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Foreword

Over the last 20 years community involvement (Cl) has evolved from an add-on
activity to a bona-fide line function with bottom-line accountabilities. Like any other
business line, it's expected to add value. For community involvement, however, adding
value means creating a win-win situation — increasing the returns on investments for

both the company and the community.

The challenge for CI managers — obligation even — is to establish rigorous and effec-
tive measurement processes. But Cl is about intangibles: relationships, reputation,

and responsibility. How does one measure a company’s performance in these areas?

The Center for Corporate Citizenship at Boston College and the American

Productivity & Quality Center (APQC) looked to the best companies in the field to help
answer these questions. We examined the performance and measurement systems of
our seven best-practice partners, identifying and deconstructing their outstanding

practices.

Measurement Dempystified: Determining the Value of Corporate Community Involvement
presents the findings of our benchmarking study and organizes the lessons of other
companies into a constructive framework for measuring value, rounded out with real-
life examples of these processes in action. It is our wish that you use this report for

guidance, reference, and, above all, inspiration.

Sincerely,

sy, Gt

Bradley K. Googins, Ph.D. Dr. C. Jackson Grayson
Executive Director Founder and Chairman
Boston College Center for American Productivity
Corporate Citizenship & Quality Center
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Preface

In 1998, The Boston College Center for Corporate
Community Relations set out with the American
Productivity and Quality Council (APQC) to identify
the most effective approaches to community involve-
ment. The resulting report, Community Relations:
Unleashing the Power of Corporate Citizenship, broke
new ground by establishing benchmarks for the field.
The study also revealed organizational weaknesses in
corporate community involvement. The most striking
one was measurement. Almost universally, corpora-

tions were struggling with how to determine the

impact of their CI programs in systematic and compre-

hensive ways.

Shortly after that report was published, the renamed
Center for Corporate Citizenship at Boston College
again joined up with the APQC to pick up where the
previous study left off. Our goal: to demystify the mea-

surement process.

Measurement Demystified: Determining the Value of

Corporate Community Involvement does that by incor-

porating the findings of our benchmarking study,

lessons from best-practice organizations, and the

insights and frameworks from leading thinkers. It is

a common-sense, five-step approach to measuring the

value of community involvement. This report is

divided into the following steps:

«+ Setting strategic goals

« Designing framing questions and measures that
provide answers

« Keeping records

« Measuring value using a system that works

« Revising and updating strategic goals

THE CENTER FOR CORPORATE

Along with instructions and advice for each step are
examples and data from leading companies. The
report emphasizes the importance of building mea-
surement into programs from the beginning to ensure
that results don’t slip by unnoticed at the end. We also
pay attention to one of the major sources of tension in
measuring the impact of community involvement:
how to balance the appeal of a rigorous approach to
measurement, which is often complex and resource-
intensive, with the appeal of a practical approach,

which is more open to criticism.

By following the guidelines in this report, and with
proper planning and a commitment to measurement
up front, community involvement managers will not
only know what is and isn't effective, they’ll be able to

demonstrate to others the value of their programs.

MEASUREMENT DEMYSTIFIED: DETERMINING
THE VALUE OF CORPORATE COMMUNITY
INVOLVEMENT

Consortium Benchmarking Study

Study Personnel
Steven Rochlin, director of research and policy develop-

ment, Center for Corporate Citizenship at Boston College

Platon Coutsoukis, assistant director of research and
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at Boston College

Leslie Carbone, research analyst, Center for Corporate

Citizenship at Boston College
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ABOUT THE CENTER FOR CORPORATE
CITIZENSHIP AT BOSTON COLLEGE

The Center for Corporate Citizenship at Boston
College, a part of the Wallace E. Carroll School of
Management, has 350 corporate members. The mis-
sion of the Boston College Center is to provide leader-
ship in establishing corporate citizenship as a business

essential.

The Center is world renowned for its Executive
Certificate Program in corporate community relations.
A thought leader, its “Standards of Excellence in
Corporate Community Involvement” has been
endorsed and adopted by leading corporations, senior
executives, community relations professionals, and

opinion leaders.

