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1. FOREWORD

ne of the biggest challenges faced by communication

professionals — highlighted time and time again inarecent

Melcrum industry survey — is the need to make shrinking budgets
go further. Even those fortunate practitioners who don’t face budget
cuts are coming under increasing pressure to justify the department’s
current spending. But when talking to communicators who have felt
the squeeze of tightening corporate purse strings, three positive
outcomes emerge.

The first is creativity. As the saying goes, “Necessity is the mother of
invention.” Communicators who don’t have the luxury of generous
budgets are forced to find more creative ways of working and achieving
their goals. The second positive outcome is a more stringent approach
to planning and measuring results. If you can’t afford to splash out on
expensive campaigns and fancy resources, you need to plan and
prioritize carefully. You also need to work out exactly what’s working
and what isn’t, so that you can devote what limited resources you have
to the activities that really matter and are likely to produce the best
results. The third positive outcome is learning the power of persuasion.
Communicators who have to justify their spending and “win” additional
budget for new plans and projects, quickly learn how to sell the
communication department and demonstrate the value it brings.

Inspiring examples

In this report, we share some reallife examples of creative communication
on a budget; ideas on how to plan, manage and measure your
communication efforts; and ways to “sell” the value of the communication
function with a view to winning more budget — or at the very least holding
on to the budget you have. We believe these ideas will be valuable to any
practitioner with an eye on the bottom line. We hope you find creative
ways to adapt and use them within your own organization.

MW‘JS/\-LW‘@\U

Mandy Thatcher
Head of Content
mandy.thatcher@melcrum.com

@ Get more help online

You can find out more about Melcrum’s resources for communicators by visiting our website:

Visit: http://www.melcrum.com/
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To back up a request for more budget or defend
the existing one, you need to know exactly what
you’re spending — and what you’re getting in
return. But how can you tell if you’re spending
too much on communication? Angela Sinickas
suggests five approaches to weighing up the
cost versus value of your communication
activities.

Angela Sinickas is
president of Sinickas
Communications, Inc., an
international communication
consultancy specializing in helping
corporations achieve business
results through targeted
diagnostics and practical
solutions. For more information
visit: www.sinicom.com

ARE YOU SPENDING THE

RIGHT AMOUNT?

Weighing up resources versus outputs and outcomes

S —

You can compare your costs with others’ and hope you
don’t look too bad, or show the payback your spending
brings to your company.
Angela Sinickas

you’re probably not spending enough. To see if you're spending

too much, compare your costs with others’ and hope you don’t
look too bad, or show the payback your spending brings to your
company.

| f your management insists on increasing your budget each year,

1) Efficiency vs. benchmarks
Benchmarking your costs against similar costs at other organizations
can be useful — but only if you compare like against like.

e If you’re benchmarking costs, look for comparisons with
similar types of communication “products.” For example,
compare your publication with others that have the same
number of issues per year, the same number of pages, a
similar print run, and the same use of color and graphics.
Then calculate cost per printed page, per reader, per year,
as shown in Figure 1 (right). For other types of costs, such
as external PR, you might compare your budget as a
percentage of your company’s revenue to equalize costs
among larger and smaller organizations.

e If you’re benchmarking staffing levels, look for organizations
in your own industry so that factors affecting the need for
communication are similar. Service companies need more
communication than manufacturers. Organizations with
more units, products or locations need more
communication than their smaller peers, as do publicly
traded or heavily regulated companies. Staffing should be
compared not in absolute terms, but stated as the number
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of internal communicators per 1,000 employees, or the
number of PR staff per million dollars of revenue, or the
number of investor relations staff compared against market
capitalization. Also compare use of outside agencies or
freelancers for a more complete picture of staffing.

Staffing and budget comparisons need to include careful lists of
what work is actually accomplished with those resources. For
example, in one benchmarking study, a client’s internal
communication budget included a US$250,000 annual HR survey,
while HR surveys were not done by any other benchmarked
communication departments.

Figure 2 (next page) shows six different types of PR support that
one communication client provides to management during
litigation. Even though their PR staffing and budget levels were

Figure 1: Benchmark a flagship publication: Annual cost per page
per reader
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Figure 2: Benchmark what PR staff does (e.g., types of
litigation support)
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higher than for others in the insurance industry, they actually
delivered far more communication to their company, which has a
reputation for winning more cases than their peers.

Benchmarking sometimes starts with management’s
assumption that your organization should be at the low end of the
range for budget and staffing. But being somewhere in the middle
is often a better goal. I've seen many companies with very low
spending end up with sub-par results. For example, one employee
publication relied heavily on clip art and generic photos.
Unfortunately, those cheap illustrations conveyed inaccurate
impressions about the topics of the articles they “decorated,” to
the point that articles that were highly relevant for the audience
were ignored because readers assumed the stories were about
something frivolous. This company likely lost far more in unrealized
revenue than it saved in publication production costs.

2) Efficiency vs. effectiveness
Even when management asks for a benchmarking study to
measure a communication department’s efficiency, we need to also
compare effectiveness. One client for whom we conducted a
financial benchmarking study turned out to have slightly more
staffing and spending than any of their comparator groups. If that's
all we had measured, the end result might have been cutbacks.
Fortunately we were also able to compare this company’s
internal communication audit survey results with our database.
They not only exceeded the benchmarked norms on items like
understanding of key business topics or how useful various
channels were, but they even set some new high scores for the
database.

3) Cost vs. benefit

Another client was asked to reduce her entire communication
budget by 15 percent. The recommendation she presented to
management achieved the overall reduction, but without any cuts
for the monthly employee publication. When senior leaders
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questioned this, she used survey results to explain that 94 percent
of sales staff said the publication helped them talk more effectively
with customers. Management agreed that reducing the page count
could erode the company’s potential revenue.

Similarly, tracking results from communication staff time can help
you obtain more staff. For instance, you could track the amount
and accuracy of media coverage versus the amount of time spent
talking to different reporters. If you show that you get better
coverage from the media you spend more time talking with, that
could help you get more resources.

4) Resources vs. impact

Another way to examine if resources are being devoted to the right
purposes is to capture how much staff time or money is spent
communicating with different stakeholders compared against:

e How many times a year stakeholders receive contact from
your organization, or the volume of content (pages,
screens, hours) they receive. While this doesn’t get to the
outcomes of those contacts, it's a good “leading” indicator
of potential impact. If you don’t have frequent enough
contact with people, you can’t expect to influence them.

¢ How well key stakeholder groups say their communication
needs are being met.

We asked various communication functions at one client to track
how much time they spent creating different communication
products or events in terms of “full-time-equivalent” staff (FTEs).
We were able to compare FTEs versus total contacts per year and
other measures, to see how efficiently different communication
groups reached some of the same stakeholders. This helped
identify ways to avoid overlapping and to use the most efficient
distribution systems for all communications to those stakeholders.
Another useful measure of how well you're allocating your staff
resources is to compare FTEs by stakeholder groups against your

Figure 3: Total FTEs spent on stakeholder group vs. how well
execs say each group’s needs are met
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management team’s rating of how well they think each stakeholder
group’s needs are being met.

Figure 3 (previous page) shows an example where a “5” rating
by executives means that they think the stakeholder group’s needs
are being met very well. The three groups at the right on the chart
received fairly high ratings from management, yet took relatively
little staff time, so senior leaders would see these communications
as fairly efficient.

