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EXECUTIVE SUMMARY
This white paper is mostly intended for decision
makers in large groups as a guideline tool to
manage expectations and prepare according to the
underlying reason for wanting to work with startups. Founders and CEOs of start-ups might find this
interesting to learn more about the dynamics of
large companies that will eventually try and work
with, or invest in, their business.
We start from the very first question a corporate
should ask itself: why would I want to work with
start-ups? Once the different rationales are
explained, we go through what a corporate can
achieve with these companies, followed by an
analysis of how. As a conclusion we tried to
summarize it all in one simple table comparing the
approaches we’ve seen from the corporates
Partech works with.
Reasons for big companies working with start-ups
include improvement of their employer, investor
and corporate branding.

This is not enough however, and the most advanced
reasons are to improve internal knowledge and
operational
excellence,
and
to
seek
competitiveness in their core businesses.
Only once a corporate has clarified these
objectives, can the different actions be defined.
Branding and knowledge can be improved with
quick wins. Working with start-ups as a customer,
a provider or even as a partner is the best way to
help
both
operational
excellence
and
competitiveness. Obviously, investments and M&A
are also an attractive option to remain competitive
in the market.
In any case, it’s hard to make it happen properly.
We proceed by suggesting some tools, KPIs,
processes and HR policies we’ve identified as
efficient. We then go into the details of corporate
governance structures that are usually adopted
and try to show the pros and cons of each.
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In this report, in order to help big
corporates, we shall attempt to go
through the different reasons for which
corporates might want to work with
start-ups, what can be developed
together and how to go about it.

INTRODUCTION
A top executive from a very large multinational
once told us, “you could say we’re the start-up
inside the Group”, referring to the team of 10k
(yes, ten thousand) people that reported to her!
This potentially funny anecdote does in a way show
how companies today are looking to be part of the
start-up trend that has been both a godsend and a
nightmare for incumbents. Many publications have
gone through the importance that start-ups have
had in almost all industries over the past decade,
or more, so there’s no need to repeat that here.
The topic is not a new one: a lot has been said and
put in place, but relationships between start-ups
and large corporates are still not mature.
Partech has been investing in start-ups since 1982.
Today we have offices in San Francisco, Paris,
Berlin and Dakar and we dedicate our $1.3B funds
to the most promising and disruptive companies
from seed stage to pre-IPO, from the US to Europe,
Africa and Southeast Asia.

We have built the funds we manage today with the
support of many investors, of which 30 corporate
LPs and we can safely say that they are an
invaluable asset as they continuously help us
support our portfolio, dealflow and investment
activities as a whole. We also benefit from a larger
network of 100 corporations that we have built
over the years. At Partech today, a team of 6
people is dedicated to managing the opportunities
and tasks that working with large corporations
entail.
As a VC, we say it’s a win-win-win situation. Startups are willing to work with key players in their
verticals and to leverage them for growth,
corporates want to be close to start-ups, and we
find added value for our portfolio and investors,
alongside support for our due diligence.
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“

We dedicate our $1.3B funds to the best
and most disruptive companies.
Paris
San Francisco
Berlin

Dakar

Partech is a global investment platform for tech and digital companies, with offices in Berlin, San Francisco,
Paris and Dakar, dedicating capital and resources to support entrepreneurs from seed to growth on 4
continents.

We would like to share some thoughts about what we’ve seen and learned from the corporates we work with
and try to map the different work methods we have witnessed.

About the authors:
Nico Valenti Gatto
Is Principal in the Investor Relations & Portfolio Support team at Partech. Before
joining in 2015, Nico worked at Edenred in London and Paris and was responsible
for internal and external innovation. He started his career in strategy consulting
in Milan where he worked on internationalization, M&A and new product
development projects for large multinationals. Nico holds an MBA, with
Distinction, from Cass Business School in London and a BSc in Economics and
Business from Bocconi University.
Tanguy Confavreux
Joined the Investor Relations & Portfolio Support team in 2017. Prior to Partech,
in Lyon, Tanguy founded Startsquare, a one-stop-shot for deeptech projects and
technology transfers. He also worked for B2C and B2B start-ups. He graduated
from EMLYON Business School.
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Why
Why do big companies want to
work with start-ups?
1. Branding
Start-up is the new cool and every aspect of
branding is concerned by this trend.
A. Employer branding
High potentials are attracted by innovation but also
by the new ways of working and inspiring work
cultures startups most often offer. Being able to
hire new talent and keep good collaborators in the
organization is a motivation for corporates to have
a strong connection to the start-up ecosystem.
Partech’s developments in 2017 actually
underline this aspect of corporate engagement:

We launched a Pre-Seed Fund dedicated to
the Paris-Saclay area, which hosts France’s
top 10 engineering and business schools, and
10 corporate LPs backed it. These LPs know
that these elite students might not all wish to
apply for roles in a large company and may
well be attracted by the idea that these
corporates were concretely engaged with
and responsible for the promotion of
entrepreneurship and young businesses.

Techstars Paris was launched at the Partech
Shaker, and these guys ran their first French
intrapreneurial and mentorship program
along with Total, Accor, Airliquide, FDJ,
Gefco, Groupama and Next 47.

