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Introduction

This report is designed to help the Not-For-Profit (NFP) sector understand the key issues,
challenges and opportunities in Corporate Social Responsibility (CSR) and propose
strategies that have been useful for NFPs. The ideas in this report are drawn from our
conversations with 14 NFPs and a selection of their corporate partners. Included with this
report are nine case studies drawn from the experiences of Victorian NFPs that illustrate
real world examples of the ideas in this report.

Throughout our conversations we heard about many exciting opportunities that corporate
community partnerships offered NFPs. We also heard about many NFPs that were
frustrated by their inability to find corporate partners or extract meaningful value from
CSR. We found that the organisations that were most successful at CSR were the ones
that invested time, effort and resources in CSR and were flexible in balancing their needs
with those of their corporate partners. At the same time they took a pragmatic approach to
CSR, being realistic about what they hoped to achieve. These organisations realised that
CSR was not a “free lunch” but a mutually beneficial partnership. They realised that NFPs
have to work at giving something back to their corporate partners.

This report begins by looking at the nature and development of NFP organisations. We
consider the causes and effects of the expectations gap that can develop between the
corporate and community sectors; underpinning many of the difficulties in CSR. Strategies
that have been used by NFPs to overcome the expectations gap are then explored. We
then go on to look at how NFPs develop relationships with the corporate sector — one

of the most important and yet challenging aspects of CSR. The report then looks at the
different modes of engagement in CSR. The report concludes by looking at some steps
that could be used by the NFP sector to maximise their outcomes from CSR.
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Section One:
The Not-For-Profit Organisation

Two sides to the organisation

The Not-For-Profit (NFP) organisation has two complementary functions: it is a user of
resources and a raiser of resources. As a user of resources it is concerned with dealing
with a particular social need. As a raiser of resources its function is to secure the resources
from individuals, corporations and governments that it needs to implement its mission.
There is a deep understanding throughout the NFP sector about the NFP organisation as a
resource user. However, the role of the NFP as a resource raiser is less well understood,
especially amongst smaller community groups. As a result, many organisations find that
their ability to develop successful projects and programs is thwarted by a lack of resources.

Being good at using resources does not make you good at raising resources and vice
versa. This is because the required skill sets for each function are not necessarily
complementary. If a NFP is to survive and prosper it needs to be an idealist in using
resources but a pragmatist in raising resources. To be a successful user of resources you
need to be client orientated, compassionate, collaborative and giving. To be a successful
raiser of resources you need to be donor focused, self interested, competitive and
transaction orientated. Developing their ability to raise funds will have immense payoffs for
many NFPs and their clients.

The development of a Not-For-Profit

A NFP usually starts with the social vision of its founder. Driven by a keen sense of social
need, the founder is instrumental in catalysing action and driving the organisation on during
its early years. It is typically focused on its role as a resource user. However, a NFP
organisation has to formalise and professionalise if it is become sustainable and outlive its
founder’s enthusiasm and energy. In this formalising stage the NFP typically recognises
the duality of being both a revenue raiser and a revenue user, employs specialised staff,
increases the sophistication of its governance and secures longer term funding.
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The role of corporate support

The government is a powerful source of funding for the NFP sector. The government
generally shares similar ideologies with the community sector; both are in the business of
providing social services. However, there can be much to be gained in seeking support
from the corporate sector as well as from the government. Government funding is
generally undiversified, which exposes the NFP to significant political risk. Some NFPs find
that government funding is tied to onerous reporting requirements. Government funding
also tends to focus on financing specific projects rather than providing resources for
infrastructure funding, innovation and growth.

While corporate-community partnerships are not a silver bullet to providing resources to
the community sector, corporate partnerships can allow NFPs to access different modes
of resource provision as well as allowing access to different skill sets and perspectives.
Corporate-community partnerships are usually best suited to bolt on projects rather than
as a reliable ongoing source of infrastructure funding. Many NFPs suggest that the most
effective source of resources for a NFP is a three way partnership between the community,
government and corporate sectors.

To learn more about the benefits of corporate support as experienced

by Good Shepherd, turn to page 25
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Section Two:
The Expectations Gap

Differing Investment Philosophies

Corporations and NFPs have different investment philosophies which stem from their
unique world views. Their different world views are born out of the nature of their
organisations and objectives. These differences in investment philosophies can lead to
differences in expectations. To maximise the benefits of CSR, it is important to understand
how each side thinks.

Not-For-Profit Investment Philosophy

There are three ideas that underpin the NFP investment philosophy.

The Black Box effect

NFPs are in the business of solving long-term complex social problems. They are
used to spending money with the expectation of long term results where the link
between cause (use of resources) and effect (positive social outcomes) is clouded.
This can make investing for social outcomes appear like a “Black Box” where

the inner workings of how inputs are turned into outputs are obscure. NFPs also
realise that the effects of their current operations can ripple out to create significant
positive outcomes in future generations. This can make the outcomes of NFP social
investment hard to measure due to the diffuse and long term benefits that it brings.