On the other hand, they might feel that the communication staff
is spending a lot of time on the needs of the two groups at the left
of the chart, but not getting sufficient results for that effort.

Having a perfect match-up on this chart isn’t necessarily good,
but it can be useful to know. For example, a savvy communicator
could make a good argument for adding staff to communicate with
business partners for this organization, since executives feel this
group’s needs are not being well met and there are relatively few
resources currently devoted to satisfying those needs.

5) Investment vs. return

No amount of spending on communication is too much if it brings
in more revenue or cost savings than it took to execute. Proving
the return on investment (ROI) for a campaign doesn’t have to be
difficult or expensive, but it does take forethought in planning.

For example, if you want to show the return of employee
communication on safety or external PR on sales, try a new
campaign with only a pilot group of your locations. If accidents go
down or sales go up far more in the pilot locations, you can show
the cost savings or revenue increases compared to the cost of
your communication approach as a highly favorable and
convincing ROI for the campaign.

Asking for more resources

All these approaches will help you manage your department more
like a business by focusing on how you’re dividing up your
resources in comparison to their outputs (efficiency measures) and
outcomes (effectiveness measures). Then, when you ask senior
leaders for more resources, you can show them what return they
can expect for their investment.
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Keypoints:

» Benchmarking your costs against similar costs at other
organizations can be useful, but only if you compare like
against like.

» Any assessment of the department’s efficiency should be
accompanied by an assessment of its effectiveness.

» If budget cuts have to be made, use research to show
management where cuts should and should not be made.

» An important element of a spending audit is tracking how
staff spend their time and if, based on the results, this is the
best allocation of their time.

This article is from Strategic Communication Management Volume 10, Issue 5



In 2003, following a rebranding exercise, Citizens
Advice in the UK had a new name for the
organization and needed a communication
campaign to help employees adapt to it. As a
not-for-profit organization, resources were
limited. Here, Simon Bottery explains how
success was achieved through careful planning,
utilizing internal resources and creativity.

Simon Bottery isheadot
communications at Citizens
Advice. He began his career in
radio journalism and magazine
publishing before working in
corporate communications for
Guinness and third-world
development charity ActionAid. At
Citizens Advice he heads a team
of nine people responsible for
internal communications, media
relations, marketing, events and
brand management.

REBRANDING ON A BUDGET AT

CITIZENS ADVICE

How Citizens Advice rebranded internally with limited resources

S —

has seven words, 17 syllables and is commonly abbreviated to

an acronym that has no obvious meaning and little recognition.
Until recently that was the case with the National Association of
Citizens Advice Bureaux (NACAB) — the national voice for
hundreds of independent local Citizens Advice Bureaux that
provide free advice and information on virtually any subject to
people in England and Wales. The acronym “NACAB” was little
known and proving a drawback in attempts to promote our work
and the work of our member bueaux.

| magine for one moment that the name of your organization

Why we changed our name

In an extensive brand values exercise we realized that NACAB and
local bureaux were seen as being very separate — the bureaux
were seen as providing advice while the national organization was
seen as carrying out policy and campaign work. However, most of
the public didn’t know about the policy and campaign work and
those that did found it difficult to see the connection with the
advice work. The name NACAB, without an obvious link to Citizens
Advice Bureaux, was part of the problem and it was also
contributing to an internal divide. Many of our member bureaux
said that although they understood and supported the policy work,
they themselves saw it as separate and distinct from their “main”
role in providing advice services. Like many organizations we have
some tensions between the “center” (the national association) and
our “operating units” (the bureaux). In our case this was made
worse by the lack of a common name.

Redefining our brand values

Our brand research had identified a conceptual “hole” in the
organization. We lacked a clear, simple rationale for why we do
policy and campaigning work as well as provide information and
advice. Without this link, people did not understand why they were
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fundamentally part of the same overall goal. The unifying concept
we identified was this: We’re not simply an advice agency, but
rather a problem-solving organization that helps people in two
ways — by providing advice and information to individuals and by
bringing about changes to the policies that caused those problems
in the first place. The name change gave us an accessible route to
discussion of this with staff, both in NACAB and bureaux.

Finding the budget for change

While the case for change was clear, finding the funds to do it was
far from simple. On one level this was because spare funds simply
didn’t exist — finding the money to change our name would mean
making cuts elsewhere. On another level, we were also dealing
with a “cultural parsimony” — if a bureau could provide advice and
information to thousands of people for less than UK£50,000 a year,
we had to show that we could be equally cost-effective with our
communication initiatives. In my experience, the cost of any
change is a key factor in the decision to make it, whether that’s
made explicit or not. By making a commitment to do the
rebranding project on a small budget, we were effectively taking
away one more barrier to getting the go-ahead. The budget for our
rebranding exercise — including research and development of the
brand concept, and the actual name change of the national
association — was limited to UK£35,000.

Lessons learned

To work within the confines of this type of budget we had to make
some difficult decisions and, in many cases, learn what we could
do ourselves rather than pay for outside expertise. What follows is
a summary of lessons learned.

1. Don’t scrimp on research
Research has accounted for well over half of the money we've
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spent to date on the rebranding exercise and name change. This
research has included the following:

» An initial focus group of staff and trustees to draft the
brand values.

» Focus groups and in depth interviews with staff in bureaux
to test these values.

» In depth interviews with key stakeholders, such as local
government officials/councillors and key funders — again to
test brand values.

» Quantitative research with 1,000 members of the public to
test support for the values, followed by a second shorter
survey with a further 1,000 to clarify findings.

» Quantitative research with 250 bureau managers to test
their support for the values.

» Structured phone interviews with bureau managers and
trustees on specifics of the name change.

» Away day for 15 key bureau managers to discuss how to
take the brand work forward.

» Discussions at staff and bureaux meetings.

Some of this research has been free — either run ourselves or
piggybacked on other research — but most has been paid for.
However, it's made the difference between success and failure.
Without the initial research we would probably not have identified
that we were seen as two distinct organizations. This was
particularly clear in the interviews with stakeholders but without
skilled interviewing and analysis we might have missed it. The
qualitative research also led us to make significant changes to the
brand concept after staff and volunteers expressed concern at
some of the initial values we’d devised. The quantitative research
gave us a real mandate for change. Results showing that the
public agreed with statements linked to our draft brand values
were enormously helpful in clarifying the inevitable discussion and
debate about whether those brand values should be supported.

2. Don’t scrimp on time with lawyers

We decided to initially adopt Citizens Advice as an operating name
rather than go for a formal name change. While this allowed us to
“try on” the new name to see whether we liked it, it also created
some legal complications. Identifying what we needed to do to
conform to charity and company law was critical.

3. Plan ahead and involve others

This is critical if you’re working on a budget. Knowing well in
advance what we were planning to do allowed us to, for example,
minimize the costs of reprinting stationery by running down stocks.
We were also pragmatic about when we actually launched the
name change. Although the official date of the name change was
January 6 2003, we allowed some bureaux to use the new
stationery earlier and others to introduce it later. As a result, we
ended up binning relatively little of the old stationery. Planning
ahead also gave us time to consult with staff. A team of “name
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change champions” from across the organization met regularly.
This created real buy-in for the change and helped identify
problems and cost-saving opportunities early on. The champions
helped find solutions to problems that the core project team
battled with.