B. Shareholders of large groups are re-assured to
know they have invested in a company that is
involved with new tech and start-ups
We have spoken to CFOs and financial
communication
professionals
from
large
multinationals about this topic and the end
message is quite clear. It is vital to communicate
about a large company’s investment in start-ups
(through VCs, CVCs or other vehicles) and its level
of awareness of new trends, not as a way to
influence or have a direct impact on share price,
which is much more linked to mechanical and
financial measures, but as a way to show that the
business is not out of touch. This is pure branding.
It can help show that the company is interested in
new
managerial
trends,
in
promoting
intrapreneurship, in bringing on board new
solutions that can, eventually, have an impact on
share price.

C. Service provider branding
Start-ups are companies with needs so they’re
potential customers of B2B services. There’s a
large number of start-ups, so that means there’s a
large number of new prospects for corporates to
target with their services. What’s more, some of
these young companies have huge growth potential
so they can later become key accounts.
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“

Branding is an important and undeniable motivation, but it can’t
be left alone.

Branding is an important and undeniable
motivation, but it can’t be left alone. Corporates
know this well and one of the reasons for them to
connect with start-ups is to source new customers.
This business savvy approach builds a service
provider brand that is positive and healthy for their
image in the industry.

BNP Paribas openly states that one of the
objectives of their investment in Partech funds is to
attract new businesses to their b2b financial
services offering. They have a range of services
tailored for young businesses and teams that are
dedicated to these accounts. These services can
range from loans, to bank accounts, from
insurance, to internationalization.

Branding therefore is an important and undeniable
motivation, but it can’t be left alone. Were it the
case, we would be dealing with the so-called
“start-up washing” syndrome, a company hastily
chasing after start-ups just for the show and the
apparent cool kid credits. This can’t last long if
there is no deeper interest for the group and
support from both within and outside the company
will disappear. It will also, eventually, deeply
damage the corporate’s brand. If the only answer
to the “WHY?” question is image, if there is no
desire for concrete conversions and results, the
company will lose time and money, and eventually
face.

As an example, Google Cloud, AWS, Microsoft
Azure, Oracle Cloud have all adopted very similar
approaches: they offer cloud credits and business
introductions to their own rostrum of clients for
start-ups that need to grow and that have evolving
and promising hosting needs. We have worked with
all the aforementioned providers and the aim is a
clear win-win: they attract new customers with
growth potential, start-ups have access to
discounted services and valuable business
contacts.
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2. Knowledge & Operational
Excellence
Build awareness of the dynamics of start-ups
and not become old-fashioned.
A. Strategy modernization and intelligence on the
economy
Behold Uberization! This concept has now become
an almost boring stereotype but it does at least
define the type of disruption corporates don’t want
to miss or misunderstand.
Large corporates understandably believe some
new trend will arrive that might put their business
in jeopardy or help it in a revolutionary way so they
don’t want to miss the next big thing (we all
remember the infamous Kodak case).
The truth is, general knowledge of disruptive
business models, even in verticals other than your

own, can turn into a great asset for your own
business regardless of whether the industry you
work in is being currently disrupted or not.
For strategy teams and Executive Committees
(Excom), knowledge provides foresight into the
innovation lying ahead of the business. The past is
full of examples that we won’t go through again
here, of how industries seemingly safe from
disruption have been influenced by collateral
innovations. It’s always wise to be watchful over
what’s next and many corporates have had this
intuition.

This is almost a Linkedin-meme now!

For example, Alliance Ventures (Renault-Nissan-Mitsubishi) has shown interest in
supply chain management and logistics software to optimize the production planning
and scenario forecasting techniques. A team of Alliance Ventures experts had a series
of work sessions with the Partech team to go through the most interesting companies
we could scout. We categorized them based on maturity of the company and relevance
of the solution for Alliance Ventures’ specific needs, related to their enterprise 2.0
innovation territory priorities.
Carrefour has been looking into subscription-based business models for fast moving
consumer goods (FMCGs). Again, if we cut back to basics, Carrefour is a global
supermarket chain, they manage physical stores from local to hyper and online sales
channels, they’re not in a subscription-based industry. However, and quite rightly, they
have been very keen to learn more about this relatively new trend starting from petfood, baby-care and beverages as this has huge impacts on consumer buying patterns
for products that have traditionally been sold by supermarkets.
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The risk may be to fall into a FOMO (fear of missing
out) attitude here, and this is actually not too far
from the case when:
— The company’s strategy is not perfectly
defined, so neither is the scouting scope.
— The “Teenage Sex” technologies scenario
arises: “everybody talks about it, nobody really
knows what it’s about, everybody claims to be
doing it, nobody really does it, everybody thinks
the others are doing it”! Typically blockchain.