Prevention as goal

The fundamental goal of a NFP is to prevent rather than to create. A NFP works to
prevent a future negative social outcome from taking place. This makes it very hard
to measure the effect and success of a NFP. For a NFP, success can go unnoticed
because it is defined by what doesn’t happen rather than what does happen. NFPs
can be immensely beneficial to society; however they often won’t be credited for
their successes and won't be able to use the outputs of their programs to justify what
they invested.
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Human life is invaluable

NFPs tend to view human life as invaluable. They can often have the belief that
if their organisation were to save only one life, then its existence (and all of the
resources that were put into it) would be justified.

Corporate investment philosophy

Corporations have a different perspective when it comes to investing resources to achieve
their objectives. Due to the nature of the operational and governance realities of modern
corporations they tend to focus on cost control and measurement of immediate outcomes.
Rather than embracing the “Black Box” effect, corporations focus on comparing outcomes
to inputs. Corporations also have creation rather than prevention as their goal. They
raise funds by delivering their products and are less focused on wider intangible effects on
society. They are also closely monitored by shareholders who focus on short-term results,
incremental and measurable improvement as well as the ability to generate sustainable
profit.

The result of the corporate investment philosophy is that they are very value for money
orientated. They focus on cost control, measurement of outcomes and justifying every
dollar spent. They also have a premium on immediacy. They like to see the immediate
results of their actions and they need to be able to justify them to short term orientated
external stakeholders.

The expectations gap

Corporates and NFPs have divergent investment philosophies which can create different
expectations when approaching CSR. Where NFPs are more comfortable with living with
hard-to-measure outcomes, corporates are very focused on measuring immediate returns.
Where NFPs are happy to prevent negative social outcomes that are widely distributed in
societies, corporates prefer to own a particular patch and to create measurable outcomes.

These divergent expectations and investment philosophies between potential CSR
partners can make it difficult to match needs and develop mutually beneficial projects
and partnerships. There are altruistic and passionate people in both corporations and
NFPs, but often the potential of CSR relationships are not realised. Part of the reason
is the gap in expectations of what makes a successful or a value-adding project. NFPs
and corporations can use different yardsticks to measure and define what constitutes
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successful investment in a social good. In order for CSR to be as successful as it could

be, both sides have to work within this paradigm of divergent expectations to achieve
convergent outcomes. The next section of this report will begin to explore ideas of how this
can be achieved.

To learn more about the expectations gap, find the case study “The

Fifteen Foundation” on page 26
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Section Three:
Overcoming the Expectations Gap

For Not-For-Profits to overcome the expectations gap in CSR, they have to understand
the corporate perspective. They can then reframe their mission so that it can be better
understood by potential corporate partners. They can also look for competitive advantage
in CSR, to make their programs and projects more attractive to corporates.

Understanding the other side

The first step in overcoming the expectations gap is to understand the expectations and
organisational constraints of the other side. ANFP needs to understand what a corporate
needs to get out of CSR in order to meet their expectations of immediacy and value for
money. A NFP has to allow a potential corporate partner to judge a proposed CSR project
as successful using its own yardstick. In order to do this, a NFP needs to know how to talk
the corporate talk and understand corporate motivations.

Generally, a NFP comes to understand the corporate perspective by accessing, in one
form or another, corporate insiders. One common way to do this is to have someone

with corporate sector experience on your staff. Often these staff will be in a fundraising/
corporate liaison role. However, just having people with a background in the corporate
sector on its staff, even in a back office capacity, can have an impact on a NFPs ability to
understand and engage corporate expectations. One NFP found that having an assistant
to the CEO who had previous experience in the corporate sector allowed them to have a
better understanding of their corporate counterparts.

Other NFPs build their ability to understand the corporate sector by directly engaging
with sympathetic individuals in the corporate sector. Some NFP have used skilled
corporate volunteering to develop marketing materials for potential corporate partners.
Other NFPs have found champions within partner (or potential partner) corporations to
better understand the expectations of the corporate. In longer term CSR partnerships,
it is common to find champions organically emerging within the partner corporation with
a special interest in bridging the gap between the two organisations. Understanding
corporate expectations is a learned skill; the more that NFP staff are in contact with
corporations, the better their understanding becomes.
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To learn more about how Turning Point used skilled volunteering to

understand corporate needs, turn to page 27

Reframing the mission

Once NFPs have an understanding of corporate expectations, it is important that they
tailor their message to be effective. This can involve reframing the NFPs mission and
anticipated project outcomes in a way that can be understood by corporates. This is not
about a NFP changing the way that it uses resources; it is about the way that the NFP
pragmatically communicates what it does in order to raise resources.