For more information, or to contact The Center, please
see the organization’s home page at www.bc.edu/cor-

poratecitizenship.

ABOUT THE AMERICAN PRODUCTIVITY &
QUALITY CENTER (APQC)

For more than two decades APQC has remained stead-
fast in its mission of working with people and organi-

zations around the world to improve productivity and

quality. A nonprofit organization supported by nearly

500 companies, government organizations, education-

al institutions, APQC:

« Discovers, researches, and understands emerging
and effective methods of both individual and orga-
nizational improvement.

« Broadly disseminates its findings through educa-
tion, advisory, and information services.

+ Connects individuals with one another and with the
knowledge, resources, and tools they need to suc-

cessfully manage improvement and change.

APQC has become a world-renowned resource for
process and performance improvement for organiza-
tions of all sizes across all industries. It provides the
tools, information, expertise, and support needed to
discover and implement best practices in a variety of

areas.

For more information, or to contact APQC, please see

the organization’s home page at www.apqc.org.
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STUDY SPONSORS

This consortium brought together diverse organiza-

tions with common needs for improvement.

The study’s sponsors are:
Arch Chemicals
Clarica

Compaq

Enron

Duke Energy

GPU Energy

Kaiser Permanente
KeySpan Corporation
NSTAR

SAFECO

Salt River Project (SRP)
Texas Utilities and Gas

Washington Dental Service

THE CENTER FOR CORPORATE

BEST-PRACTICE PARTNER ORGANIZATIONS
The sponsors of this consortium benchmarking study
selected the following organizations as best-practice

partners in the study.

The selection process involved evaluating the respons-

es from all organizations that completed a study
screening survey and comparing their measurement

initiatives with the best-practice criteria.

The best-practice partner organizations that partici-
pated in the study are:

3M

IBM

Petro-Canada

PPL

Prudential Insurance

Sears, Roebuck & Co.

Suncor Energy Inc.

CITIZENSHIP AT BOSTON COLLEGE
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I. Setting Strategic Goals

Our first charge in community resources is to do good, and after that

comes doing well. | want people to understand that our programs have

to have substantive social content, or they don’t happen.

As corporate community involvement evolves from a
side function to a core business strategy, firms are
under pressure to demonstrate that their investments
in the community are paying dividends. Yet, measur-
ing the value of what often boils down to as relation-
ships remains mystifying to most people in the field.
How does one even begin to calculate the worth of a
community outreach project or an employee volunteer
program? To answer simply: begin before you start.
Prior to launching a new initiative, decide what results
you want to achieve. It’s surprising how many compa-
nies don’t do this. Take the case of one large manufac-
turer that wanted to identify how its community
involvement supported human resource goals such as
employee retention and morale. After contracting with
an external research group to assess employee aware-
ness of and involvement in the company’s community
programs, it quickly became clear that the programs
had not made a difference. The CI department had
never intended to support HR, so it didn’t design pro-

Mary O’Malley

Vice President of Local Initiatives, Prudential

grams or allocate resources that might support HR
objectives. CI lacked a formal volunteer program. It
didn’t communicate its programs internally or solicit
employee opinions and concerns. Given this, it’s not
surprising that employees were almost universally
unaware of the company’s community programs and
did not know what the company stood for as a corpo-
rate citizen. In fact, external community representa-
tives knew more about the company’s efforts than its
own employees. For the small numbers who were
aware of the company’s efforts in the community, the
survey demonstrated a positive connection among
awareness, employee morale, and commitment to
remain with the company.’ The lesson from this story
is that community relations too often relies on luck
and “happy accidents” to create business value. Thus,
the most important part of the process of creating and
measuring value starts at the outset of planning strate-

gies, programs, and activities.