B. Excellence of the workforce
Feeding your workforce with good knowledge and
general culture is always good for any company.
Connecting to start-ups, making your employees
aware of what’s going on and involving them in
start-up events are all ways to help renew or at
least update your company’s culture and not make
it feel like a has-been. It’s also a means to
differentiate against competitors and to inspire
people in their daily jobs.
We know this seems obvious, but we still know of
and meet some business units in large companies
that won’t even meet a relevant start-up because
they don’t really see the need or the point. This is
actually understandable from their point of view as
they might not be measured on these activities
which can take time away from their core duties
and responsibilities they’re expected to deliver.
We’ll get to this point later when talking about
objectives and key results.

C. Operational excellence: be able to integrate new
tools and methods
You don’t have to be focused on your core business
to take advantage of what start-ups can offer.
Looking to work on internal operational excellence
with the support of start-ups is a very good
exercise for organizations because it can help save
money and time and allow corporates to focus on
their own core business. New tools are available,
let’s use them!

A first sign of maturity of a corporate is the ability
to understand and adopt B2B enterprise solutions
for themselves. It’s not an easy step as it requires
good general knowledge of the business and the
new tech available and an open-minded corporate
culture.
We must also mention the difficulties in dealing
with legacy constraints coming from the likes of IT
and legal departments, security rules and the
understandable concerns related with working
with a very young business.

Econocom, a global B2B services leasing company,
has adopted Idecsi, a cybersecurity solution that
protects the executive committee’s e-mails. We
to
the
digital
presented
this
start-up
transformation team that subsequently proposed
it to the internal IT team. This is not a solution they
were looking for as a reselling opportunity, but as
something they needed to improve their internal
security measures.

BNP Paribas has been using a tool that supports
corporate events by facilitating the engagement of
participants, making it easier to ask questions, post
comments, interact with the speakers and audience
and follow satisfaction levels through surveys.
This has been instrumental in increasing the level
of productivity of meetings and events, reducing
the amount of time in meetings, and improving the
output and definition of action points of corporate
events.

La Française Des Jeux has solved its need for
talented developers and tech freelancers by
resorting to a start-up that manages a marketplace
packed with these profiles. This has allowed La
Française Des Jeux to attract a type of worker they
would have certainly missed had it not been for this
marketplace.
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Partech has been investing in several B2B solutions over the last years, and these companies are the first to
be connected with our network of corporates, as big organizations are willing to test and implement innovative
solutions for Operational Excellence.

Designs
and
implements
blockchain data structures and
specializes in the development of a
blockchain ecosystem for know
your customer purposes and
digital identity. Their proprietary
software stack is designed for
real-world requirements, and
they’re already working with
numerous banks.

Provides a big data securitybased data mining solution which
employs data anonymization by
design and masking. The solution
is implemented by big corporates
in many verticals such as finance
or health.

Is a web-based, mobile-enabled
job matching platform. It allows
recruiters to broadcast jobs and
contact
relevant
candidates
instantaneously,
using
a
algorithm based engine for
matchings. Qapa is working with
many French HR units.

3. Competitiveness
Being close to start-ups is direct scouting for
new tech and innovation in companies’ core
businesses.
If a corporate’s answers to the WHY? Question is
“to stay competitive”, this should mean that they
have identified their strategic and innovation
priorities. Usually therefore, we’re talking about
corporates that are further down the learning
curve and that have already taken the first two
steps we’ve just explained (branding and
knowledge).

Corporates often have internal scouting teams
which work on their own or through VCs to find
interesting companies.
At Partech we help our corporate LPs gain access
to entrepreneurs willing to talk to them about their
companies and new technologies.

Large groups need to stay competitive in their core
businesses. To them, relevant interactions with
start-ups are key to rapidly learn about upcoming
competitors or core tech providers, and this
intelligence is very valuable to them.
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For example, we’ve supported many interesting
businesses that illustrate the role start-ups can
have in the redefinition of markets, and the need
for awareness on behalf of big players.

Alan was the first company to register as an
insurance in France since the ‘80s. This is
revolutionary news for classic insurers, and CNP
eventually co-invested with us in 2016.

As a current account provider, Nickel - thanks to a
new distribution channel which provides unrivalled
access to customers - was opening 30,000
accounts a month, which is more than all the other
banks in 2016 in France combined! This is what
motivated BNP Paribas to acquire them in 2017.

Ekim is able to prepare a high-quality pizza every
30 seconds, 24/7. That’s way faster than fast food
chains!

Foxintel, the Nielsen for e-commerce, has more
than 1.5 million people in their e-commerce study
sample. That’s better than any market insight
provider, including Nielsen itself!
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What
What can big companies do with
start-ups?
1. Exposure to start-ups (Branding
and knowledge)
A. Quick win & easy activities (Branding)
Attend events, as speakers or as stand owners:
this is the most basic thing a corporate must do.
i. Beware, as this can be a waste of time if no aim
is clearly set out before participating. The idea
should be to find contacts that can be followed
up, so some homework needs to be done before
the event to know which start-ups will be there,
who will be speaking, if there are any one-toones...basic stuff!
ii. Big events are great, such as CES, Hello
Tomorrow, Mobile World Congress, Noah,
ShopTalk,
Slush,
SuperNova,
Vivatech,
Websummit but they can be a bit overwhelming
unless you prepare them well.
iii. It’s a good idea to target smaller and very wellorganized ones too (there is an endless amount
so it makes sense to look for sector specific
ones such as Finnovate, SaaStock, etc.)
Sponsor start-up challenges which provide prizes
(usually monetary) to the participating start-ups.
This is good branding as it puts corporates in the
spotlight simply for financing the initiative. A good
example in France is the Grand Prix de L’Innovation
which takes place every year, sponsored by the
likes of La Francaise Des Jeux, Total and Engie.