A NFP has to find ways of making their long term, diffuse outcomes immediate and
accessible for corporations. One common way of doing this is to let the clients tell their
stories. This is an emotive and immediate way of communicating the issues that the NFP
faces. It turns a seemingly overwhelming problem into a personal one. Using clients to tell
their story also lets the NFP communicate its successes. A NFP client talking about how
their life has been changed allows corporates to see the future impact of their actions and
removes the “Black Box” effect where the cause and effect of their participation in CSR

is lost. Long term success is shown retrospectively and made real. However, there is a
challenge in letting NFP clients tell their own story: the NFP has a duty to protect the dignity
and vulnerability of their clients.

Traditionally, NFP clients have told their stories through written case studies or in person.
Face to face client interaction with corporates can be more powerful and evocative.
However, it can make NFP clients vulnerable so it is only appropriate for certain types

of NFPs and clients. Written case studies are useful and protect the rights of the client.
However, they are at arm’s length so they create less of a sense of immediacy with
corporates.

A more innovative way of allowing NFP clients to communicate their stories is through

art and creative expression. NFPs have used modes of expression from hip hop music

to painting in order to let their clients to communicate their stories. This communication
strategy allows the NFP mission to be communicated effectively and evocatively whilst
allowing their clients to retain their anonanimity and protect their vulnerability. Corporations

11
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have shown great interest in sponsoring art based approaches to social welfare; probably
due to the immediacy and emotive appeal of the programs. Some NFP organisations have
successfully used art to reframe and re-brand what their organisation is about. They have
used art to engage with corporations and educate them about their organisation.

To learn more about how MacKillop Family Services used art to reframe

their mission, turn to page 28

Looking for competitive advantage

There are an estimated 700,000 NFPs in Australia,” many of which support worthy causes.
Because research has also found that 93% of corporates need a business case to invest in
CSR,? a NFP has to have something to offer if it hopes to differentiate itself from the other
NFPs and attract a corporate partner. Many NFPs underestimate what they have to offer a
corporation, and don’t necessarily understand where their competitive advantages lie.

There are many things that give a NFP a competitive advantage that it can offer a
corporation. At a basic level, a NFP offers external validation of corporate values. If
corporates claim that they have a particular value (for example, they value diversity)

it can sound supercilious. A NFP gives the corporation the credibility to effectively

endorse a corporate value (for example, if a NFP dealing with women’s issues praises

a corporation’s diversity then it carries some weight). A NFP also offers employee
engagement opportunities. Volunteer programs, NFP events and building community
goodwill are all highly valued by corporations. ANFP can also find an area of joint interest
with a corporation and run a partnership to meet joint stakeholders. NFPs can also be
gatekeepers to broader networks of business, community and government contacts. Many
NFPs act as connectors — they take high value corporate partners and allow them to
access their networks. A NFP often has proprietary information or expertise. It can often
develop a deep understanding about a segment of society or a particular social issue which
can be of great value to a corporation.

1. The Prime Ministers Community Business Partnership, 2005, Giving Australia: Research on
Philanthropy in Australia

2. Centre for Corporate Public Affairs. 2007, Corporate Community Investment in Australia
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To learn more about how Road Trauma Support Team Victoria is finding

a competitive advantage in CSR, turn to page 29

13
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Section Four:
Building Relationships

Building relationships is perhaps the most important part of developing strong CSR
capabilities. It is also the part that many NFPs find most challenging. Smaller NFPs

often feel shut out by potential corporate partners. Even larger NFPs with successful
CSR programs cite building relationships as a key challenge. This section is designed to
outline common problems in building corporate-community relationships and outline some
strategies commonly used to realise success.

The difficulty

One problem in building CSR relationships is the lockout effect: many NFP feel that if
they don’'t have an existing relationship with a corporation they are locked out of CSR
opportunities. There is an increasing trend towards consolidation as corporates move
away from broad-based ad hoc giving to more targeted strategic partnerships with

NFPs. Corporates are taking on fewer NFP partners with whom they develop closer,
more comprehensive relationships. This creates an incumbent advantage where existing
CSR relationships become entrenched at the expense of those NFPs without corporate
partners.

A similar problem is the snowball effect: success in CSR is compounding. NFPs with high
publicity and sophisticated CSR programs become the first port of call for corporates,
shutting smaller NFPs out. Corporates communicate and compete when it comes to CSR.
There are informal networks where corporate CSR practitioners communicate about the
merits of NFP partners and use their contacts to vet potential NFP partners. Some NFPs
have also found that government often seems more willing to invest in a NFP when it has
high profile partnerships. As a result of the snowball effect, many NFPs hope for a “big
win” — they feel that if they can attract a significant partnership from an influential corporate
then further relationships will evolve.