4. Be pragmatic

If you don’t have much money, you have to be realistic about
setting objectives. For us this meant deciding at the outset that we
wouldn’t change the logo that NACAB shared with its member
Citizens Advice Bureaux. We have around 500 members and
2,000 service outlets and this change would have involved huge
cost and effort for them. If there was an obvious problem with the
logo we might have argued the case — but there isn’t and it has
high recognition.

5. Find affordable suppliers

Our brand consultancy and researcher were all individuals working
fran home. These people were good but they didn't come with the
substantial fee that larger companies need to charge. The downside
was that they were harder to find. We trawled the Internet and
consulted other organizations to find people who could do a job for
us at a price we could afford. In some cases we took advantage of
our charitable status to get quality work done at very low cost. For
example, the new visual identity for Citizens Advice — concepts,
artwork, and guidelines — cost us less than £1,000, compared to
market quotes of between £12,000 and £20,000.

6. Be creative

Sometimes we just couldn’t afford to do the things we wanted to.
We wanted to buy staff a gift to remind them of the name change
but unforeseen costs saw our gift budget drop substantially. We
dropped the idea of chocolate bars with branded wrappers and
bought chocolate coins in bulk, bagged them and printed up a
small card bearing the same message. The gift was waiting for
staff on the first day the new name was launched.

7. Decide what really matters

Like the gift, we quickly ruled out large chunks of expenditure that
would have been good but just weren’t within our price range.
Much of this desirable but impossible expenditure was on formal
communications — videos, booklets and CD-ROMSs to explain the
name change. In one respect this was beneficial — it forced us to
rely on people to get the message across and build support for the
change. On the other hand, a small budget forced us to use a lot
of paper. As a result it was sometimes difficult to convey the
enthusiasm behind the change.

8. Piggyback on other budgets

Sometimes we found research projects that we could easily tag
along with at little or no cost. Our quantitative research with bureau
managers was one of these. Another department had a survey
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already planned to go out and we just needed to add one page of rather than just an advice agency. This will be the real challenge of
questions adapted from our original public survey. We even got the  the change process.

results analyzed out of the originating department’s budget. Not a

free lunch, but at least a cut-price starter. Keypoints

9. Know what you’re doing

v

Research is key when it comes to a major communication

At the risk of stating the obvious, to plan and manage this kind of campaign — avoid scrimping on this.

project you really must have an underlying experience of » If your team is small, involve other people in the

communications, brand, organizational and project management. organization wherever possible. Appoint “champions” who

We have a small but strong team of communications staff and | can help support your initiatives.

was particularly lucky in having a project manager who realized the » Piggyback on other budgets. For example, find out about

need to create and standardize a visual identity as part of the name other research projects going on in the organization that

change process. If you don’t have all-round experience, you'll pay could also benefit the comms function.

for it. DIY rebranding is like DIY at home — don’t touch it if you » Accept your limitations. There’ll be some areas where a bit

don’t know the basics. of creativity can make up for a lack of resources. But
recognize when it’s time to call in an expert or you’ll end up

10. Accept that the process never ends paying more further down the line.

We've defined a robust brand and we’ve changed the name of our

organization to promote it. Now we have to promote ourselves This article is from Strategic Communication Management Volume 7, Issue 2

using our new brand concept, and educate our members to
actively promote the service as a problem-solving organization

The following Q&A was recently shared on Melcrum’s online that you can’t be creative - use the communication tools you

discussion forum, The Communicators’ Network: already have - e-mail, websites, company newsletters, team
meetings etc.

Question

Our organization is going through a transformation and staff You mentioned that you're at the end of your financial year, a

morale is low. We're close to our financial year end so don’t perfect time to celebrate the milestones of the past year. Use

have much budget. Any thoughts on how we can raise morale? an electronic campaign or design your own posters and print
them on the office equipment. The aim should be to recognize

Answer the contribution of different teams to the company’s success

You can’t expect staff morale to be high during change if you throughout the year.

haven’t connected to all the different elements of your

employees’ existence. You have to connect with them on For your online campaign, design a web page that lists the

three levels:

highlights of the year and get employees to contribute by
* Their heads - share with them the facts, why the organization saying what was a highlight in their department, and how

needs to change, and what is the desired outcome for the they’ve made a difference as individuals or teams.
change.
® Their hands - share with them what their role will be in the Or as something tangible, design a thank-you letter and get the
new organization, what behaviors will be expected from them senior manager from each department to make it relevant to
and how the change will effect their daily lives. their area before they print and personalise each note, which
* Their hearts - remember that people share their knowledge can then be delivered to the desk of every employee.
and creativity in a trusted environment; they need to feel they
are valued, they belong and they are with the right company. Natasha Basson
Connect with them through emotive messages, which instill Behind The Line Communication Consultants

pride and provide recognition.

It sounds like the change has already started, so the sooner you
start communicating the better. Having no budget doesn’t mean

DOING MORE WITH LESS



The rapid uptake of blogging has much to do
with the fact that this is an extremely inexpensive
way to communicate. Whether using a blog to
promote leadership visibility, facilitate
discussions within the organization or talk to
customers, blogs present a low-cost and easy-
to-use technology option. Here, we look at four
examples of blogs in action at GM, Notiva,
Siemens and Southwest Airlines

10

This information is taken from
Melcrum’s report Top 10 new
technologies for internal
communicators, written by
communication and technology
expert, Shel Holtz. Holtz is
principal of Holtz Communication
+ Technology.

USING BLOGS AS A LOW-COST

COMMS OPTION

Inexpensive media solutions

S —

WHY LEADER BLOGS ARE A HIT AT GM

ith over 300,000 employees at locations around the
VVworId, it can be a challenge for GM’s senior leaders to

stay connected to the workforce. However, a weblog
created for the company’s vice chairman and COQO is providing a
useful shortcut.

Vice chairman and chief operating officer Bob Lutz started his
own internet weblog or “blog” — an online, public diary of sorts — to
communicate his thoughts directly to employees and the public.

Since its creation in January 2005, Lutz’s “Fastlane Blog” has
received continuous attention from employees. “We’ve all been
surprised at the amount of feedback — both positive and negative —
that the blog has received,” says Kathy Collins, director of
communication research for General Motors. “This is one of those
risky kinds of ventures that could go either way, yet even the critical
feedback employees have given has been delivered in a very
constructive manner. So far it's been a very positive experience and
Bob continues to remain enthusiastic about the whole concept.”

A shortcut to the top
According to Collins, the new Fastlane Blog site is helping
employees put a face on the company’s senior leadership and is
creating a level of personalization that hasn’t always existed in the
past. “I think employees view it as a shortcut to the top of the
company. It’'s a way for them to get a taste of Bob’s personality,
learn what'’s on his mind and share some of their own feedback.”
And although Lutz can’t respond to every comment posted, the
odds are pretty good that he will respond to employees who give
specific feedback that calls for a response.

Lutz’s blog is still a fairly new concept, but Collins believes it
could become the norm. “A blog personalizes a leader much more
than official communication delivered through official channels. It's
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a way for an employee on the shop floor on the other side of the
world to feel connected to our leadership on a more personal
level,” says Collins.