B. Internal culture
(Knowledge)

and

knowledge

formats

A great way of engaging the company’s workforce
and exposing the relevant people to the
opportunities and enthusiasm that start-ups can
bring, is to actively join workshops or events. This
helps companies build a more open culture towards
collaborating with start-ups and can support the
build-up of valuable knowledge on new tech,
business models and work methods.

Keynotes: invite founders to pitch in front of a
well selected audience

Partech hosted a seminar on retail, e-commerce
and marketplaces specifically tailored for
Partech’s relevant portfolio companies, with the
support of Unibail-Rodamco-Westfield. Many
founders presented their views on key topics and
employees
were
Unibail-Rodamco-Westfield
amongst the audience. Two senior managers from
Unibail-Rodamco-Westfield presented their views
on the future of offline and online retail and the
exchanges with the founders of companies such as
ManoMano, Frontier Car Group, Made.com, Zeel
and NA-KD, amongst others, were extremely
detailed and interesting for all involved. This
contributed to building the Group’s reputation as a
valid partner to work with and many of the UnibailRodamco-Westfield team members who joined
learned a great deal about these new promising
businesses, which could become clients and
partners.

L’Oreal organizes Digital Acceleration Summits.
Partech helped them organize these by bringing
start-ups that worked on pre-identified topics such
as marketing tech, beauty and on-demand
services. The founders of these companies
presented to around 3,000 L’Oreal employees over
the course of 2 days. The aim of meeting start-ups
and exploring business opportunities was achieved
and several follow-up meetings were set up which
led to real projects and contracts.
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Hackathons are now a slightly older type of
initiative and can seem, oddly enough, a little old
school but they can still provide interesting results
if there’s a clear plan of what can happen after the
hackathon is over.
Pernod-Ricard organized a hackathon during which
young founders were asked to come up with a new
way to target nightlife and the expectations of a
young target market. The Pernod-Ricard
employees involved were surprised to see the level
of commitment and drive of the start-ups, which
even brought sleeping bags so that they could take
a quick nap during the night and start working as
early as possible.

C. Sourcing: (Knowledge, Competitiveness)
In order for a company to be aware of what is going
on and know which are the start-ups that should be
tracked and followed, sourcing is probably one of
the very first skills that need to be mastered. The
quality of VCs can often be defined, amongst other
things, by the quality of their deal flow so it’s easy
to imagine how much time and care is taken into
sourcing. Corporates which intend to be in contact
with the best possible start-ups for their business
need to do the same. Here are some basics:
i. Inbound: if, from a start-up’s perspective, the
company’s reputation is attractive, it will be
easier to have a solid inbound flux of requests to
meet and work together.
ii. Direct sourcing: this involves a considerable
investment of time needed for attending events,
reviewing
data
bases,
contacting
entrepreneurs, always, always keeping a
lookout for new opportunities.

iii. VCs: this is what Partech’s corporate LPs do.
They invest in a VC to have access to its qualified
viewpoint on start-ups. Needless to say, we
believe this is a highly efficient way to learn
about new companies, opening a door towards a
depth and breadth of opportunities that unless a
corporate has its own CVC, it would unlikely be
aware of.

D. Hosting start-ups : (Branding, Knowledge)
By hosting we refer to actively managing vehicles
and business units that are responsible for the
sourcing, support, engagement, involvement of
entrepreneurs and their businesses. These units
are usually accelerators (which normally invest in
the businesses they accelerate and own equity) or
incubators (which don’t involve investments and
equity but represent a physical place where
entrepreneurs find all the support they need to
build the business in exchange for pilot projects,
POCs and possibly investments or acquisitions
further down the line).

Examples of this are Unibail-Rodamco-Westfield’s
“UR Link” and Lafayette’s Plug and Play which work
very well. Naturally, there are management teams
in place which are responsible for the management
and evolution of these units within the corporate
structures. There are clearly defined time tables
during the year which define selection times,
acceleration
programmes,
priority
topics,
investment criteria, follow-on strategies.
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2. Collaboration with start-ups
(knowledge + competitiveness)
Collaboration with start-ups is very hard to do for companies without appropriate scouting and screening of
start-ups (see section on sourcing). It’s intimately linked to good visibility from both sides. At Partech this is
what we bring to our LPs with weekly work sessions and dedicated connections made by our team between
our interlocutors within corporate organizations and start-up CEOs. We identify the best relevant
opportunities for each one of them and push them to reach business goals.
What can collaboration translate to concretely?