Working networks

One common trend amongst all NFPs with sophisticated CSR programs is that they built
their corporate relationships using their networks rather than relying solely on formalised
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CSR application processes. NFPs that are successful at CSR typically ask “who do

we know?” when initiating contact with a corporation. NFPs can find greatest success
when they focus on winning the support and endorsements of corporate “green-lighters”;
influential people in corporate management whose support will lead to a CSR relationship
getting the green light. This approach can often be necessary as corporations often

have official and unofficial policies that require staff support as a prerequisite for CSR
engagement. Even corporates who claim to develop CSR programs through process
rather than informal networks still require high levels of broad based employee support
for particular causes in order for them to instigate CSR programs. The reason for this is
because corporations focus on employee engagement when designing CSR programs.

NFP board members can be particularly important when it comes to building networks and
relationships with corporates. One of the roles of the board is to open doors, create new
relationships and cement old ones. Board members are often chosen not only for their
skills but also for their networks. NFPs successful at CSR also explicitly support and train
their board in facilitating the building of contacts in the corporate sector.

Investing in relationships

Successful CSR relationships develop over time and can require substantial investment

of time, effort and resources before they begin to pay off. This period of investment

and interaction allows the two organisations to get to know each other, for the NFP to
communicate its mission and values in a meaningful way and to develop trust between

the corporate and the NFP. Before investing in a relationship, it is important to research
potential partners well. Thorough research allows the NFP to gauge compatibility (an
interest in the same cause) and capacity (the ability of the corporate to add value through a
CSR program). It is also important for the NFP to invest in multiple corporate relationships
simultaneously. Not all relationships that the NFPs invest in will turn into CSR partnerships.
It is necessary that the NFP has a well diversified portfolio of potential relationships to
achieve long term success. Many smaller NFP are reluctant to invest in relationship
building as they think that the money would be better spent on providing services for their
clients. However, the potential rewards of a well executed CSR investment strategy can be
significant and investing in relationships recognises the importance of the resource raising
as well as the resource using function of a NFP.

15
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The first embrace

Often a corporate will insist that the initial contact between itself and the NFP is on the
corporate’s terms. This can take the form of a value destructive unskilled employee
volunteer program (EVP), inappropriate skilled volunteering projects or inappropriate
resource donation. The value destructive first embrace often is a product of a corporation
misunderstanding the needs of a NFP or because it is too focused on its own objectives.
The first embrace is usually an indication that the corporate is interested in the NFP’s
cause and programs. Some NFPs reject this form of first embrace because it adds
nothing to their organisation. However, if a first embrace is rejected it generally terminates
the relationship (or potential relationship) between the NFP and the corporate. Other
NFPs view the first embrace as an investment in the future relationship between the

two organisations. They use the contact to build goodwill and to educate the corporate

of the needs of the NFP with the view to escalating the relationship between the two
organisations to the point where it does add value to the NFP. Investing in a first embrace
can be an important part in building corporate relationships however it needs to be well
managed to prevent the NFP being taken advantage of.

To learn more about Ardoch Youth Foundation’s experiences with a

first embrace, turn to page 30

Demonstrating appreciation

Following up on successful CSR engagements is an important part of relationship
management. When a commitment has been made or a program completed the NFP
should demonstrate its appreciation by formally recognising the contributions of its
corporate partner. NFPs successful at CSR use this part of a CSR project to escalate the
relationship, ensure the corporates feel satisfied with the project and allow the corporate
employees to participate in its success. Demonstrating appreciation is an important part of
providing corporations with an opportunity to fulfil its CSR object of employee engagement.

There are several common methods of demonstrating appreciation. The most effective
involve face to face contact and should involve senior NFP and corporate staff. This
should be seen as a forum for relationship building. Some NFPs have an afternoon tea or
a party to which they invite representatives and key contacts within the corporation. Other
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NFPs organise complementary corporate tables at fundraising balls and events. Other
NFPs take key contacts out to dinner. All these events allow the corporate-community
relationship to deepen, allowing a more casual forum for the NFP to communicate its
mission and needs. NFPs that are successful at CSR often make a significant effort to
maintain relationships with past corporate partners, even if there are no ongoing programs.
This keeps the opportunity open for renewed CSR programs and allows the NFP to
deepen its networks and contacts.

17
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Section Five:
Modes of Engagement

The Cash Clash

As a generally rule, NFPs prefer untied cash donations over all other modes of CSR
engagement. They consider cash to be efficient and it allows them the autonomy to
follow their investment philosophy. However, cash is the least preferred form of CSR for
corporates. This sets up a clash over how resources are provided in CSR relationships.
NFPs tend to overestimate the amount of cash that corporates have to spend on CSR.
Corporates tend to overestimate the value that they impart through non-cash modes

of engagement. In order for CSR to be more effective, both sides will have to be more
realistic about what modes are most effective for the other side.