In fact, FastlLane blog has been so successful that other GM
leaders are beginning to post occasional blogs on the site and the
company is now looking into other similar opportunities. “I think
other senior leaders will soon start feeling pressure to start their
own blogs to keep up with Lutz,” says Collins. “But aside from
that, GM is now starting specialized blogs around specific auto
features, like our powertrain blog and one about the Chevy small
block engine. It's a great way to get to special interest groups —in
both our employee population and in the public — that really care
about targeted kinds of issues.”

To check out GM’s FastLane Blog visit:
http://fastlane.gmblogs.com.microsoft.com/blogs/ericr/

USING BLOGS FOR PROJECTS AT NOTIVA

California and Minneapolis, Minnesota. Project managers at
the company were the first to request blogs, although they
didn’t know that was what they wanted. Here’s the story:

One project manager had taken the time to learn HTML. This
engineer posted daily updates about progress on his project. Other
project managers were, frankly, jealous. They, too, wanted to post
updates on their projects, but were not interested in learning HTML
(or a web authoring program like “Dreamweaver” or “FrontPage”) in
order to accomplish the task. One IT staffer went looking for a
content management system that would enable publishing without
the need to learn HTML. Most of the systems he found, though,
were relatively expensive and offered far more features and
functionality than Notiva needed.

Then he stumbled on blogs. He installed blogging software

N otiva is a small software company with offices in San Jose,
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and let each project manager set one up. Now, each project has a
blog managers can use to produce daily updates.

THREE TYPES OF INTERNAL BLOG AT SIEMENS

he first blog introduced on the Siemens USA intranet was

official, from corporate communication. It's part of the mix of

employee news, but is used for the less strategic, more
informal items. The company even held a “name the blog” contest,
resulting in the name Blogger von Siemens. (The company’s
founder was Werner von Siemens. Get it?) It was on Blogger von
Siemens that employees learned that a piece of the company’s
equipment was used to produce amazing new images of the
mummy of King Tut. The article generated dozens of comments,
engaging employees in the news.

Another blog is not open to everyone. Siemens USA maintains a
network of web developers, whether they work on the intranet,
external site, or extranets. News used to be delivered to these
people via e-mail, but now is posted to a blog called Web-O-
Licious, accessible only to members of the network.

Then there are individual blogs. Not many employees have taken
advantage of this feature yet, but some have created their own to
share knowledge with colleagues. Not all of the content is work-
related, though. Some posts might focus more on, say, sports. If
this raises a red flag, you should know that management at
Siemens USA was mostly unconcerned. Their attitude: “It's fine as
long as their work gets done.”

In fact, work is already social — do you honestly think people
don’t talk about sports in the hallways or break rooms? And were
not the same concerns raised initially about e-mail or instant
messaging? They may not always be used for business-critical
discussions, but they mostly are and they’re vital to keeping the
conversation going. Blogs simply provide an outlet. As long as
employees know the blog is primarily a work tool, who cares if
someone posts an occasional item about a movie they saw?

At Siemens, there is no central blogging utility. Employees are
free to install a blogging package on a local server.

CHATTING TO CUSTOMERS AT SOUTHWEST AIRLINES

new corporate blog at Southwest Airlines is not only

providing a glimpse into the company’s culture, it’s also

creating an opportunity for employees to talk directly and
informally with customers.

Southwest Airlines prides itself on being a customer-focused
organization. Ask employees what kind of characteristics describe
the brand and you’ll probably hear words like, “open, friendly and
approachable.” Which is why they feel that the launch of their
“Nuts about Southwest” corporate blog in April this year makes
sense as a credible brand extension.

Heralded by some as an example of “commmunal corporate
blogging,” this blog attempts to do what few other formal channels
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can do: give employees an opportunity to engage with customers
outside their usual transactional relationship.

Angela Vargo, senior specialist and public relations
spokesperson for Southwest Airlines, and manager of Nuts About
Southwest, describes the rationale behind the blog as such: “If you
enter ‘Southwest Airlines’ into a blog search, you'll find thousands
of hits where people are talking about our products and services.
We wanted to join the conversation.”

Around 20 employees have been hand-picked to kick off that
conversation. These people come from across the organization
and represent employees on the front line all the way up to the
executive level.

“Some were chosen because we know they’re great
communicators, some were selected by our president, some come
from the company’s culture committee and some have come to us
and requested to be bloggers,” says Vargo. “We’ve started with a
core group, but this will evolve and grow.”

Topics covered

Topics covered in the blog range from a story told by a structural
mechanic about an overzealous bee keeper trying to remove a
swarm of bees from the tail of an airplane, to a flight attendant
sharing her most frequently asked question. The posts all relate
back to the company in some way, but they’re not scripted and
bloggers are encouraged to write about whatever they want.

According to Vargo, it's this informality that prevents the blog
from coming across as a PR or marketing gimmick. “Before
launch, we explained to our bloggers how a blog works. We said
we wanted them to share their insights and their personality. We
said, just blog the way you talk. Talk about your day.”

The blog costs “next to nothing” to run and with the
responsibility shared with two other colleagues takes up no more
than an hour a day of Vargo’s time (postings are moderated, but
only to weed out inappropriate or profane comments). Each
blogger need only contribute once a month, making it a small
contribution in terms of their time. Once conversations get going,
all employees are welcome to join in and post comments or
suggestions as appropriate. The conversations, says Vargo, take
on a life of their own, although care is taken to avoid the blog
taking on a customer-relations function.

Visitor stats are tracked daily, as are click-throughs from the blog
to the main website and resulting ticket purchases. According to
Vargo, 11,000 unique visitors viewed the blog in its first two weeks.
Employees are also impressed. “We’ve had a wonderful response.
Employees love seeing our customers write in and they love
responding. Currently we don’t have an internal blog, but this has
been so well received it’s opening up new ways of thinking about
communicating internally.”

This information is taken from Melcrum’s report Top 710 new technologies for

internal communicators and Strategic Communication Management



When ATMI decided to use video to share
quarterly business updates with its 700
employees around the world, a professional
company was hired to do the job, resulting in a
slick video production costing around
US$10,000. The problem — apart from the cost -
was it just didn’t feel like ATMI. Here Phyllis W.
Banucci describes a more cost-effective option.
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MAKING IN-HOUSE VIDEOS

AT ATMI

| A cost-effective way to reach a global audience

‘ ‘ We've purposefully developed a culture of employee
engagement and openness, and we wanted the medium to
convey this,” says Phyllis Banucci, director, internal

communication at ATMI, Inc. “But the films lacked personality. They

looked fake, like a TV news show.

What to do about this became a moot point when a few months
later the company fell into a tech downturn and video costs were
simply cut from the budget.

A previous attempt to produce an in-house video had resulted in
a predictably amateurish first effort, but Banucci and her team
decided to give it another go. “We began to read up on production
and scripting techniques, bought our own camera equipment, and
started to produce our own in-house programs.

A couple of years later, Banucci and her team produce good
quality videos that now form the highlight of the quarterly update
meetings. “We use a lot of humor and the videos have an informal
appeal that fits well with the ATMI culture,” says Banucci. They also
cost around US$3,000 to produce, duplicate and distribute,
making them a far more affordable option.

