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  מחלקת המידענות של מעלה מגישה לך 
  את קידמת הידע העולמי 
  בתחום האחריות החברתית של עסקים ((CSR     

Toolkit - developing or enhancing an employee community engagement programme





1. Fundamentals

The benefits of employee community engagement programmes are three-fold bringing advantages to the business, the volunteers and the communities in which the projects are in operation. Some of these benefits are indicated below:

1. The business case for business leaders: 

· Proven to help businesses to attract and retain the best staff 

· Increases the attractiveness of the company to the best potential recruits 

· Develops the skills and competencies of employees 

· Provides a tested complement to existing training and development programmes, with the element of reality not regularly found in classroom training 

· Develops personal skills in ways which can not be replicated on courses 

· Helps to build effective teams 

· Creates a sense of pride and a positive culture in the company 

· Enhances the reputation of the corporation within the local community and beyond. 

· Enables companies to forge international links wherever they operate. 

· Another means of demonstrating that the company is serious about its corporate social responsibility and about enhancing its licence to operate 

2. The benefits for volunteers:

· The satisfaction and motivation of doing something worthwhile 

· Can help workers to develop new skills and enhance existing ones 

· Helps to build employee relationships with other employees in the same department or across the company 

· Can help to meet a wider range of training requirements and tailored specifically to individuals’ career and development plans 

· Improves self-confidence and a sense of enthusiasm 

3. The benefits for the community:

· Brings new skills and energies to solve current problems 

· Helps to break down barriers and increase understanding 

· Increases the supply of volunteers 

· Complements often stretched or severely limited resources 

· Can help to get jobs done that would not otherwise get done 

· Contributes to social and economic regeneration 

· Transfers skills and competences to the voluntary sector 

· Depending of the social issued address, can help tackle community problems such as employability and educational of young people 

2. Planning your strategy: Building a local project

Time to plan a strategy that fits your community and business needs. 

Use this section to plan the first steps like finding out what’s going on already, to build your own business case and to consider the comparative advantages of different Employee Engagement programmes. 

When setting up a strategy you will need to define what does success look like for you?
· Number of countries active, number of employees active, feedback from NGO and community partners, and growth of number of employees active year on year may all be factors you will wish to consider collectively or separately… 

· In the longer term will the company use employee community involvement as a staff development tool? Does an existing relationship with HR already exist? 

· Does the company provide existing channels in which to communicate the programme effectively? 

· Do you know what you want to measure? 

3. Expanding into an international project

International companies with well developed community programmes in the UK are increasingly looking to extend the impact, both internal and external, of these programmes to other locations where they have operations.

This section is designed to help companies who would like to develop an international employee community engagement scheme.
Download: 2004 report on the status of employee community engagement in Europe (PDF)
3.1 International Business Case

For international companies there are additional factors driving these concerns:

· The need to integrate responsible business practice globally 

· The growth worldwide in employee interest in community engagement 

· The advantages of linking global community strategies and programmes to global marketing and branding themes 

· Translating global strategies into local actions 

· The need for global brands to make local friends 

· The critical need to understand local consumer and other stakeholder interests which will vary from country to country and region to region 

· The opportunity to build functional teams across multiple geographies 

· Competition for the best staff, building a skill base and developing intellectual capital on a global basis 

As you will see from the report in 2004, there are some common trends and benefits that employee community engagement projects bring across all countries. However, it is important that the national context, business culture, economic drivers, key social and educational issues and employment issues are taken into consideration to form a NATIONAL BUSINESS CASE which will be persuasive to senior managers, be written in the local language and be practically applicable. Ideally, where possible it should draw on national examples of good practice in this field, both with indigenous companies as well as local multinational operations.

You may want to develop the national business case with the local broker or other companies that will also be doing the same thing. The ENGAGE partners page can help you to find an appropriate match. 