A. Proof of concepts (POCs)

B. Be a customer

First of all, there should be no such thing as a free
POC! It would set the wrong tone for the
relationship between a large corporate and a startup. Why should any business do something for free
for a client?! POCs can be a good way to access
early stage start-ups but it can become a pain if
you spend just as much time in converting it into a
contract.

C. Become a provider

(Start-ups as a market opportunity for early
customer acquisition)
Corporates can work for start-ups and have them
as customers by developing tailored offers. This
doesn’t just involve pricing, but a leaner and
dedicated business approach.
JCDecaux has developed Nurture, a specific
program for start-ups. The aim of Nurture is to
scale start-ups (at all stages) delivering fame and
familiarity through their billboards, posters and
digital screens and mentoring program.
Service providers such as headhunters, branding
agencies, tax and legal support firms and many
more contact us every month to work with our
portfolio. The idea is always the same: catch clients
early and keep them as they grow.

(This can help operational excellence and
competitiveness)
This is one of the ideal scenarios as it means that
a start-up offers a product or service that a
corporate absolutely needs and at a scale that is
ready for a large scale roll out. Each time we see
this happen between our Corporates LPs and
Portfolio Companies, we’re very happy at
Partech, and here are some examples (among
dozens!):
Renault uses Brandwatch for social media
monitoring.
RATP asked Destygo to create a customer
support Chatbot.

D. Become a partner
Start-ups can be business partners for large
companies and offer service and technology
bricks which can complete an offering or provide
a
new
competitive
edge
(meets
the
competitiveness criteria mentioned earlier).
Accenture and Foxintel teamed up to offer Fnac
insights into some business that was leaking to
Amazon.
Groupama and Sensee formed a partnership to
build on Groupama’s health insurance package.
Edenred and Ornikar found a way to work together
to enhance Edenred’s employee benefits platform.
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3. Investments & M&A
(competitiveness)
This is a different ball game and can progress in parallel with business development activities. Some
companies just invest, some just look for business with start-ups, some do both. This is usually a larger
financial commitment and as it’s more well-known territory for businesses, there are normally clearer
objectives and deliverables. You can’t test and learn as flexibly as for business development though. It goes
without saying, that as in any investment initiative, diversification and spreading of risk is always strongly
recommended: one bad - or good - investment is not representative.
A. Investment
The idea in this case is to scout and flag core tech
or a potential competitor at an early stage. It can
mean being on the board although not necessarily
(the start-ups might prefer it this way), but it in any
case means having direct access to what the
identified business is doing and how it progresses
over time. It’s important to remember that this
type of operation is probably a much bigger deal
for the start-up than it is for the corporate.

Airbus and JCDecaux invested with Partech in EPeas, an energy harvesting microchip provider.
JCDecaux and Airbus dedicate expert teams to
assess all the possible use cases of this new
technology in their core businesses to harness all
the potential of this investment.

Econocom invested with Partech in Kartable
which helps school students prepare for their
exams by providing online resources and
contents. This is very interesting for Econocom’s
education business.

Edenred invested with Partech in LuckyCart, a
promogaming business that allows end users to
play and bet the amount they have spent for their
online (and now offline) shopping basket and,
according to the chosen risk profile, win a % of or
X times the basket value. Edenred was interested
in this deal as it represents an opportunity for its
prepaid, b2b2c, cards business, alongside an
interesting service for the retailers in their
network.

CNP joined Partech and co-invested in October (ex
Lendix), the largest direct lending platform for
SMEs in continental Europe.
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B. Acquire a disruptor in your industry

C. Acquire a core tech provider

If you can’t beat them, join them! These
acquisitions are not necessarily driven by fear, but
by the craving of an opportunity to add
technologies, client pools, solutions and features
that would take ages for a corporate to develop,
and that could lure clients away both today and in
the future. Furthermore, these acquisitions can
pre-empt and block competitors from doing the
same. The risk is clearly to suffocate the younger
business but if kept separate and allowed to follow
its course, the benefits can be very interesting.

New talent is hard to attract for anyone, even more
so if you’re a large corporate with a rather dusty
brand, unattractive for the fresh stars coming out
of universities often heading for start-ups. This
means that it can be hard to develop new tech in
house, as the necessary skill sets might not be
there or might simply take time to develop. Hence
why acquiring a start-up for its technology is a
very common reason (it’s agreeing on the right
price for these deals that’s hard!).

Nickel was acquired by BNP Paribas. Nickel had
cracked the under and unbanked customer base in
France by using the existing newsagents’ network
as its physical outlets. End users could open a new
current account in a matter of minutes through a
slick KYC technology and access a debit card for
just EUR20. One of BNP Paribas’ competitors was
considering the same acquisition and so BNP
Paribas, which loved the opportunity, pounced on
the deal and closed it in a month. There is now a
new product called Nickel within BNP Paribas.

