we need the right 
kind of environment that supports the 
sanctioned intrapreneur (the ecosystem) 
– and, bedded within it, is a strong 
stakeholder / sponsor commitment.

Just as Susan asks whether or not 
“there is a growing need for the Chief 
Entrepreneur Officer”, Noam believes 
that intrapreneurship is ready to be 
moved higher in the corporate thinking.

Noam’s view also takes into account, 
“What if we decide to ignore 
intrapreneurs?”

It’s a well- known fact that when the 
business environment gets rough, the 
corporation does exactly the opposite as 
it should be doing. 

Instead of adding organic structures 
that will innovate and produce revenue 
fast, they will enforce a higher level of 
bureaucracy to control, manage and 
manipulate resource easily – leaving 
no or very little room for innovation and 
creativity.

Despite this, corporates find their way 
to survive.  

Director of Intrapreneurship

Corporate Death



48

Corporate Entrepreneurship is not the 
only tool out there. 

Noam’s take on this is, “not only will 
there be a need for the Director of 
Intrapreneurship but I foresee a new 
job role: the ‘intrapreneur for hire’ as a 
contractor for a specific purpose. E.g. 
1-2 year contract to innovate, develop, 
deliver and create a steady stream 
of revenues from an idea related to 
the core competencies of the hiring 
company. And once the contract is 
ended, the intrapreneur for hire will 
move to his / her next internal venture 
in another company.” 

Will the role of Director of Intrapreneurship 
and the Intrapreneur-for-hire work 
together?

Noam believes that intrapreneur-for-
hire role will be introduced to the 
working space sooner when companies 
create the position of Director of 
Intrapreneurship.

Finally, we have corporate acceleration 
– whether this is the LEGO model of 
open innovation with the customers but 

having them still at arms’ length or Nike 
bringing entrepreneurs in to create 
products and services.

There may even be a mixed model 
that has entrepreneurs paying to 
access the resources made available 
to intrapreneurs within an in-house 
incubator: enabling the incubator to 
‘pay for its seat’ in the increasingly 
commercially-aware organization.

Roger Manners feels that “businesses 
that are going to grow quickly will do 
so, irrespective of any scheme that may 
be created” – a view that is popular with 
many business commentators with the 
underlying belief that ‘quality will shine 
through’. 

Roger goes on to suggest that 
‘accelerator’ is a buzzword but is 
not always appropriate – and it is a 
fair assertion that aligns with many 
respondents to the Spark survey not 
seeing evidence of a specific space 
being set aside for their intrapreneurs 
(even at a time when so many co-
working spaces are opening around the 
world).

Intrapreneur for Hire

Corporate Acceleration
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What If?

 It’s been very interesting going over the data gathered by the Spark survey and then 
hearing the views of people from as far afield as Israel, Canada, United States and 
France – possibly further confirmation that intrapreneurship is a cross-border as 
well as a cross-sector discipline.

 What stands out in the case studies 
was how organizations considered to 
be ‘successful’ with good / great brand 
value are not only being intrapreneurial 
but do not feel compelled to promote 
the fact: they simply let the results do 
the talking.

Whilst ‘being intrapreneurial’ shows 
return on investment for many 
organizations, flourishing enterprises 
(Google, Nike, LEGO, Apple, etc.) have 
made intrapreneurship mainstream.

Serban’s 4 models serves to further 
legitimize the role of Director of 
Intrapreneurship as a board member 
can see the ‘bigger picture’ of which 
element of intrapreneurial thinking to 
apply where and by whom and to have 
sufficient authority and influence to get 
it done.

Olivier’s experience of structured 
idea gathering and pathways and 
pulling it under Susan’s take on the 
intrapreneurial CEO… and we start to 
see a new world where collaborative 

and innovative working becomes the 
norm.

Roger reminds us that it makes sense 
for employers to maximize the potential 
of their employees and the key to this is 
for working relationships to be closer to 
enable trust to build. 

“If an employer has the confidence that 
their employee can deliver the goods, 
they need to let them get on with it, 
take responsibility, meet targets and be 
appropriately rewarded.”

This is borne out by the volume of ideas 
from engaged employees as opposed to 
disengaged employees.

What if your organization makes a 
commitment at an intellectual and a 
practical level to be intrapreneurial?

In order to achieve this, what if you 
appoint a Director of Intrapreneurship 
tasked with the responsibility of building 

So...What If?
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an intrapreneur ecosystem that gives all 
employees a voice – and a structured 
pathway to develop their ideas?

What if, to support this, you bring in an 
intrapreneur-for-hire to provide support 
and mentoring to the first cohorts of 
people taking this journey?

When it comes to building links to 
community, what if you run a competition 
for internal and external applicants to 
then work in your in-house incubator? 