"Boston College Center for Corporate Community Relations. Executive Summary of Employee Assessment of Corporate Image and Organizational

Commitment. Boston, Mass. 1996.
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3M “In the spirit of 3M’s cor-
porate values, we seek to
build trust and enhance 3M’s
reputation as an innovative,
caring company. We support
and inspire innovation that
will strengthen education and
life in 3M communities
through active partnerships,
contributions, and volun-
teerism.”

IBM “To help people use
information technology to
improve the quality of life for
themselves and others.”

Petro-Canada “As a leader in
Corporate Social Respon-
sibility, we strengthen Canada
through strategic, innovative
community investment that

SUMMARY MISSION STATEMENTS

supports both the commun-
ity and our business. We do
this with: Integrity, Caring,
Accountability, Teamwork,
and Pride. In accordance with
our social vision, which
guides our Community
Investment activities, we
are investing our energy to
develop Canadian talent,
expertise and innovation
through education.”

PPL “Contribute to corpor-
ate earnings growth by
improving the economic
vitality and quality of life of
the communities we serve.
Strengthen PPL's positive
image to enable cost effective
operations.”

Prudential “To make a differ-
ence in our local communi-

ties by empowering them to
be Ready to Learn, Ready to

Work, and Ready to Live.”

Sears “Help make Sears a
compelling place to shop,
work, and invest.”

Suncor Energy “To maintain
and improve the quality of
life in society, particularly in
communities where its
employees work and live,

by investing in communities,
encouraging employee vol-
unteerism, and building
mutually beneficial relation-
ships with stakeholders.”

DEFINE IN WRITTEN POLICY STATEMENTS HOW
THE COMMUNITY INVOLVEMENT FUNCTION
WILL CONTRIBUTE TO BUSINESS GOALS

It’s possible to design community programs that serve
the business and have little or no benefit for communi-
ties. Organizations that focus first on achieving real

and positive outcomes in communities end up with ini-

These will take the form of strategic goals, which . .. .
glc 8 tiatives that optimize business benefits and create a

houl . . . . s
should specify their intended impact on the business sustained impact rather than a one-shot deal. The

and on the community. The goals should also work to . . .
following companies concentrate on making a measur-

shape plans, programs and activities. able difference in the quality of life for their key

communities:

2 THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE




GOOD PRACTICE COMPANY EXAMPLES

IBM: Through its work on Reinventing Education, IBM
is working to improve student reading, math and sci-
ence skills; enhance teacher training; and improve the
quality of school operations. At the same time, the cor-
poration has set ambitious goals to lead education and
school reform both in the US and abroad.

Prudential: Prudential has launched an initiative called
the Prudential Neighborhood Partnership to use a
holistic development approach to regenerate six dis-
tressed communities in the United States. The com-
pany’s focus is to be an effective change agent, which
promotes neighborhood development through resident

empowerment.

3M: 3M is actively working with county governments,

human service departments, and nonprofits to pro-
mote workforce development and welfare-to-work
programs in St. Paul, Minn., through the
Community Employment Partnership. The compa-
ny is also working to improve the quality of life in
St. Paul by supporting high quality urban design
through the Riverfront Corporation Design Center.

Petro-Canada: Petro-Canada’s program, Climate
Change Action: The Job Begins at Home, aims to
work with its communities to reduce household
greenhouse gas emissions. Also, to help answer
Canadians’ questions and concerns about cancer,
Petro-Canada made the largest donation to the

Canadian Cancer Society to fund its toll-free line.

PPL: Through its department of Economic Develop-

FIGURE 1
PRIMARY GOALS OF COMMUNITY INVOLVEMENT PROGRAMS
Telecom Insurance/ Chemical/ Other
Overall Utilities Finance High Tech Oil /Gas Sectors
Goals % Agreed % Agreed % Agreed % Agreed % Agreed % Agreed
1. Enhance reputation 97 100 100 100 75 100
2. Address community needs 87 75 80 75 100 100
3. Address company values 63 38 80 75 50 78
4. Respond to stakeholders 63 75 20 25 100 78
5. Preserve corporate license to operate 53 63 40 25 75 56
6. Address employee comm. needs 47 75 20 75 25 33
7. Recruit/Retain employees 37 ) 40 100 25 44
8. Augment client marketing 30 38 20 50 o) 33
9. Respond to government regulations 20 38 20 o) 25 n
10. Augment business marketing 13 fo) o) 50 5 o)
n=30
THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE




FIGURE 2
AVERAGE SCORES ON GOAL-
SETTING PROCESS
BEST REMAINING
ASPECTS OF PRACTICE BENCH
GOAL SETTING GROUP GROUP
Cl strategy meets the
needs of communities 3.63 3.00
There is a written
strategic plan for Cl 3.38 2.95
Cl goals align with
business goals 3.50 3.09
Continuous process of
improvement of Cl
strategy and operations 3.13 3.00

Scores are based on the following scale: 1=poor, 2=fair, 3=very good,
4=excellent

ment, PPL encourages corporations to relocate to PPL
territory thus bringing numerous job opportunities to

its communities.

Sears: Sears is helping to prepare women in chal-
lenging situations to enter the workforce through its
Fashion Takes Action program. With its recent com-
mitment to the American Red Cross National
Disaster Relief Fund, Sears has helped numerous
families get back on their feet after ice storms,

tornados, and hurricanes.

Suncor: Suncor’s community involvement efforts have
sought to develop relationships with the company’s
aboriginal communities to promote employment
opportunities and to increase the total value of aborigi-
nal business contracts. The company is also working to

ensure that the best health care is available for its

THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON

employees, their families, and the community in Fort

McMurray by supporting the Northern Lights Regional
Health Foundation.

SET GOALS

The Goal-Setting Process

By taking a rigorous planning approach to goal setting,
you place your company in a prime position to create,
measure and demonstrate value added to the business

and community.

Key steps to goal setting:

e Gather data

o Make choices

¢ Gain internal support

o Develop and test ideas

e Implement

Gather Data
Fundamental to good strategic planning is fact-based
management — collecting information that helps

managers make informed decisions.

Strategic goals should clearly define the anticipated out-
comes of the function. Figure 1 shows the study part-
ners’ strategic goals. These goals will be determined, to
a large extent, by the nature of the company’s industry.
In this study, for instance, partners in the high-tech
sector unanimously selected recruiting and retaining
employees as one of their top two community involve-
ment goals, whereas those in the chemical, oil and gas
sector unanimously selected “responding to stakehold-
ers” as one of their top two goals. Companies in the
telecommunications and utilities and in the chemical,

oil, and gas sector are more likely than others to set

COLLEGE



The Goal-Setting Process

The good practice companies in the study engage in formal data collection processes to set goals. This process

points companies to opportunities while helping them steer clear of potential risks.

Suncor Energy’s top executives and community relations managers assessed the new strategic direction of
its business and matched it with detailed consultations from key community stakeholders in its extensive
stakeholder research project. They designed this project to assess stakeholder opinion, to gauge business
impact, and to validate Suncor’s involvement in the community. By measuring gaps between community
attitudes and business intentions, Suncor could identify and anticipate issues of concern to the community,
assign priorities and leverage opportunities to meet stakeholder expectations, alleviate concerns, define and

deliver key messages, allocate resources, and establish performance measures.

IBM began a strategic redesign of its Cl function by conducting detailed surveys of employees, shareholders,

and customers, and linked this to the company’s developing business directions.

Sears surveyed each of its associates and organized focus groups with district and store managers to help
define a direction for the company’s community involvement activities. Understanding associate needs and
expectations, the CR department decided to adopt “volunteerism” as the unifying CR theme instead of
focusing on one or two specific issues. The company also utilizes several survey forms to document associ-

ate volunteer efforts in the community under the Sears Good Life Alliance.

Prudential goes through a similar process every three years or so to update its CR strategy. The CR depart-
ment convenes outside organizations into groups to help Prudential identify issues of concern. The depart-
ment also surveys internal stakeholders and organize focus groups of employees to decide where the com-
pany can best help the community. Surveys are also utilized to document volunteer hours and projects and

to assess customer awareness and support for Prudential’s community initiatives.