Constraints on corporate cash donations

Corporations generally have less money available for CSR than NFPs realise. Corporate
CSR budgets are often small with strict internal accounting controls. Any cash that

is donated has an immediate effect on the corporate balance sheet and decreases
shareholder returns. Corporate managers are accountable to shareholders with a duty
to maximise financial returns. Employee engagement also drives corporates preference
for non-cash engagement. As it is arm’s length, cash giving gives the least opportunity
for corporate employees to get involved. There may also be more complex governance,
accounting and taxation implications of cash donations.

One further problem with corporate cash donations is that it is a long-term zero sum

game. There is a maximum amount of cash that corporates will ever be able to contribute
to CSR — which will be a small proportion of pre-tax profit. Financial shocks such as the
current credit crisis will also diminish the amount of cash that corporations can contribute to
CSR. If NFPs only focus on cash donations from CSR, they will end up competing to get
more cash at the expense of other community groups. To maximise the impact of CSR,
NFPs have to look for productive non-cash CSR such as strategic partnerships, corporate
volunteering and non-financial resource sharing. Another interesting way that NFPs can
access resources from corporations is to look for back door ways of getting corporates to



CORPORATE SOCIAL RESPONSIBILITY

spend cash. It is sometimes possible to get corporates to spend cash indirectly on NFPs,
accounting for it as training costs or something similar. This means that the pool of money
that the corporate has to spend on CSR could be greater than the CSR budget.

Non-financial resource sharing

Non-financial resource sharing, if well managed, can be a good way for NFPs to access
supplies and resources. Corporates prefer this form of giving to cash grants as they

can often provide goods at below market cost, giving them a competitive advantage in
donating. It also may not have the same immediate effect on the balance sheet of the
corporation. Non-financial resource sharing can also provide corporations with a greater
sense of immediacy as the resources are immediately put to use in a tangible way.

However, if non-financial resource sharing is to be successful it needs to be tailored to
meet the requirements and operational needs of NFPs. Many NFP find that corporates
try to donate inappropriate products as a method of disposing of surplus inventory. There
are many stories of NFPs having to reject or dispose of inappropriate corporate resource
donations. For example, one corporation donated toy guns as Christmas presents for
abused and neglected children. For non-financial resource sharing to be a success, there
needs to be a higher level of communication between the NFP and corporate sector to
make sure that NFP needs are met.

To learn more about Fitted For Work and Ardoch’s success with non-

financial resource sharing, turn to page 31

Employee volunteer programs

Employee volunteer programs (EVPs) are a high growth area of CSR. Corporations
tend to have a preference for EVPs due to the fact that they are low cost and are highly
engaging to employees. This is driven by a genuine desire of many Generation X and
Y employees to give something back. However, the true value of EVPs to NFPs is
contentious. This section begins by looking at how corporate volunteering is valued. It
then goes on to look at both skilled and unskilled corporate volunteering.

19
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Valuing volunteer programs

Whilst some corporations have a sophisticated understanding of corporate volunteering,
there is also a high degree of misunderstanding in the corporate sector about the value

of volunteering. Many corporations tend to think that any CSR is good CSR and, as a
consequence, that all volunteering adds value to the NFP sector. Unfortunately, this is

not the case. Corporate volunteering can add or destroy value for NFPs, depending on
how the programs are structured and whether the focus is on the needs of the NFP and its
clients.

Often, corporations tend to think about the value that they add to NFPs through
volunteering as a direct value transfer. They tend to see the value of volunteering as:

Value of EVP to NFP = Cost to Corporate = Cost of Employees

This way of valuing EVPs overstates both the value imparted to the NFP and the cost to
the corporate. A more realistic expression for the value of volunteering is:

Value of Corporate Volunteering = Value to Corporate + Value to NFP

Corporate value
Value to Corporate = Benefit of EVP — Cost of EVP

Traditionally, corporate volunteering has been portrayed as a cost for corporates.
This is at odds with the fact that corporations often insist that corporate volunteering
be a part of any CSR program, due to the positive effects it has on employee
engagement. This needs to be taken into account when calculating the true value
of EVPs to the corporate. The value that a corporation gets from an EVP could be
valued by using the cost of paying for a professional teambuilding day as a proxy,
which could run into the thousands of dollars a day for a team of employees. There
are also benefits from EVP such as PR, goodwill generation and the ability to
engage employees.

The costs to a corporation of running an EVP are better understood. These include
the cost of employees’ salary as well as any resources, administration costs or cash
that the corporation contributes to help run the program.

Not-For-Profit value
Value to NFP = Benefit of EVP — Cost of EVP

The benefit of corporate volunteering to a NFP is the market value of work
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contributed by the corporate volunteers, as well as the value of resources and cash
contributed by the corporate to fund the EVP. The market value of work contributed
is the cost of paying for the outputs at market rates rather than the cost to the
corporate of providing the volunteers.