Pricematch, a revenue management software
focused on individualizing revenue management
for hotels, was acquired by Booking.com at an
early stage of its development.
Ingenico acquired ThinknGo which turns any screen
into an NFC enabled touchpoint. We had looked into
this investment opportunity but decided not to
proceed for go-to-market times and hardware
investment needs. For Ingenico however, this was
a smart and strategic move as they could develop
their NFC payment solutions with a new technology
they did not own in house.
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How
How to make it happen properly?
1. Align your whys and whats and
define clear objectives and key results
Define a clear strategy: we might be stating the obvious here again, but it’s fundamental to start from the
beginning!
— Answer the WHY before doing anything: if it’s just Branding, give up.
— Answer the WHAT. Prioritize your domains of interest and define what type of start-up you want to look
at. Also understand what geography, what stage, which sectors and verticals you’re interested in. Do you
want to invest, acquire, buy from, sell to, partner with?
— Set up KPIs that everybody must be aligned with. We observe different points of view between executive
committees and operational teams which leads to inefficiency.
How many start-ups
have been screened?

How much is the budget ratio
with all purchases of the group?

How many tests/POCs has
the company carried out?

How much money has been saved /
generated thanks to new solutions?

How much actionable feedback
was collected as a consequence?

How many start-ups
have become clients?

How many new business
contacts have been created?

How many meetings are needed
to transform the opportunity?

How long was the reaction time
from first contact to first decision?

How much has been
invested in equity?

How many operational
teams have been involved?

How many start-ups
have been funded?

How much money was spent on
business development with start-ups?

How many start-ups
have been acquired?

Once the project with the start-up is developed, and just like any other project, the KPIs enter what is
normally a corporate’s comfort zone:

New revenues

Cost savings

Time to market

Customer retention /
acquisition
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2. Equip yourself with the correct

tools, people and processes
A. Appoint the right people
The people in charge must have a good level of
seniority and power, a deep internal network and a
good general knowledge of start-ups and of the
firm’s business. These people can’t be senior
members of the team just waiting to leave the
Group while they do something considered cool but
unimpactful, neither can a junior profile have the
same resonance, reach and ability to engage
anyone when pushing for a start-up opportunity.
Ideally, this position must be a key stepping stone
for further promotion.
Chanel appoints people with a lot of experience and
a great internal network: finding new business
development opportunities is seen as a major
achievement.
The business development team at JC Decaux
answers directly to the Excom and has a powerful
position within the group.
The person in charge of business development at
Warner Bros in Europe reports to the Excom and is
a former Accenture consultant with extensive
general knowledge about the media industry.

B. Use the correct tools: dedicated SaaS tools and
databases
Internal communication and engagement of the
business development and operational teams is
vital and difficult. This is therefore a critical factor
that can make or break the success rate of the
corporate’s willingness to make real progress.
Luckily, there are some new software options and
rich databases that can help. There are many new
CRM tools designed for corporates’ relationships
with start-ups and these can greatly help share
information and engage the necessary people
within the business. There are also well-known
databases, where you can find plenty of
information about start-ups, such as Crunchbase,
PitchBook and Tracxn.

Beware though! No matter what software you use,
it can only be as good as the people who use it and
the information they share; don’t expect it to solve
anything on its own.

C. Create and implement internal method
Here are some best practices we’ve witnessed:
a. Simplified contract templates easy to access for
every collaborator.
b. Fast track processes for Procurement, KYC,
Legal, IT, etc. teams.
c. Ready-made documentation for start-ups
explaining the corporate’s constraints.
d. Rule to pay any start-up within 30 days.
e. Always allocate a budget for projects with
start-ups
— BNP provides a “sandbox database” of 100K
anonymized customers for start-ups to prove
and test their solutions before any
collaboration.
D. Set up the right processes
Suggestion 1
Job description and objectives and key results
(OKRs): the innovation team must be data-driven
and the KPIs we listed earlier must constitute the
foundations of the team’s performance review. We
sometimes discover that Partech has more data
about a corporate’s interaction with start-ups than
the corporate itself, and this is wrong! It is the
innovation team’s job to obsessively track
everything that goes on between the corporate and
any start-up it works with.
Suggestion 2
Business development-related OKRs must be
spread within the organization. Innovation can’t be
a nice to have and must be incentivized, which
means that middle management in every business
unit must be accountable for results in their
interactions with the innovation team.
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If this is not the case, a lot of the effort will amount
to e-mails they receive and never answer. One of
the biggest pain points for Partech’s corporate
contacts is the lack of responsiveness of concerned
teams when they have identified an opportunity,
been introduced to start-ups, committed to them
and owe them an answer.

Some of the best practices we’ve come across
show a commitment to excellence and drive for
results. JC Decaux’s business development team
systematically asks for feedback whenever the
operational teams meet start-ups so as to define
next steps and fine tune their own scouting skills.
As for financial commitments, BNP Paribas asks
everyone to pay start-ups within 30 days whenever
a deal is struck.

As one can imagine, choosing the wrong KPIs can
lead to disaster! For example, the number of NDAs
on its own can’t be a good idea as people will be
forcing NDAs just because it’s what they’ll be
measured against, but NDAs on their own don’t lead
to innovation and business development.

3. Choose appropriate governance
The following section is an analysis of the governance structures we have witnessed and worked with when
it comes to large corporates working with start-ups. We have listed them in order of maturity in the approach
and methodology of working with start-ups, and we described the necessary resources and potential
outcomes. The following set-ups can be with a local and international scope.