3M utilizes the feedback and advice of its 200 employees organized in Employee Advisory Committees. Also,
the company conducts broad surveys of its employees. It uses the results for planning purposes, and to
measure the reputation of the company with this critical stakeholder group. On occasion, 3M also asks a
research firm to survey the company’s reputation in the community and solicits the help of students at the
Carlson School of Management at the University of Minnesota to survey 3M’s grantees, competitors, and

community members.

THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE 5



“preserving the corporate license to operate” as their

primary community involvement goal.

These goals tell managers how the function will create
a mutually reinforcing relationship between commun-
ity interests and business interests. To do this, the data
collection process should be used to clarify two broad
factors:

« Community interests

« Business interests

One example of this idea comes from SAFECO
Insurance. Recognizing a need to increase insurance
coverage and financial services in low-income neigh-
borhoods, SAFECO designed a community involve-
ment initiative called Urban Initiatives. First tested in

three different regions, Urban Initiatives’ goals are:

« To increase SAFECO’s market share of policies writ-

ten in traditionally urban markets.

« To support community improvements in order to
reduce losses.

« To tap into women, minorities and ethnic popula-
tions for employee and agent recruitment.

« To enhance SAFECO’s reputation and build corpo-
rate visibility, enabling it to sell more policies.

The program is designed to meet the needs of the
business as well as the community. It fills a need and
provides a previously lacking affordable service. In
doing so, SAFECO is pursuing a strategy to enhance
the quality of life in key communities by adding to the
vibrancy of institutions, increasing the employability
and entrepreneurial opportunities for residents, and

promoting and increasing safety. At the same time, the

THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE

company is pursuing a strategy that it believes will cre-

ate a new, profitable niche market.

Data collection should shed light on the dynamics of
the business/community relationship, giving man-
agers perspective on the community’s needs and its
perceptions of how the company can address them.
Specifically, collected data should help to answer ques-
tions about the following:

« Attitudes: What are the attitudes of the community
toward the company? Are they generally favorable
or unsupportive?

- Expectations: What are the expectations of the com-
munity? What type of involvement does the com-
munity expect from the business?

« Awareness: How aware is the community of current
involvement? How does the community evaluate
this involvement?

« Needs: What are the community’s critical needs?
Where does the community suggest that the com-

pany can best contribute?

Focused data collection serves as an assessment of
external relationships. This differs from a traditional
needs assessment which might, for example, identify
that in certain key communities, crime and violence is
the most important issue, and in others, traffic and
growth are the top concerns. Looking only at this
broad needs assessment, a business may miss the
growing tensions and negative perceptions around
the company’s environmental impact, its lack of sup-
port for welfare-to-work, its record on equal oppor-

tunity hiring, or its non-existent leadership on the digi-



FIGURE 3
BALANCING COMMUNITY INTERESTS WITH BUSINESS INTERESTS

FINANCIAL COMPANY

HIGH-TECH COMPANY

Top Business Issues

Top Business Issues

« Diversification of the business

+ Recruiting and retaining talent

« Managing growth

« Global expansion

» Maintaining innovation

«+ Planning and response to potential economic
downturn

« Internet presence

« Building brand and reputation

«  Workforce shortage
« Global human rights

. Digital divide
+ Reaching markets beyond the “high end”
customer

« Becoming a global company
« License to operate

« Product safety

« Privacy

« Innovations and R&D

Top Social Issues

« Employee retention

« Economic trends and demographics and
expanding workforce needs

lending)
« Increasing disparity between haves/have-nots
+ Globalization
« Diversity
« Opportunities to brand company through
community involvement

« Increasing regulatory activity (e.g. CRA, predatory

« Building a strong brand
o “Silo-like” culture

« Being fast
+ Leadership supply — who is our next generation
of leaders?