The cost of running an EVP for the NFP can be significant and are often not
considered by corporate partners. These costs include administration costs, NFP
staff time, any food and transport given to volunteers as well as the materials and
supplies needed for the work undertaken by the volunteers.

Creating shared value

A good EVP is one that is balanced and mutually beneficial. If corporations have
unrealistic expectations about the value of corporate volunteering, they will be less
willing to make an EVP cost neutral. Corporations will tend to think that providing
volunteers alone will be enough to create meaningful value in the community sector.
Expecting the community sector to engage in CSR on these terms will have long
term negative consequences for the NFP sector. The NFP sector needs to ensure
that the realities about the value that EVPs contribute to their organisation are
being communicated. This is already happening in an ad hoc manner as individual
CSR relationships develop. It would be more helpful if this happened in a more
systematic manner. There is still a very strong case to be made for corporate
volunteering. However, both sides need to be realistic about the value that is being
imparted. If EVPs are value destructive for the NFP, the corporate partner needs to
give more financial or in-kind support to make it mutually beneficial.

Unskilled volunteering

Unskilled volunteering is the most common form of EVP, where corporate employees
volunteer in structured programs to undertake manual or unskilled labour. Many
corporations often insist on unskilled EVPs as a prerequisite for any CSR engagement.
There are two significant problems with unskilled corporate volunteering. The first is

that there is a “volunteer value gap.” There is a large difference between the cost of
employees (a cost to the corporate) and the market value of their unskilled labour (a
benefit to the NFP). This means that unskilled volunteering can often be inefficient and
create unrealistic corporate expectations. The second problem with unskilled corporate
volunteering is that there is a chronic lack of opportunity for value adding EVPs in the NFP

3. The Allen Consulting Group, ‘Global trends in skill-based volunteering’, 2007
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sector. As a result, many NFPs get corporate volunteers to participate in EVPs that add
very little value to their organisation (with the notable exception of mentoring programs).
The net result of these two problems is that many NFPs engage in unskilled volunteering
for the goodwill aspect alone. EVPs are commonly seen as a prerequisite for cash funding
and are actually value destructive for NFPs as a stand alone program.

To learn more about Lighthouse Foundation’s experiences with

unskilled volunteering, turn to page 32

Skilled volunteering

Skilled volunteering is one of the more promising areas of CSR due to the fact that it gives
corporate volunteers hands on experiences, overcomes the volunteer value gap and

can build meaningful capacity in the NFP sector. However, in the NFP sector, there are
mixed perceptions of how useful skilled volunteering will be. The short term engagements
required by corporate volunteer leave policies mean that the training to output ratio is

very high, decreasing the value to NFPs. A lack of capacity in the NFP sector can often
constrain the implementation of skilled volunteering. Some of the organisations we spoke
to mention that capacity building skilled volunteering can be delayed due to a lack of staff
in the NFP sector. There are also very real concerns about reliance, duplication and
continuity when it comes to getting corporates to help build capacity in the NFP sector.
CSR relationships are not indefinite so there is a fear about becoming reliant or dependant
on skilled volunteers.

Despite these obstacles, there are many opportunities in skilled volunteering. It avoids the
zero sum game of cash based CSR and it can build meaningful back office capacity in the
NFP sector. One particularly interesting but rarely implemented form of skilled volunteering
is staff mentoring. Mentoring of senior NFP staff can help organisational effectiveness

and fundraising efforts. Some organisations that we spoke to that used mentoring for
senior staff found that it gave them confidence and access to high value advice from skilled
corporate practitioners. It also has the potential to help NFP with fundraising efforts as

it allows both sides to understand each other better, overcome the expectation gap and
develop networks.

To learn more about Carers Victoria’s experiences with skilled

volunteering, turn to page 33
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Conclusion

There is a lot of opportunity in corporate-community partnerships for those NFPs that are
willing to take the risks and make the investment. There are several steps forward that
could help facilitate more meaningful CSR in the NFP sector.

Overcome the expectations gap

Many organisations would greatly benefit by continuing to build the capacity to market
themselves, communicate and reframe their mission and methods to corporates more
effectively. This would give them greater ability to attract and enhance their relationships
with corporate partners.

Communicate constraints

The NFP sector as a whole should focus on opening up dialogue with the corporate
sector with the view to communicating NFP constraints. It is important for the NFP sector
to educate the broader corporate community about the NFP paradigm and investment
philosophy as well as organisational and infrastructure constraints. In particular, the

NFP sector needs to communicate their needs when it comes to appropriate modes of
engagement, so that CSR programs can be structured more effectively for both sides.
Whilst this communication and education is currently occurring in an ad hoc fashion, the
focus should be on communicating with corporates in a systematic manner; creating a
united front. Ad hoc communication prevents NFPs from speaking honestly because they
are focused on securing funding and building their corporate relationships.