In the process, what if you start to spin 
out non-core and non-strategically-
critical teams into a new ecosystem 
where you make a commitment to 
incubate their business, give them 
business skills, ensure that they can 
provide services / goods back into your 
business for a period of time… and after 
being their incubator and VC, you retain 
equity?

What if you decide to open your borders: 
allowing the community to engage with 
you (e.g. LEGO)?

The list goes on – but here’s the biggest 
‘what if-’ of all.

What if you don’t start to think and 
act differently-what will happen to 
you and your organization?
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Contributors

To write a report like this, you need to 
have some of the resources available 
to any intrapreneur, namely access to 
information and links to ‘professional 
friends’ that can help structure your 
thinking and your output.

I spoke to many people for this document 
but the key contributors are below – and, 
for their time and help, I thank them.

Neil Fogarty is an author, blogger, 
international speaker and adviser on 
intrapreneurship.  He is author of the 
business books “Kill Your Salesman“, a 

book about employee engagement and 
“CrackOn” about young people and 
enterprise.

His forthcoming book, “Boost! Enabling 
Intrapreneurs” explores the building 
of the right kind of environment for 
corporate entrepreneurs.

Speaking in Europe, Africa, Middle East 
and The Americas, he also blogs for 
Virgin and is a contributor to Bahrain’s 
“Business In Gulf” magazine.

Neil is the managing director of the 
international consultancy Spark 
Global Business, the socio-economic 
development company SEEA and 
Business Hack Events - an organization 
specializing in innovative thinking and 
idea incubation for corporations.

www.neilfogarty.com
www.sparkglobalbusiness.com
www.seea.co.za
www.bizhack.org
twitter: @NDF1968
twitter: @spark_gb
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Sue Smith has worked in local government 
since 1980 and, since 1995 has been in 
senior management roles.  Six years after 
taking her first CEO role, she became Joint 
Chief Executive at Cherwell District and 
South Northants Councils in 2011.  She has 
been actively involved in the development of 
different public sector initiatives touching on 
health, childcare, and mental health.  In her 
current role, she is frequently invited to speak 
on innovation at regional and national events.

www.cherwell.gov.uk
sue.smith@cherwellandsouthnorthants.gov.
uk

Corporate entrepreneurship and risk 
management are Serban Teodoresco’s area of 
expertise.  Over the course of nearly 30 years, 
he succeeded in founding new groups within 
a number of multinationals by implementing 
new business concepts and risk models. He 
founded Preventa, to support decision-makers 
interested in creating shareholder value 
through implementing unique intrapreneurship 
models and risk management systems. 
Serban teaches Visionary and Entrepreneurial 
Thinking, Intrapreneurship and Business Model 
Generation at HEC Montréal’s International 
MBA program.   

www.nsf.org
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Far from being a good pupil in elementary 
school, Noam Tamari-Wekser founded his 
first business when he was just 16 years old. 
Motivated to succeed, he was recruited into 
the Army to become an awarded Lieutenant 
General. After 10 years, Noam left the Army 
to build companies, partnerships and worked 
as a senior executive for multinationals. Now, 
at the age of 44, he gives back: sharing his 
Intrapreneurial secrets.

www.noamwekser.com
twitter: @noam_wekser

Corporate Entrepreneurs helps organizations 
develop Intrapreneurship as a core 
competency to accelerate new business 
growth. Their mission is to activate the 
entrepreneurial capabilities you already have 
inside your organization. They work with 
individuals, innovation groups and the senior 
executive team to identify and develop your 
organizations entrepreneurial competencies.  
They have helped organizations generate 
millions of dollars in new business growth.

www.corporate-entrepreneurs.com
twitter: @CESfoley
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Roger Manners graduated in the construction 
industry in the 70s & 80s when times were 
exciting and growth was pretty good although 
boom and bust was evident periodically.  Having 
spent 20 years helping businesses to maximize 
the potential of employees in order to maximize 
the full potential of the business, he is now 
heavily involved in helping today’s generation 
of intrapreneurs & entrepreneurs regenerate the 
UK economy.

www.rogermanners.co.uk

Olivier Leclerc is a regular speaker / lecturer 
about innovation management and more 
specifically about intrapreneurship. He joined 
Alcatel-Lucent Bell Labs in 1995 and, since 
2008, has been Director of Innovation & 
Intrapreneurship.  In April 2014, he took on 
the role of Open Innovation Project Leader 
as Alcatel-Lucent established and promoted 
an ‘Innovation City’ in Villarceaux as a key 
stakeholder of the fast-growing Paris-Saclay 
industrial ecosystem.  

www.alcatel-lucent.com
twitter: @setolivier



www.sparkglobalbusiness.com

www.bizhack.org
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