« Increased competition — especially in the market-
ing/communications arena and especially in HR
recruitment/retention

Top Social Issues

. Digital divide

« Privacy in the information age

« License to operate

« Increased pressure from interest groups

« Environment

- Diversity and equal opportunity pertaining
to women and minorities

+ Globalization

« Community development in less developed
countries

« Human rights

« K-12 education

« Higher education and graduate schools

. Safety

« Crime

tal divide. It could also miss opportunities to form
strong relationships with key stakeholders that
encourage win-win involvement such as promoting
stronger schools, work force development, or eco-

nomic development.

THE CENTER FOR CORPORATE

Use data to align business goals and community needs
Once you have collected data from the community
interests and needs assessment, match it to your busi-
ness goals. Specifically, identify:

«+ Key business goals of important line and support

functions.

CITIZENSHIP AT BOSTON COLLEGE 7



« Longer term (two- to three-year) strategic goals and
key business or market challenges. This will spark
creative thinking about whether and how core busi-
ness issues link to community needs.

« External threats and opportunities that could influ-
ence, for better or worse, the company’s ability to

meet its business challenges.

Figure 3 provides examples of this type of analysis
from Boston College’s work with a financial company

and a high-tech manufacturer.

This process will show you how social issues affect
core business challenges. The financial firm in figure
3, for instance, will see how its workforce develop-
ment, growth, customer-base expansion and brand tie
into issues of diversity, increased regulation, and new
market development. The high-tech manufacturer
views the digital divide as both a core business chal-
lenge and a community issue because of its funda-
mental need to attract and retain skilled lineworkers.

Ultimately, this process helps the company identify

ALIGNING BUSINESS GOALS & COMMUNITY NEEDS
THREE EXAMPLES

One of Sears’ goals for community relations is to support its associates (i.e. employees). It has
worked to implement this goal by seeking the input and guidance of its associates to direct Sears’
involvement in the community. Sears conducts associate surveys to solicit their opinions on the
direction of community involvement and associates’ attitudes towards the company as a corporate
citizen. Community relations staff have pursued this with the blessing and support of HR.

HR understands and supports employee involvement in supporting its core business objectives.

At PPL, the economic development and community affairs department supports key departments
and business lines. This requires the department to convince other departments and business
lines to budget for its support services. The economic development and community affairs man-

agers seek support for their operations by demonstrating that their operations can add value by
leading to new business generation, protecting the license to operate, and supporting the develop-
ment of new services.

Prudential’s CR department has a formal relationship with the local sales department. They
work together to set goals and objectives for the CR department in terms of supporting and gener-
ating sales and to set the criteria for what constitutes a sale that CR could claim as a result of its

activities.

THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE




efforts to support the training and development of low-

income individuals and to enhance its relationships

with women-owned and minority-owned suppliers.

Make Choices
The data collected should

although these may become secondary priorities. This
process is both simple and adaptable. The graph can be
used, for example, to help managers review their cur-

yield a wealth of information
that will help you make deci- FIGURE 4
sions about your CI activities. - IS A
The down side is that the z 3 « Crime « Math & Science education
sheer amount of information 2 « K-12 Education « Workforce development
. o
can be overwhelming. o 2 « Teen pregnancy | - Literacy
T T

Sometimes the data points to > .

' ) e 1 - Permitting approval
obvious answers, but just as 2

. . i 2 3

often it presents multiple 2

. o x-axis
options. BENEFITS TO THE COMPANY

Value Assessment

One evaluation technique called “value assessment”
can help managers focus their own expertise to make
evaluative decisions. In this model, a manager takes
the information gathered and plots it on a graph (see

Figure 4).

The y-axis plots the issues that are important to the
community. The x-axis plots the issues that are impor-
tant to or would somehow benefit the company. The
upper right part of the graph identifies the issues
important to both. In this example, improved math and
science education and workforce development are criti-
cal needs. They also happen (in this case) to be key
issues of concern for the company. Supporting these
areas make more sense for the business than investing

the brunt of its resources in crime or K-12 education,

THE CENTER FOR CORPORATE

CITIZENSHIP AT

rent portfolio of community programs and test their
value by plotting how much a program adds value to
the community (y-axis) and the business (x-axis). Those
that are in the upper right quadrant have high strategic

value.