Expanding opportunities
The NFP sector would do well to continue to research and explore alternatives to cash

funding. By creating alternate modes of engagement, the cash clash can be overcome,
and the value provided by CSR could increase.

Allowing Access

The NFP sector could also play a part in expanding access and building opportunities
for smaller NFPs that are currently left out of CSR. This could be achieved by building
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CSR support networks to share information through the NFP sector. Another opportunity
that could be explored is to setting up a NFP broker who could reduce the search and
administration costs for smaller NFPs who are looking to get involved in corporate-
community partnerships. The broker could be a representative body that acts as a
facilitator and enabler rather than an organisation that pursues its own interests. Currently,
CSR brokers in Australia seem to be either corporate orientated, very specialised or are fee
for service, which makes them unaffordable for many NFPs.
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Appendix: Case Studies

The role of corporate support: Good Shepherd and microfinance

Good Shepherd Youth & Family Services provides programs and services for young women
and families in need in Victoria. Since 1981 it has run the No Interest Loans Scheme (NILS),
an innovative micro-lending program, which makes small loans of $800-$1200 to people in
need. For 25 years NILS was a niche program that was successful but small; constrained by
the amount of capital that Good Shepherd could source from a variety of donors.

In 2006 Good Shepherd and NAB's relationship, which had been ongoing for many years,
evolved to include microfinance. After much discussion with Good Shepherd, NAB saw the
opportunity to set up a significant strategic partnership where it could make a real difference
to the community. NAB made an initial investment of $3.3 million to the NILS micro-lending
program in Victoria. NAB and Good Shepherd approached the Victorian State Government
together and were able to secure a government grant of $4.7 million over three years.

By forging a three way partnership between government, community and corporate

sectors, each organisation could achieve more than it could on its own. Without corporate
partnerships, Good Shepherd may not have been able to get such a significant grant

from the government. Good Shepherd needed NAB to contribute capital and its deep
understanding of banking and finance to the program, if it was to successfully expand.
Without Good Shepherd, NAB wouldn’t have been able to access the people who need
microfinance as they are typically marginalised and excluded from the mainstream banking
system. Good Shepherd’s broad experience with the provision of social service helped NAB
better understand the needs of low income Australians. In the same way, Good Shepherd
and NAB provided the opportunity for the government to invest in a microfinance scheme.

Since NAB made its initial investment into NILS, their microfinance programs have expanded
to have a national footprint with contributions from other state governments. NAB and Good
Shepherd have pioneered a new microfinance program called the StepUp Loans program.
NAB has committed a total of over $100 million to microfinance and many lives have been

and will be changed.
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The expectations gap: The Fifteen Foundation

The Fifteen Foundation (Australia) is a highly innovative Not-For-Profit that uses a social
enterprise model. It runs a high end restaurant just off Collins Street where it takes on
an annual “class” of disadvantaged and marginalised young people between the ages

of 16 and 24 whom it trains to be chefs. It is a real business, preparing real meals for
real paying customers, with a large emphasis on organisational sustainability. Thirty
percent of the profits of the restaurant are reinvested back into the foundation each year.
Additional funds needed to run The Fifteen Foundation are sourced through a mix of
corporate, philanthropic, government and individual support. The Fifteen Foundation has
a sophisticated approach to managing its corporate sponsors with an emphasis on cash
donations and non-financial resource sharing.

One of the challenges faced by The Fifteen Foundation is communicating its true social
value to government and its corporate and philanthropic stakeholders. Corporate
partners are drawn to the publicity of the restaurant (due to its innovative operating model
and associations with the celebrity chefs Jamie Oliver and Tobie Puttock). They also
understand that The Fifteen Foundation has an immense positive impact on the lives of
the 20 or so young people that go through its program each year. However, corporates
don’t always understand the full effect that a NFP like The Fifteen Foundation can have on
society.

It costs The Fifteen Foundation approximately $60,000 to put each trainee through their
sixteen month program. With 20 trainees this can look like a huge upfront cost which some
people can find hard to justify. However, the effects of The Fifteen Foundation can be a lot
bigger than many people realise. Many of the young people that The Fifteen Foundation
takes in each year are long term unemployed with low levels of education. Most of them
have problems with the law, substance abuse, mental health and money. Many would
face incarceration in the juvenile or adult justice systems or become recidivists if The
Fifteen Foundation were not helping them. Data on the cost to the State of incarcerating
one person is not well documented but it is estimated to be between $100-$300 thousand
dollars a year. Fifteen Foundation also potentially prevents future crimes and self abuse
that these young people may otherwise commit. This is accomplished by providing regular
employment in a nurturing learning environment, while providing the welfare support and

life skill education to better access pathways to address legal, financial and health issues.
It aims to turn troubled young people into resilient adults with sustainable futures. Viewed
in this manner, The Fifteen Foundation represents remarkably good social value for the
investment required.