1

Only Excom involved
EXCOM

Pros

No need for internal onboarding, quick decision-making process, no extra resources
required.

Cons

Top-down approach so no vision from operational teams.

Challenge

You must be sure your focus is not business development, knowledge creation and
sharing. It can neither be branding as a corporate that works with start-ups.

For a VC

Similar relationship as an institutional investor, can be very interesting for one-off
exit opportunities, difficult to push business development for the portfolio.
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2

3

CVC

EXCOM

CVC

Pros

Very clear answers to the why, what and how questions.

Cons

Limited business development projects as relationship with start-ups is filtered by
VC criteria. No operational excellence and knowledge generated for the operational
teams as this set-up is focused on the core business. CVCs rarely build an attractive
brand for the corporate wanting to work with start-ups. This structure is also less
opportunistic and narrower in scope, so it’s rarer to reach an epiphany moment.

Challenge

You must be sure your focus is not business development.

For a VC

Great for co-investments and dealflow sharing, harder for business development.

CVC with Business Development missions
EXCOM

CVC

The difference with a classic CVC is the explicit will to push for business development.

Pros

It broadens the scope of possibilities with the start-ups you meet as you can turn
them down for investments but open the door for business development.

Cons

Scouting will still come from a CVC dealflow perspective.

Challenge

Don’t turn this into a quick fix if you have business development in your core strategy
(be honest with your WHY). Your CVC team has hardly a direct interest in pushing
business development work and may not be the most optimally positioned and
qualified to make it happen. Furthermore, this may restrict the opportunities for
start-ups falling in the investment scope. It is vital to set up business development
KPIs alongside those classically linked to investments.

For a VC

Good for co-investments, can be frustrating for business development with portfolio
start-ups as the initial promise in business development is rarely kept in full.
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4

CVC with an internal network of business development champions
EXCOM

CVC

Format where the CVC team is strengthened by a committee of operational team members who are open
minded towards, and driven by, business development, dedicating an agreed percentage of their time to this
mission. There’s also a measured deliverable that links the CVC arm with business development, and dedicated
people in charge of pushing the dealflow to the business units.

5

Pros

This is a CVC set up with a very concrete set of interests linked to the core business units
of the group. Business development from all over the organization is involved which
allows to capture a broader set of opportunities, including internal operational excellence
and adjacent value-added services. The link between a start-up and the corporate directly
involves the relevant people from the corporate.

Cons

This requires many resources, with specific skill sets, so it can be time consuming,
difficult to organize and expensive.

Challenge

Ability to separate business development and investment opportunities. This structure
gathers a very heterogeneous team so you need excellent execution and management and
even just meeting all together in the same place can be difficult.

For a VC

This is potentially the optimal scenario, as the same priority is given to both business
development and investment KPIs. The difficulty for us is to understand and determine
what’s truly at stake when connecting this type of team to a founder.

A Strategy and Innovation Team reporting to the Excom
EXCOM
Innovation

Pros

Agile and independent, has reasonable liberty to test and learn. Good for branding and
can also become the promoters of new culture and operational excellence. This structure
is usually only focused on innovation and business development, so is able to push
opportunities to the organization because it sees the value.

Cons

Can sometimes be too exploratory and waste time / harm branding / not do anything
concrete, which basically means not having a clear WHAT in mind. It’s very difficult to
push projects if there is no support from the entire organization (OKRs, culture).

Challenge

Make sure you have the right people involved. Senior and open minded enough, with the
right internal connections, endorsed and supported by the Excom. Make sure there are
OKRs for everyone, with enough resources to deal with the whole dealflow, and with a
budget (to pay for POCs and kick-off projects).

For a VC

Most common situation for us. Great for business development awareness and reactivity,
good engagement but not omniscient and self-sufficient when it comes to filtering startups. They either need help from us or internal experts, or both.
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6

Innovation teams per business units
EXCOM

Innovation

7

Innovation

Innovation

Pros

Usually self-sufficient and well-informed teams focused on business development.
They have a deep knowledge of the business units and are decision makers for
business development.

Cons

Only involves one part of the organization.

Challenge

Being able to have good permeability between the different business unit teams so
as not to lose opportunities and knowledge which can lead to being siloed.

For a VC

Relevant and quick feedback, ability to push companies we share, but a narrower
scope than with other set ups.

Accelerator model
EXCOM

Accelerator

Pros

Great for branding, knowledge creation, start-up culture and sourcing. Gives access
to start-ups very close to the core business of the corporate. This solution also
allows you to define the rhythm of interactions.

Cons

This is usually physically and geographically limited. It’s also hard to give up the
criteria you defined for the accelerator when it comes to ad-hoc business
development opportunities.

Challenge

Don’t turn this into a quick fix if you have business development in your core strategy
(be honest with your WHY). It is unlikely that your Accelerator team will have a direct
interest in doing business development work and may not be the most optimally
positioned and qualified to deliver it. This solution could also restrict opportunities to
the start-ups falling within the scope of the accelerator. One way to solve this is to
make sure you set business development KPIs.