Gain Internal Support

Community involvement, generally speaking, does not
generate products or services that contribute directly to
the bottom line. However, it can work to support line
functions that do. Therefore, creating and then measur-
ing the value-added requires community relations to
form internal alliances with key departments and busi-
ness lines. It makes little sense to define a strategic

goal to support sales and marketing if managers in

BOSTON COLLEGE 9
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those respective departments are not involved and sup-

portive in the design of this objective.

Too often community relations departments will make
the mistake of setting strategic goals in isolation. For
example, a department specifies that it will support
HR goals around recruitment and retention without
securing the buy-in and guidance of the HR depart-
ment. In one instance, a company attempted to imple-
ment a program to support employee professional
development through volunteerism. Community rela-
tions tried to design and implement the program with-
out involving human resources. Not surprisingly, HR
did not understand the program, so didn’t endorse the
approach as an employee development tool.
Employees, therefore, were effectively discouraged

from participating.

In contrast, Petro-Canada’s National Community
Investment program (NCI) consults with individual
business units to determine how NCI can best support
their business goals and develop relationships within
their communities. According to Hazel Gillespie,
director of community investment, “The National
Community Investment Program is really a tool that
we use to support our business units by developing
stakeholder relationships.” NCI also works with
regional community investment advisory committees
to devise its strategic plan that outlines NCI activities,
the “expected return” on those activities, and the meth-
ods it will use to track its impact in the community.
There are currently four regional advisory committees,
whose members represent the business units in
Western Canada, Ontario, Eastern Canada, and East
Coast Offshore.

THE CENTER FOR CORPORATE CITIZENSHIP AT BOSTON COLLEGE

IBM employees in the CR department work collabora-

tively with the research and development department
to create new technological solutions to address critical
community and educational needs. When the CR
department is considering a new partnership opportu-
nity, the managers approach the research department
to see what products and services are currently in
development that might be incorporated into the new
partnership. Nonprofit organizations and schools that
partner with IBM therefore also serve as beta test sites

for new technologies.

Develop and Test

Your next step is to design action plans and, more
specifically, core programs and projects that will deliv-
er the outcomes set forth in the company’s strategic
goals. There is no straightforward approach to CI pro-
ject design. It requires the creative and often innova-
tive application of information and community rela-

tions resources. We recommend the following steps:

Screen project ideas against criteria

The value assessment technique can lead to win-win
projects, but it can also be expanded upon to allow for
a somewhat more sophisticated analysis and decision-
making process. This can be done by taking the core
strategic goals that have been designed through the
planning and data collection process and turning them

into a measurement tool.

For example, Diageo uses a Foundation Scorecard to
determine which projects to support. The process uses
the company’s key business-related and community-

impact criteria. Business goals include:




+ Build Diageo talent

« Raise corporate or brand reputation

« Provide leadership opportunities for company
and people

«  Meet external affairs and communications
objectives

« Build trade or business partner relations

« Meet brand objectives (where appropriate)

« Impact consumers

Community goals include:

« Address community need

+ Develop partnerships

« Leverage funding (i.e., the opportunity that the pro-
ject will obtain sustainable support outside of the

corporate grant)

Every potential project is evaluated against these crite-
ria. Managers offer their best analysis of whether they
expect that a project has a probability of success or a

high risk of failure.