The production process
The videos take about two weeks to produce, and over the last
couple of years Banucci has got the process down to a fine art.

After an initial meeting with the communication strategy team
and senior leaders, Banucci storyboards the video. “Based on the
quarterly results, we clarify the bullet points we want to bring out in
each video.”

Banucci then drafts the script and distributes it to leaders taking
part in the film: “It’s important they review it for technical accuracy
and edit the script so that it flows naturally — the way they would
normally speak to employees.”

Banucci obtains appropriate photos, video segments and
financial graphs and charts to accompany voice-overs. “We try to
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include as many shots as possible of employees working in
different units around the world,” she says. A few cameras are
dotted around the company, so fim snippets can be taken and
added to the videos where appropriate.

Filming dates and times are then scheduled and rooms set up.
Before filming starts, Banucci produces cue cards and fine-tunes
the final script. “I try to make sure it flows in the video medium —
sentences can’t be too long and complex.”

Banucci is on hand during the video shoots to direct, coach and
cue, in many cases doing the filming herself. Over the years,
leaders have also improved their delivery style. “When we started,
they used to look really uncomfortable and would ramble on,” says
Banucci. “Now we film them sitting comfortably and they do their
bit in 10 minutes.

Finally, all materials are sent to a professional video editor
together with a detailed storyboard and editing instructions. “This
is one area best left to a professional,” suggests Banucci, who
found the process too time-consuming.

Banucci reviews the edited draft and works with the editor to
complete the final version, which is edited down to 20-25 minutes.

The videos are reproduced as CDs and DVDs and distributed to
a list of communicators and HR contacts around the world. Each
recipient is responsible for setting up a Town Hall meeting in their
area within two weeks. The fims are also distributed as streamed
video via the company intranet for those unable to attend
the meetings.

This article is from Strategic Communication Management Volume 9, Issue 1



When plans to invest in intranet portal
technology were put on hold, the IKEA
communication team in the US decided not to
waste time waiting. Drawing on the IKEA values
of innovation, functionality and cost efficiency,
the team improved the online experience and
developed more tailored information sites for
different user groups. Beth Gleba and Luke
Cavanagh describe how.
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APPLYING THE IKEA VALUES TO
IMPROVING THE INTRANET

Upgrading content, quality and usability on a budget

-—

hrough three major evolutions. Until 2001 it was at its most

basic: housing useful information for co-workers. But content
was fairly static, the stucturewas unclear and there was little scope
for interactivity. Content was developed organically, which led to
inconsistencies and publishers working in different ways.

In 2002, improvements were made. A better navigational
structure was introduced, a new main page designed and
publishing rules and guidelines updated. A companywide
approach was adopted, with smaller sites being connected so they
made more sense to users.

The third evolution has taken place since 2003 and can be
referred to as our “pre-portal phase.” The plan is to invest in portal
technology1 as soon as our budget allows. In the meantime, we've
improved the content, design and structure of the intranet simply
by focusing on the user experience.

Tne IKEA intranet was launched in 1997. Since then it has gone
1

Analyzing user needs and objectives

In IKEA US alone, intranet content has jumped from 800 pages in
2001 to over 5,000 pages in 2004, with an estimated 30,000
pages published globally. But we had a gut feeling that content
was expanding at such a fast rate that users couldn’t keep up, and
we knew there were regular complaints from co-workers unable to
find specific content on the site.

In 2004, the main audience for the IKEA US intranet was our co-
workers in the service office. But we needed to figure out how to
also get information to the people working in the stores.

Focus groups confirmed that the site wasn’t set up in a way that
people working in retail think or work. All co-workers have access to
global content such as world news, product and pipeline information,
HR information, etc. But when we asked different user groups to
show us how they were using the intranet, we saw that the
infonmdion they needed for their specific roles wasn’t easy to find.
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We were asking them to click too often and visit too many
different areas for information, such as:

¢ the sales site for weekly report information;

¢ the finance site for recovery information;

¢ the HR site for time-off forms.

There were also gaps in co-workers’ understanding of what was
available online to help them do their jobs.

In addition, we had our own “wish list” of improvements, such as:

e Clean up old content.

e Clarify what information should be published in the US, and
what information needs to come from other parts of the
organization, removing duplication.

¢ Create consistent and streamlined intranet structures
across all US content.

¢ Distinguish US content from Canadian content (at the time
it was intertwined, although the content was very different).

e Educate co-workers about what is available online to help
them do their jobs.

Applying the IKEA values
At its core, IKEA is an organization that values innovation, good
design, simplicity, functionality and cost-effectiveness. We've done
it successfully with home furnishings for over 50 years, so we
decided it was time to apply the same values to improving the
intranet. We put aside our budget frustrations and looked for ways
to make improvements with the resources we had available to us.
In doing so, we discovered that it’s not just technology that makes
or breaks an intranet. So our approach focused on achieving two
simple goals:
e To improve our understanding of who needed what
information and then do a better job of organizing and
presenting that information.
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¢ To make sure that the content we were publishing was the
best it could be.

Understanding who needs what

In 2004, our department didn’t really understand what different
groups of employees needed from the intranet. If asked what
content was important to a sales manager, for example, we would
have had some idea but probably wouldn’t have been able to map
it out completely. Of course, this kind of user knowledge is very
important and we knew it would be key to the successful use of
portal technology once it arrived.

Here are five steps we took to improve our knowledge of co-

workers’ content needs:

1) We selected five roles within our retail organization:
assistant store manager; sales manager; finance manager;
facilities manager and logistics manager. These were all
high-level positions that could be found in each of our
stores and represented co-workers with computer and
intranet access.

2) We researched the kind of information people in each of
these roles needed to do their jobs better. We started by
compiling information we thought different users would
need. Then we spent several weeks interviewing people
within the five user groups to find out what they liked about
the intranet, what they didn’t like and what they’d like to
see more of. We interviewed content providers too, asking
them who they believed the audience for their content was.
This gave us the foundation to build a list of “who needs
what” based on our five selected roles.

3) Our next step was to validate the content lists with people
working in each of the five job categories. We went back
into the stores and did exercises where we wrote each
content item on a separate index card and then asked co-
workers to review the cards and rearrange them in order of
priority, removing or adding cards as they saw appropriate.

4) We realized that users were grouping content in similar
ways, even though the specific content varied from job to
job. This allowed us to create three design prototypes,
which were presented back to the user groups.

5) Based on co-workers’ feedback, one design emerged from
the three as the most popular. This design organized
content in simple sections such as announcements, best
practices, community, tools, reports, documents, quick
links and training information. Users clearly preferred this
kind of functionality over more stylized or “cute” section
heads, and the design turned out to be an easy structure
for us to apply consistently across all five user groups.

Launching the dashboards

Based on our research, the next step was to produce portal-like
pages that aggregated content for user groups onto single
screens. The pages were created manually (as opposed to
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dynamically as a portal would do), but they were a major
improvement in terms of usability and meeting the needs of our
user groups.

We called these pages dashboards as, much like a car
dashboard provides a single access point for all the information a
driver needs to run a car, these pages were designed to provide a
single access point for all the information an IKEA co-worker might
need for his or her job.