3.2 What is happening already?

In the same way as with local projects, you may want to do a country survey of what activities are going on already before you start your new project. Remember that these activities may be unofficial so you’ll need to speak to a number of people in each office. It is important that existing activity is developed and not simply rejected in favour of a new strategy.

· Do you have existing themes that the company already supports? 

· Are there themes linked to your core business that are obvious choices? For example, a technology company may focus on the digital divide. It is important to ensure that these aims must be broad enough to operate effectively in different countries and this will need to be researched. For example, pro bono is illegal in Germany so a project which focussed on that would not be operable there. 

· What staff do I have to support me in the new country? 

· Do I have senior and operational level approval and support? 

· Have discussions taken place about the need for resources in the/a country? 

· Are there people in the/a country who will take this on? 

· Do I have an existing time off policy? Does this cover the whole Business? Remember in some countries time off during work hours may be less appropriate e.g. France 35-hour week. You’ll need to make a decision on how to go ahead. 

· What money is available? Has funding been agreed? 

3.3 What do you want to achieve?

The next stage is to formulate a clear idea of what you wish to achieve with your project. Some ideas are listed below:

· You may want to consider such factors as: the number of countries involved in the programme, the number of employees involved and feedback from community and company partners to assess the success of the scheme. 

· In the longer term will the company use employee community engagement as a staff development tool? Does an existing relationship with Human Resources already exist? 

· Have you identified which countries you are going to and do you have clear reasons why you have chosen those countries and businesses? 

· Does the company provide existing channels in which to communicate the programme effectively or will you have to develop these? 

· Do you know what you want to measure and how you will do this? 

3.4 Critical factors to consider

A number of critical factors can dictate the success or failure of employee community engagement programmes and these need to be addressed early on.

They include:

· An understanding of unique key social, environmental and educational issues in the country under consideration 

· The nature of the welfare state in the country in question 

· Precedents of such projects within specific countries and companies 

· The existence or otherwise of agencies or community partners able to advise and to facilitate engagement opportunities 

· The risks inherent in seeking to replicate exactly a successful UK programme, and being perceived as anglo-saxon neo-imperialism; 

· Lack of understanding about or acceptance of the company’s overall objectives on the part of local country management and staff 

· Any legal, liability or insurance issues which may be specific to the country 

3.5 Practical Steps

When you have decided what you want to achieve with your project we suggest that you follow these practical steps

3.5.1 Agree Core Elements

Agree the core elements of the home programme which the company intends to initiate abroad. These may, for instance, focus on pro bono-advice for law firms, educational projects for financial services, team-building challenges for any company, or for mentoring support to disadvantaged youth for professional firms. 

3.5.2 Negotiate with Partner Country/ies

Speak to contacts in the new country to ensure that they are positive about the project, have senior management support and are prepared to resource start-up and ongoing development. Budgets will need to be agreed; in some cases, the home country has been required to provide seed funding at the outset, until the programme has become sustainable and can be funded in-country. 

If more than one country is intending to begin operations more or less simultaneously, it is most advisable to bring together the managers who will be responsible for each country effort, to agree processes, budgets, timing, reporting and measurement, explore and resolve issues and build teamwork jointly.

As programmes grow and mature it is advisable to maintain such meetings at least annually.

3.5.3 Employee Questionnaire

It is necessary to find out what, if anything, is already happening in the company in the way of community engagement. Such initiatives need to be encouraged and can provide a core of individual enthusiasts to drive the project.

We advise the use of a simple employee questionnaire (sample below). This helps to determine how many employees have been involved in their local communities before, the issues they are interested in and the degree of interest in volunteering from across the company.

N.B. Be prepared for a nil return – this will signal the work which needs to be done to put a programme in place.

Download: Sample Questionnaire (PDF)
3.5.4 Find a Local Partner

Identify a local community partner with whom to develop and implement the programme. ENGAGE staff can advise on this and can support practically by facilitating initial meetings, providing additional capacity building, running workshops for community groups, and so on.