Petro-Canada uses a similar system. It identifies nine
key strategic drivers (or key indicators, in their termi-
nology) for community affairs:

« Intensity of opposition

+ Previous negative incidents

« Regulators’ sensitivities

+ Compatibility with existing development

« Amount of new activity

« Reputation of company

« Management awareness

+ Level of community involvement

« Involvement of external advocates

THE CENTER FOR CORPORATE

For Petro-Canada, these key indicators drive the com-
munity affairs process and decisions about project
implementation. From these drivers, it produces an
assessment template to evaluate the potential value of
community projects. The criteria include whether a
project:

« Aligns with Petro-Canada’s social vision theme
(“development of Canadian talent, innovation, and
expertise through education”)

« Enhances Petro-Canada’s profile and generates good
neighbor relations

« Has growth potential with the possibility of a long-
term partnership

« Does not unnecessarily duplicate the work of anoth-
er organization

« Provides Petro-Canada with the opportunity to own
or brand the investment

« Links with some of Petro-Canada’s other commun-
ity investments to build synergy

« Provides opportunities for employee and family

involvement

Companies like Diageo, Suncor, and Duke Energy
make their strategic criteria explicit to community
stakeholders. This encourages applicants and potential
partners to submit relevant and compelling proposals.
Doing so can complement the ensuing decision-mak-

ing tool.

Issue a Request for Proposal (RFP)

More companies are borrowing from the private foun-
dation world by issuing RFPs. In the best of circum-
stances, RFPs can let others “innovate” for the com-

pany. In this model, companies define specific criteria
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“When we're looking at programmatic initiatives
that are branded but not necessarily along the lines
of the Prudential neighborhood partnership, the
evaluative criteria is set up at the front end of the
project. With our educational initiatives we're tak-
ing a look at questions such as, Have we seen any
improvements in the educational outcomes through
the children in the state? Have we achieved any
greater consensus on certain questions that are
before the public right now? For programmatic
goals for the foundation, we take a look at, What
were the activities achieved with this grant? Did
they meet the initial plans laid out by the proposal?
What else happened? Now I'm talking very general,
obviously, these have specific questions attached to
them. With our social investment program, the ulti-

mate questions are alive, of course, but we're also
looking at what the organization managed to
achieve with the funds that were loaned to them.”

Mary O’Malley, Prudential

in their RFPs, which are based on their strategic goals.

IBM uses this approach.

Encourage participation

Bring in key internal and external stakeholders for a
participatory brainstorming process, which will lead to
strategic, value-creating initiatives. Prudential has taken
this approach by working in close partnership with
internal line managers to design its cross-marketing

initiative. 3M has surveyed its grantees in order to
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improve its community impact.
Sears has worked with HR man-
agers and its associates to design
the “Sears Good Life Alliance” to
support employee interests. Suncor
ties stakeholder concerns into the
business plans of key units.
Another form of participation is the
practice of forming site-specific
community advisory panels (CAPs).
Arch Chemical, for example, uses
CAPs to focus and select strategic
win-win community programs at its

plant sites.

Use an intermediary or a vendor
organization

These can help companies define
goals and implement programs.
Sears has worked very closely with a
vendor organization to conduct
research and form its Sears Good
Life Alliance initiative. Suncor
worked with a vendor to design program activities that
support its reputation with key stakeholders. Petro-
Canada utilized external auditors to determine how the
company was meeting their “total loss management
standards” and to survey a wide range of stakeholders to

assess how the company was doing in the community.

Adapt, adopt and replicate programs
Pick programs and strategies that have the potential to

be replicated throughout operations and communities.



Enron used its overseas experience and growing expo-

sure to micro-lending programs to form Enron
Investment Partners, a for-profit venture capital fund
that supports small, minority- and women-owned busi-
nesses, often operating in distressed communities.
Prudential adapted its core competency as an investor
and created a social investment fund to provide below-
market rate loans to promising, under-funded nonprof-
it service organizations. IBM has replicated its
Reinventing Education program in 21 school districts

within the U.S. and seven countries internationally.

Design mission-critical programs

Approach the task of designing programs with two
complementary mindsets. First, design “mission-criti-
cal” programs. Second, test ideas before implementing

them on a large scale.

Mission critical programs support critical goals. So,
instead of treating philanthropic or volunteer pro-
grams as outcomes of the community involvement
function, regard them instead as tools to achieve strate-

gic goals.

In the early 1990s IBM faced a restructuring. An
analysis of the community relations function showed
that the company was giving $130 million a year in
cash grants in a variety of areas. Although the compa-
ny supported 