In September 2004, we launched our first five dashboards to the
selected user groups. To familiarize co-workers with the new
design we held video conferences and gave online tours of the
new site pages. We personally thanked all co-workers who had
helped with the development and testing of the site, and
emphasized to each user group that this was their intranet page
and their regular input would make sure the site remained dynamic
and useful. We also encouraged them to use the embedded
feedback tools within the page design, such as:

e Under each content section users can “submit content for
this section” via an online form. For example, under “best
practices” users see an icon saying: “Got a good tip? Tell
us how you do it.”

e Avisible “Is this right?” logo appears on the site to
encourage users to contact us if content appears to be
incorrect or irrelevant.

Making sure content is the best it can be

The second part of our intranet project focused on the quality of
content available online. Our initial research had soon made it clear
that even if we did know who needs what information, it wouldn’t
help us address quality issues such as outdated content or
confusing titles. So we did an audit of the existing content to
establish where the quality issues lay. From this we could plan
what actions to take to improve the quality. We took three steps:

1) We broke down our US content into manageable chunks,
defining around 18 clearly recognizable sub-sections.

2) We created an Intranet Evaluation Scorecard based on the
design and content practices we wanted to achieve. The
scorecard allowed us to consistently audit, examine and
compare the content quality of each sub-section. We
attached a quality rating of low, medium or high to each
sub-section. This helped us to quickly recognize problem
areas and flag up areas of concern to content providers.

3) Using a simple online survey we gathered feedback from
users on each sub-section and added this to the audit
document. We also met with the subject-matter experts
responsible for publishing each of the sub-sections. We
asked them about their needs to clarify the technical and
editorial support they required from the communication
function.

All this information was compiled into an audit report. This
document helped us identify quality issues and specific



APPLYING THE IKEA VALUES TO IMPROVING THE INTRANET 15

problems that we can address. For example:

e Particular sections on our intranet had a high number of
broken links. We realized this was due to some content
providers not understanding how to create links when using
the IKEA intranet publishing tool.

e There’s a lack of consistency in how we label the same
content in different places on the site.

¢ We recognized that some content didn’t have a clear
audience or purpose. Once this content was identified, we
could make a decision to delete, simplify or clarify the
information.

Based on the success of this first audit, we now plan to conduct a
quality audit once a year. This will help us identify what’s working
and what isn’t, so we can continue to make improvements
regardless of what technology we’'re using.

Tracking the progress

The dashboards immediately generated positive feedback from co-
workers. Comments such as, “It’'s so simple, | can easily find what |
need,” and “I had no idea all this was available on our intranet”
assured us we were on the right track.

In addition to this anecdotal feedback, we now track page views
on all areas of the site weekly and monthly using Webtrends
software. Periodically we conduct online user surveys to answer
questions such as “does this help you do your job better” and
“what can we do better?” We've also developed a substantive
intranet audit report, which includes six-month trends of what the
most popular pages are, overall visits, overall users, etc. The
dashboards are consistently among the highest viewed pages on
the US site.

Since the initial launch, we’ve introduced a dashboard for our food
senices division and one for US store managers. The approach has
also been successfully duplicated within the Canadian IKEA
organization and will soon be piloted in IKEA Europe.

Turning a challenge into an opportunity

With or without portal technology, there are many ways
communicators can help improve the user experience and
therefore the value of the intranet. At IKEA, while waiting for budget
and better technology, we learned two key lessons:

1) Keep looking for where you can have an impact, even if
original plans fall through.

2) While you’re waiting for additional investment or resources
to improve the intranet, use the opportunity to gather useful
information that will stand you in good stead when the new
technology arrives.

We believe the dashboard approach and audit process have been

good short-term measures, and as a result, we’re better prepared
for portal technology when it arrives.
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Keypoints

» With plans to invest in portal technology were put on hold,
the IKEA US communication team looked for other ways to
improve the intranet.

» Focus groups revealed that the site was not set up to suit
the way specific user groups worked.

» Focusing on five selected roles within IKEA's retail division,
a dashboard approach was developed to make useful and
relevant information easily available in one place.

» Dashboards are among the highest viewed pages on the
IKEA US site.

This article is from Strategic Communication Management Volume 9, Issue 6

THE IKEA DASHBOARD FOR
MANAGERS

Store managers at IKEA play a critical role in changing co-
workers’ behavior and helping them accept new ways of
working. So once the dashboard concept had been
introduced and accepted, a dashboard tailored especially
for this group was developed. The goal was to support
managers by putting important information relating to store
operations at their fingertips, such as:

¢ the results of employee satisfaction surveys;

e customer satisfaction reports and “secret shopper”
results;

sales reports;

product information;

supply reports.

Other more general information and news on the site

includes:

¢ details of advertisements being used in different markets;

* communication issues impacting the company (e.g., how
IKEA is responding to support Hurricane Katrina
evacuees);

¢ updates about other store managers (job changes,
anniversary announcements, etc.);

* minutes from store manager meetings and related
documents.

A layer of security was introduced to this dashboard as
store managers also have access to sensitive information
such as strategy documents and price margins.



Many communication surveys pose questions
about how well messages have been understood
and how effective different communication
channels are. But what they lack are questions that
link communications to employee behavior — the
questions resulting in bottom-line improvements.
Here, Angela Sinickas s h a res two examples of
communicators using surveys to analyze behavior
and build a business case for their budgets.
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CONNECTING SURVEYS TO
THE BOTTOM LINE

Building a business case for your budgets

1. Connecting communication to a company sales goal
A division of Pharmacia Corporation identified five goals last year.
One goal was to increase sales of their highest profit margin
product, and they exceeded this goal. They did this without
increasing the advertising or PR for this product, and without
changing the sales incentive plan. The method used to increase
sales was increased internal communication, especially with global
marketing employees.

To measure this, Wendy Kouba, Senior Director of Global
Internal Communications, wanted her survey to include questions
designed to correlate employee communication with achievement
of the goal. The survey asked questions at three levels.

1. Attitude — how informed did employees feel about the goal?

2. Knowledge - with what ability did employees identify an

incorrect element of the goal from three possible choices?

3. Outcome — how much impact did employees think

communication had on the achievement of the goal?

The results were quite compelling:

* 55% said they felt well or very well informed about the sales
goal (only 37% felt informed about other goals);

* 62% knew the right answer on the knowledge question
about the goal (only 29% to 46% answered knowledge
questions about the other goals correctly);

* 54% believed communication was either the main reason or
a major reason the goal was achieved.

The numbers were even more compelling among the global
marketing employees — the primary target of the
communications:
e Although only 56% of the global marketing employees felt
as well informed about the goal as other employees, 78%
answered the knowledge question about the goal correctly.
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e 78% of the global marketing employees believed
communication was a major reason the goal was achieved.

2. Showing a publication’s impact on the bottom line
PacifiCare Health System (PHS) recently completed a readership
survey about their publication, Inside PacifiCare. The survey
questions probed traditional “satisfaction” issues such as content,
length, design, and tone. However, the PHS survey also asked the
audience how reading Inside PacifiCare affects the way they do
their jobs. That's a money question that illustrated how the
publication affects the bottom line:

* 53% said it helps them do their jobs (influencing
productivity and quality).

* 80% said it helps them talk with customers in a more
knowledgeable manner (influencing customer satisfaction,
customer retention and new sales).