For a VC

Possible co-investor and source of deals for early stage opportunities.
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4. Remember that start-ups are

not a commodity: work on the
company culture
Even if you have a very clear strategy and have
deployed the best possible governance to interact
with start-ups, all of this might not work as well as
it should if the right culture is not in place.
At Partech, we are in the privileged position to
understand and know both the corporate and startup perspectives, hence why we feel it’s important
to remember the following points.
— Beware of safari activities when it comes to
Branding and Knowledge. Feeding only branding
and knowledge WHYs, with no conversion,
becomes a “Safari” activity which is not a
sustainable and stand-alone approach. You will
waste time and money and give innovation a bad
name because you will turn it into an impalpable
nice to have. What’s more, start-ups will quickly
stop considering your company. This is already
happening: we see good CEOs who do not accept
every invitation from corporates unless they
see a clear benefit for their companies.
— Start-ups often feel they’re not considered as
proper companies. The risk for corporates in
this whole start-up “thing”, is to approach these
companies as if they were a commodity. Do not
waste these companies’ time, don’t forget that
they need to run businesses and respect their
own agendas. Win-win solutions are available
so it’s good to make an effort to find them.
Here is a short list of situations large corporates
should be careful about, with some dos and don’ts.
— Events: if you want to organize an event,
considering there are dozens of them, make
sure you invite relevant start-ups, provide
targeted content and business focused
networking and consider that the CEO will not
necessarily be available all the time.
— Sourcing: start-ups don’t grow on trees and
there isn’t necessarily a start-up that solves
your specific problem.

— POCs: pay them, always, and define the possible
outcomes from the beginning (you could turn
this opportunity into a sales lead which could
roll-out into a larger pilot project, and possibly
an investment).
— Start-ups as providers and partners: be
conscious of their agendas and delicate cash
flow situations.
— Start-ups as customers: adapt the packages
and offers (e.g. Nurture by JC Decaux) and give
them time to become big customers (e.g.
credits) and have an account manager dedicated
to them and their time frames.
— Investments: be conscious of the disparity of
their strategic importance between a large
group and a start-up, which is usually far
greater for the start-up. Moreover, some
companies might not want you to be on their cap
table for reasons related to their future growth
or existing investors.
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Conclusion
Instead of spelling out a traditional conclusion, we preferred to work on a summary table that crosses the
structures available with the key strategic objectives we described.
Objectives /
Structure

Branding

Improved knowledge and
Excellence

Competitiveness

(1) Only Excom
involved

- No specific branding

- For C-level employees

- Spot M&A opportunities

(2) CVC

- Corporate branding

- On core-businesses and
core technologies
- For CVC team and Excom

- Ability to flag core businesses and
core technologies

- Corporate branding

- On core-businesses and
core technologies
- Light general knowledge
- For CVC team and Excom

- Ability to flag core businesses and
core technologies
- Spot collaborations within the
dealflow

(4) CVC with an
internal network
of business
- Corporate branding
development
champions

- Deep understanding of
core-businesses and core
technologies
- Light general knowledge
- For the whole company

- Ability to flag core businesses and
technologies
- Systematic screening of business
opportunities within the dealfow

- Corporate branding
- HR branding
- Start-up-friendly

- Good understanding of
core-businesses and core
technologies
- Good understanding of
non-core-businesses
- For the whole company

- Systematic screening of corebusiness opportunities
- Ability to quickly adopt a
technology/service
- Screening of non-core opportunities

(6) Innovation
teams per
business units

- Corporate branding
- HR branding
- Start-up-friendly

- Deep understanding of
core-businesses and core
technologies
- Siloed understanding of
non-core-businesses
- Siloed knowledge

- Systematic screening of corebusiness opportunities
- Ability to quickly adopt a
technology/service with a bottom-up
and hands-on approach
- Screening of non-core opportunities

(7) An Accelerator

- Corporate branding
- Strong HR branding
- Strong Start-upfriendly

- On core-businesses and
core technologies
- For the whole company

- Ability to flag core businesses and
technologies, even early stage

(3) CVC with
business
development
missions

(5) A Strategy and
Innovation
team

As a last message, be coherent with your answer to the WHY and build your strategy around that. There are
preferable set-ups according to what you are aiming for and your ability to deploy. Internal resources and
mindset are key, but you’re not alone.
At Partech we believe that a good VC should help start-ups and corporates all along the way. Whatever
corporates want to do with start-ups and vice versa, working with a good VC will help. With corporate
investors in all of Partech’s five funds, that span globally from pre-seed to growth, we’re involved in every
step we’ve described of the corporate and start-up relationship and have built a wealth of valuable
experience. Moreover, we work with all the possible governance structures and configurations presented in
this paper, and it is often a question of finding the right mix of resources and synergies.
Further good news is that start-ups are more and more prepared when it comes to working with corporates,
and we have seen the arrival of experienced key account managers, often coming from industry backgrounds,
dedicated to larger groups.
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san francisco | paris | berlin | dakar
For further discussions, please feel free to
contact us at
bizdev@partechpartners.com
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