It is important at the outset to understand the terms and conditions by which the partner operates – some will be membership entities like BITC, others may operate on a contract or per-project basis. Their sources of funding will vary from government or foundation grants to corporate membership fees or some combination of these and other sources.

Agree with the partner organisation:

· the scope and nature of the planned programme 

· the issues that are relevant both in the community and to the company 

· the services the partner will provide, with a written agreement if appropriate 

· timescales and exit strategy 

· who are the key contact points in both organisations and their roles 

· measurement and reporting duties 

· costs and expenses 

· methods of communication with employees 

· insurance and liability issues 

3.5.5 Publicise your Project

Publicise the proposed programme internally, through intranet, company newsletter, posters and canteen leaflets as appropriate. Ensure that interested parties will know who to contact for further information.

It is important that any employee who expresses an interest is given a quick and positive response.
The next stage is to offer short information meetings for interested employees. It is advisable for senior partners in the company to attend these meetings to endorse the project and show their commitment to it. 

When the programme has started we recommend using the seven-step getting started guide and the communications guide attached.

3.6 Supporting an in-country manager

It is vitally important that the project manager in the new country is given adequate and appropriate support throughout the duration of the project. 

Below are some suggestions for how these managers can be supported and some advice that can be offered to these managers on training their participants.

· Firstly, it is very important to agree who in each country will have this responsibility. It should typically take up 5 or 10 % of the individual’s time but this should be monitored as the needs of a successful programme may demand more time 

· It is therefore important for the work that the in-country manager does on the community programme is formally recognised as part of their core job 

3.7 Support available from the brokers or other company practitioners

Local community partners or brokers will be able to provide many elements of support including:

· Introduction to the local NGOs, charities and schools with which employees may get engaged 

· Organisation of specific activities, such as mentoring opportunities, organising team projects, identifying individual volunteering opportunities and evaluating projects 

· Briefing the employees before they undertake their community action, so that they are aware of differences in culture, language, social attitudes and assumptions 

· Case studies of other company initiatives and experience; advising on how to use community engagement as an HR tool to develop personal skills and teamwork 

· Networking with other companies who are engaged in similar efforts, and helping to include the company in any collaborative actions undertaken by other companies 

· Making connections with other institutions in the country, such as government departments, local authorities, educational establishments and environmental bodies. 

· Building the capacity of host organisations to make best use of company skills, time and other resources 

Other company practitioners can provide support in a variety of ways:

· Sharing learning from their own past experience of community projects and providing speakers to do likewise. 

· Involving the company in collaborative community projects where a number of companies come together to address a specific issue. 

· Where country senior management has not yet fully bought into the programme, it can be helpful to have a senior executive from a practising company call and convince of benefits. If they are a supplier or client, this process is easier. 

Related Case Studies

· CASE STUDY: KPMG’s EMA CR Network 

3.8 Case studies of international implementation

Many international projects that have been successfully implemented in the past. Click below to download the document on translating global strategies into local implementation go to the related links for more case studies from companies.

Download: How to Translate a Global Strategy (PDF)
Related Case Studies

· CASE STUDY: Setting Up – Allen & Overy LLP, Shankari Chandran 

· CASE STUDY: Setting Up – Linklaters, Matt Sparkes 

· CASE STUDY: Setting Up – DLA Piper, Elaine Radford 

· CASE STUDY: Setting Up – Freshfields Bruckhaus Deringer, Michelle Milnes 

4. Improving employability of different target groups through employee community engagement

Employee Community Engagement covers a broad range of employee volunteer programmes which aim to benefit many different sectors of society. 

You can design a project specifically aimed at helping improve the skills for employability of certain groups in your community. These can be specific job related skills or soft skills which are not specific to a certain industry but which are commonly cited by employers as skills, such as communication, problem solving, which they value in potential employees.

The table below shows what is meant in this section by ‘employability skills’.