¢ 81% said it helps them feel more positive about the
company (influencing employee satisfaction and retention).

The numbers on two of these items were even more favorable for
the sales and marketing subgroup, who generate revenue for the
company:

® 63% said it helps them do their jobs.

* 89% said it helps them talk with customers.

These results, along with other findings in the survey, have helped
Tracey Kincaid, VP of Organizational Communications, show a
return on the company’s investment in the publication.

In conclusion, when you next conduct a survey, don't just ask
about your audience’s satisfaction with your activities. Connect
your output with your organization’s outcomes.

This article is from Strategic Communication Management Volume 6, Issue 2



The true value of communication lies in
measurable business outcomes. But a detailed
plan and budget goes a long way toward winning
leadership support and getting the go-ahead for
future budget and resources. Stuart Goldstein
outlines how the communication team at the
Depository Trust & Clearing Corporation (DTCC),
uses plans, budgets and reports to demonstrate
the value and expertise of the function.
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SELLING THE COMMUNICATION
FUNCTION AT DTCC

Using budgets, plans and reports to demonstrate value

S —

ne of the biggest challenges corporate communication

professionals face is how to sell the value of their function

to senior management. This is especially true during
budget season.

It's not that senior executives don’t appreciate the effort we've
made on that recent media interview or the speech we wrote. But
the overriding question that always lingers is, what is the
corporation’s return-on-investment (ROI) in funding our entire
communication group?

If we’re not able to defend the value of what ourdepatment
delivers, the budget process will slowly chip away at our funding
until we lack the resources to do our job effectively.

Corporate communication professionals are for the most part
intuitive. This ability to perceive what’'s going on and react quickly is
a unique skill. The corporation, for the most part, is not intuitive. Its
strongest suit is looking at processes and different techniques for
assessing performance and making judgments based on black
and white facts and numbers.

While the functions performed under the umbrella of corporate
communication differ greatly from company to company, the reality
remains the same. It's the whole of our operation we must sell to
senior management. If we give less attention to one area of our
group over another (e.g., executive communication verses media
relations), we could be inviting the company to reduce budgeting
for staff in one function or another.

Promoting our expertise
At DTCC, we view selling the communication function as a
continuous exercise. It starts with our budget, and includes
reporting on our activities in a structured and formal way.

We also emphasize to every member of staff that he or she
should look at every senior management interaction as an informal
opportunity to educate and sell our expertise. If communication
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theory and strategy were well understood, the company wouldn’t
need us. But the difference between being tolerated and valued -
is being understood. It’s ironic, but often the folks who are leading
the effort to strategically position and market the company are less
adept at selling themselves and their function.

The importance of the plan

All corporate communication departments develop and submit
plans. So what'’s the big deal? Well, it really is a matter of
perspective. As communicators, our perspective is often focused
on whether we’ll have the resources to do what we know needs
doing to enhance or protect the company’s image and reputation.

Senior management’s perspective is “how do we know the
corporate communication group will deliver and fully leverage the
resources they’re asking for? And what measurement tools are
here to convince us there will be an ROI?”

Funding communication is not an act of blind faith. Even in
companies where the culture values the importance of
communicating with its various constituencies, the burden of proof
for funding lies with a solid plan that communicates how resources
will garner specific results.

At DTCC, we view the yearly budget as a strategic tool in not
only funding, but also selling the value of the function. To achieve
that objective, our plan document is very detailed. As one senior
executive commented this year, “your group always gives us the
transparency to understand what the cost is for your support and
how you came up with the numbers.”

Working with timesheets

Last year, we introduced daily timesheets so we could begin
tracking and documenting the allocation of our time to line
business units, as well as the support we provide to the
corporation. This timesheet approach is similar to other
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professional services firms (e.g., outside PR agencies, law or
accounting firms).

The aggregation of timesheet information gives us a clearer
picture on the actual usage of corporate communication services,
which in our environment includes media relations, executive
communication, internal, marketing communication, branding and
advertising, corporate Web site and internal design.

But while timesheets provide a corroborating baseline of
information to demonstrate the level of support previously
provided, we still need additional tools to justify our
budget request.

Defining tangible products

Borrowing an approach used in the consulting world, we launched
an effort last year to define all the tangible end-products our group
produces for the company and for each business unit (e.g., press
releases, speeches, employee newsletters, marketing brochures,
white papers, etc.). We then asked the corporate communication
professionals on staff to estimate the number of hours required to
complete each end-product.

It was important in this exercise that the estimate of time to
complete an end-product included all of the activities necessary.
For example, the time required to do the research; to write
documents; the administrative time; the time spent writing; the
time spent reviewing the draft with legal, the line business and
outside parties if appropriate; and time spent managing the
production and distribution.

In writing a press release, an article or even a marketing
brochure, for instance, some staff members can complete this
process faster than others. But we were trying to determine the
average time it takes to complete a particular end-product.

Calculating costs

Once we had this average, we could establish a set of standards
for a stronger, more measurable and much more defensible
approach to support our funding.

We could now mathematically calculate the number of press
releases planned for the year and multiply that number by the
number of hours required for completing a press release. This
would give us total hours for press releases.

For instance, at DTCC, there are roughly 229 workdays in the
year (allowing for vacation and personal days). This means that one
full-time employee (FTE) equals 1,720 work hours each year. By
calculating the time (i.e., hours) to complete all end-products, we
could then translate that into full-time headcount.

Budgeting is not an exact science and not every 15 minutes can
be accounted for in a plan. However, developing a formula that’s
measurable has increased the level of detail we can provide to line
businesses and it has increased the confidence of senior
management that we understand the importance of
leveraging resources.

This reflects the current business environment at DTCC, which
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requires staff functions to demonstrate their accountability and
their ROI. Essentially, we must run corporate communication just
like any other part of the business.

Focusing on business priorities

While the yearly plan reflects the commitment of DTCC to fund our
function, the selling process goes on throughout the year. We hold
regular meetings with senior and line managers to discuss their
business goals and, more importantly, to brainstorm
communication strategies that will help them achieve these goals.
We also conduct quarterly meetings with line businesses to assess
how we’re doing.

By the time budget season comes around, we have a pretty
good idea of what communication strategies to propose in support
of corporate and business priorities. We work toward building a
consensus on these strategies with business unit and product
managers, and this information serves as the basis for service-level
agreements, detailing our deliverables for the new year.

We refer to our budget document as our Corporate
Communications Action Plan. It details our mission, goals (which
transcend each year), objectives for the new year,
accomplishments for the current year, key corporate and line
business messages, proposed communication activities with
targeted deadlines and the funding requested to achieve
these activities.

At DTCC, we also provide in our budget a breakdown of both
direct (for supporting the line businesses) and indirect expenses
(for supporting corporate initiatives). Like most companies, indirect
expenses generally represent about half of our budget. While
executive management reviews and approves indirect expenses,
we include it in our budget so line businesses can be educated on
how we’re helping the company as a whole.

Establishing accountability

Our efforts to track time allocated to the businesses and our
standards for completing end- products make it much easier to
project hours and staffing levels in the budget. It also provides a
rational basis for showing the impact of budget reductions, if line
businesses are unwilling to accept expense allocations.

The yearly plan allows the corporate communication team to
establish a baseline of accountability. Deliverables are detailed and
target dates are committed. Some will argue that this approach,
with this level of detail and transparency, is too risky.

But the real risk is a senior management team that perceives
corporate communicators as creative, artsy types who really can’t
be held to the same standards as other parts of the business —
and are, therefore, marginal or less important to the success of
that business.

Benchmarking the budget
Even with the level of detail provided in our budget, it’s not unusual
for senior executives to ask how this compares with other
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companies. For example, how do they know if our budget provides
a reasonable breakdown between support provided to corporate
and business lines?

We believe benchmarking studies are an essential part of the
selling process. For example, in financial services, our research
confirmed that the budgets for corporate communication generally
run about 3 to 4 percent of the company’s total expense base.

We also found that the allocation of budgets for support of
corporate vs. business line activities runs about 50-50. This
research won’t win the budget battles by itself, but it does provide
a valuable lobbying tool and it underscores to management the
due diligence being given to best practices.

Using reports as roadmaps

Most corporate communication departments provide some form of
reporting, though it’s often seen as drudgery. At DTCC, we use
reporting on our group’s activities as a strategic marketing tool for
our function.

Our monthly reports to senior management provide a
prospective roadmap. Where is the corporate communication
department going? What strategies are we introducing to support
corporate goals in the coming months? What deadlines have we
set for delivering on these promises? What stories are planned in
the next internal and external newsletter and how will they further
the company’s business goals?

By providing a level of detall, including specific strategies,
projects and target dates, we’re communicating to senior
executives that we can deliver — and that we’re accountable for
results. Thus, reporting is an effective methodology for helping
manage their expectations and their perceptions of ROI.

We also distribute a mid-year and year-end report on our
group’s accomplishments against the corporation’s goals. The key
to this reporting, however, is that it must be quantitative as well as
qualitative, and be directly linked to the detailed plan we submitted
with our budget.

This approach addresses management’s question about ROI
quite directly and is a powerful way to sell the value of
communication.

Promoting department capabilities
Beyond planning, budgeting and reporting, selling the function
must be a shared responsibility among the entire corporate
communication team. Everyone in the department must see
themselves as a spokesperson and salesperson for corporate
communication. The individual efforts here are subtle and they
have as much to do with process, as they have to do with
delivering end-products.

When members of our group attend a meeting with senior
managers, instead of offering one or two tactical ideas, we’d rather

emphasize the need to develop a broad communication strategy to

reinforce key messages through various distribution channels. A
follow-up strategy memo will then outline key messages and 10-15
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strategies, with target dates, to advance a business objective. This
is @ much more powerful way to demonstrate value than simply
throwing out ideas at a meeting.

In fact, it's not unusual for us to conduct group brainstorming
sessions to make certain these strategy memos are competitive
with the breadth and scope of ideas you'd get from a top PR or
branding firm. We look to leverage the whole of our team’s
experience in developing each individual business line’'s
communication strategy.

During press interviews, we also encourage staff to use the
interactions with senior managers to educate them on the “dos
and don’ts” of media relations, in a low-key way. Sharing
information empowers the executive with confidence in the next
interview, and it increases respect for our expertise.

Reinforcing value

The sports adage, the best defense is a good offense, is equally
true in corporate life. We need to continually reinforce in our daily
activities the unique strengths and “value-added” of corporate
communication. Our effectiveness in achieving this goal wil
depend in part on our ability to convincingly detail, document and
demonstrate ROI. Once we’ve created this strong foundation and
won management confidence, our ability to broaden our scope,
reach and impact is limitless.

Keypoints

» DTCC promotes the corporate communication function
throughout the year, starting with the yearly budget and
plan.

» Communication activities are reported in a structured and

formal way, to demonstrate skills and promote services

provided.

Daily time sheets and cost analyses of end products help

the communication team calculate the value of its activities.

Corporate communication staff are encouraged to use every

interaction with managers as an opportunity to sell the

function.

v

v

This article is from Strategic Communication Management Volume 8, Issue 6
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RESOURCES FROM MELCRUM

Through our publications, research,
training materials and seminars, we
gather best practices from
businesses around the world to help
practitioners make better business
decisions. Melcrum has clients in over
80 countries and has an international
reputation, not only for editorial and
research products of the highest
standards, but also for tracking
important trends in organizational
communication, corporate
communication, knowledge
management and human resource
management.

www.melcrum.com
Visit our website for more
information.

North America

449 North Clark Suite #305
Chicago, IL 60654, US

Tel: 866-MELCRUM

Fax: (312) 527 4917
Email:info@melcrum.com

Europe

The Glassmills, 322b King Street
London, W6 0AX, UK

Tel: +44 (0)20 8600 4670

Fax: +44 (0)20 8741 9975
Email:info@melcrum.com

Asia/Pacific

Level 12, 95 PittStreet
Sydney 2000, Australia
Tel: 61 2 8249 8352
Email:info@melcrum.com

MELCRUM)

Melcrum is a provider of strategic business
information. We gather best practices from
expert practitioners to help you make better
business decisions.
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SUBSCRIPTION PUBLICATIONS

STRATEGIC COMMUNICATION
MANAGEMENT

Six issues per year with best practices, case
studies and research for communicators.

USEFUL REPORTS

TRANSFORMING YOUR INTRANET -
2ND EDITION

Turn your organization’s intranet into the time-
saving, value-creating tool it was always
meant to be. You'll find out how to take your
intranet to the next level by integrating the
latest strategies, technologies and metrics,
ensuring people can get the right information
when they want it. You'll also learn how to
prove value to senior managers, with
measurement techniques that go beyond
simply counting page hits.

VIRAL COMMUNICATION IN THE
WORKPLACE

This report, with commentary by Sue
Dewhurst, Director, The SD Group, helps you
acknowledge and understand the informal
grassroots networks that exist in your
organization and gives you the tools to
successfully drive change from the bottom up
using an innovative set of “viral”
communication approaches.

ELECTRONIC RESOURCES

THE INTERNAL COMMS HUB

The most comprehensive resource
available for internal communicators
The Internal Comms Hub gives you access to
tried-and-tested advice from industry leaders,
training resources, “how to” guides,
downloadable templates, networking
opportunities and interactive Q&A with
experts.

THE SOURCE

The free e-zine for communicators
Twice a month, we’ll research a hot
communication topic and deliver our findings
right to your inbox. You’ll get great ideas, tips,
case studies, recruitment news, resources
and freebies every month.

PRACTITIONER GUIDES

MEASURING INTERNAL
COMMUNICATION

Packed with practical tools, templates and
insight for gathering robust and compelling
data, this guide gives you a game plan that
will not only show you how to effectively
collect data, but also how to bring your data
to life with dialogue that will drive people to
action and result in long-term benefits and
proactive decision-making.

STRATEGIC PLANNING FOR
INTERNAL COMMUNICATORS

This new guide walks you through a best-
practice process for strategic planning,
providing all the tools you need to go from
concept to completion — and evaluation.
Developed by Barbara Fagan-Smith, CEO at
ROI Communication, this process has been
implemented at major global companies, and
is now available in this exclusive Melcrum
tookit.

EVENTS

Melcrum runs a wide range of events,
including conferences, workshops, webinars
and training. For the latest information, please
visit our website www.melcrum.com.