To find out more about employability programmes in Europe visit the Skills for Employability Laboratory page
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Figure 1: Employability skills model
4.1 The two delivery types of ECE programmes

ECE programmes can focus on a direct impact (direct interaction with the target group) or indirect impact (capacity building of community organisations). Both of these interactions can have a positive impact on employability skills. 
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Figure x Direct and indirect delivery of ECE programmes
4.2 Case studies of employability programmes:

Several projects have already gone ahead throughout Europe which help to boost the employability skills of certain disadvantaged groups in the community. Some examples are listed below but for a full list of examples please visit the Laboratory Case Studies Page
Project Shoreditch (UK):

The three partner companies of this programme (Deutschebank, Linklaters and UBS) put on ‘Employability Days’ where volunteers run workshops for local residents of all ages focused on interview skills, CV advice and the working environment. They also act as mentors in some cases to support the participant’s transition into work. 

Infoliceanul (Romania): 

Staff from Wittman & Partners volunteer their time to this project; a competition which challenges students to develop software in a range of areas such as web design, games and educational software. These advanced ICT skills are particularly valuable in the modern marketplace and they also have to consider the marketability of their software.

According to the programme’s evaluations 95% of the students have significantly improved their communication skills and 70% have significantly improved their technical skills as a result of this project. 

IBM Espana (Spain):

IBM volunteers conducted a course of workshops working on technological and personal skills including interview skills and CV preparation as well as some workshops on using specific software packages. The programme worked with early school leavers from a deprived suburb of Madrid. 

73% of youngsters who have completed their process at Semilla (the community partner) find a job according to their training while a further 7% find a job not related to their training.

Allen and Overy School partnership (UK): 

Volunteers from this law firm take part in a mentoring scheme and also put on: head to head interviews, an investigation into the world of work and a literacy day where volunteers facilitate poets, journalists and storytellers visiting the school for a day. 

The school’s GCSE exam results have seen a turnaround as a result of these interventions; the number of children achieving 5 or more A*-C grades including maths and English has doubled in 2 years. 

5. Evaluation of community projects

Evaluation is a very important part of the planning and implementation of your community project; we need to measure to manage. 
When you are setting objectives for your programme, planning your evaluation effectively is key to knowing at a later stage whether you have met those objectives.

Business in the Community has developed the CommunityMark, a new national standard which recognises business excellence in community investment. When planning your project and its evaluation you may want to consider the 5 CommunityMark Principles. Visit the CommunityMark to find out more.

To see a matrix that helps summarise and quantify the achievements of a community activity (or project), visit the London Benchmarking Group
When you are looking at a volunteering activity in particular, a good evaluation will allow you to gain valuable information about the motivations behind volunteering and which activities are most valuable, enjoyable and effective. A good evaluation process can also help practitioners to assess how they can improve the volunteering experience for their employees in future years. 

Employees, managers and host organisations may wish to keep a written record of their experience, which can serve as a summary and/or learning log.

Here you can find here some useful forms for starting an evaluation:

· CV and Skills form (PDF) 

· Self-assessment audit for development and learning (PDF) 

· Volunteer project outline (PDF) 

· Statement of objectives (PDF) 

· Interim review meeting checklist (PDF) 

· Work summary (PDF) 

· Final review meeting checklist (PDF) 

· Summary of achievements (PDF) 

· Project Coordinator Evaluation form (PDF)
Case Studies

Click on the links below for the toolkit case studies. Information on intenernational ENGAGE programmes can be found on the ENGAGE Key Cities page.

· CASE STUDY: Getting Buy-in up Front: DLA Piper 

· CASE STUDY: KPMG’s EMA CR Network 

· CASE STUDY: Setting Up – Allen & Overy LLP, Shankari Chandran 

· CASE STUDY: Setting Up – DLA Piper, Elaine Radford 

· CASE STUDY: Setting Up – Freshfields Bruckhaus Deringer, Michelle Milnes 

· CASE STUDY: Setting Up – Linklaters, Matt Sparkes 

http://www.engageyouremployees.org/toolkit/
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