CORPORATE SOCIAL RESPONSIBILITY

Understanding the other side: Turning Point

Turning Point Alcohol and Drug Centre runs programs for those affected by drugs and
alcohol in the community as well as carrying out addiction research and training. Itis a
highly successful user of funds, recognised by different levels of government and other
stakeholders as very capable of undertaking high quality work to improve drug and

alcohol policy and practice. As a raiser of funds, it has predominantly been funded by the
government. It has had an interest in establishing corporate partnerships but, even after
employing CSR brokers, it had been unable to find a significant corporate partnership. Part
of the reason for this could be the social stigma attached to its cause and clients as well as
the long term nature and perceived intractability of dealing with drug and alcohol abuse.

Recently, Turning Point was approached by an international law firm that was interested in
exploring a partnership. It invited Turning Point to apply for philanthropic funding. Turning
Point was preparing to submit its normal application document when a Turning Point board
member, a partner in a large accounting firm, offered to let his marketing department go
over Turning Point’s funding application on a pro bono basis.

The application document came back from the accounting firm’s marketing department
greatly changed from Turning Point’s usual format. It had a different feel to it and looked
very much like a marketing document, with pictures illustrating drug use. In effect, the
submission had been transformed from a scientific document to one more suitable for
lay audiences. Turning Point’s initial reaction was not favourable but it submitted the
application in this form.

In what was described as a very competitive process, Turning Point was selected by the
law firm to receive a significant one year philanthropic grant to further develop a research
program. Whilst the pro bono corporate volunteering was not solely responsible for
winning the grant, it played a part in allowing Turning Point to understand and meet the

expectations of its potential corporate partner. By utilising a corporate insider, Turning
Point was able to bridge the expectations gap.
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Reframing the mission: MacKillop and “Beyond Words”

MacKillop Family Services is a welfare agency with a mission to help families, children
and young people in need in Victoria. Its primary service is to provide support and
resources for severely disadvantaged children and youth, many of whom are in foster
care. MackKillop recognises the complexity and time taken to address a lifetime of neglect
and suffering. It doesn’t expect immediate effects and runs over 80 programs to provide
the many avenues of support that are required by its clients. Many corporates struggle

to understand the needs of its clients or why such a variety of approaches is required to
achieve its outcomes.

In an effort to reframe its mission and communicate the needs of its clients in a meaningful
way, MacKillop has developed “Beyond Words”, an annual art exhibition of its young
clients’ work. Each piece of art is accompanied by a story of the life and needs of its
artist. Some are reproduced into all purpose greeting cards. The struggle, despair

and hope of MacKillop’s clients comes through the artwork and is an immediate and
emotive form of communication. MacKillop invites its corporate partners and potential
partners to the exhibition each year. MacKillop has found that “Beyond Words” is very
effective at reframing the organisation. The use of art transforms the diffuse and complex
outcomes and needs of its clients into an immediate and accessible form for corporations.
Corporations leave more aware of the problems and complexities of MacKillop’s work,
with their willingness to get involved reaffirmed. As the saying goes, ‘a picture is worth a
thousand words’.
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Competitive advantage: Road Trauma Support Team Victoria

Road Trauma Support Team Victoria provides counselling and support to Victorians
affected by road trauma as well as running driver education programs in conjunction with
the Victorian Magistrates’ Courts. Through its fourteen year history, it has developed

a deep knowledge about road trauma. It had also collected a lot of data about road
accidents, re-offending rates for dangerous drivers and accident trends. However, it had
not developed the capacity to sort and manage this data, making it difficult to access in a
meaningful way.

Road Trauma Support Team was recently put in touch with a multinational technology
and services corporation, who was interested in participating in a skilled volunteering
project. A project was developed and the corporation sent a team of skilled IT volunteers
to scope a data management system for Road Trauma Support Team. The project ended
successfully with the corporate identifying the process that should be followed to develop
the IT system. Road Trauma Support Team is now planning to access further skilled
volunteering to develop and implement the IT system.

When it installs the IT system there will be many benefits for Road Trauma Support Team.
It will be able to use the data to manage and measure its own programs, and provide a
higher level of support to clients. However, there are many other people who would have
an interest in the proprietary data that Road Trauma Support Team possesses. Once
properly organised, the data would be useful to car insurance agencies, university research
departments, car manufacturers and the government. By organising its data Road Trauma
Support Team would have a lot to offer its partners and potential corporate partners. It
would be able to share its data to create meaningful partnerships where it can provide

corporations with a business case for CSR.
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The first embrace: Ardoch Youth Foundation

Ardoch Youth Foundation is an education focused NFP that raises almost all of its
resources from individuals, trusts and corporations. Ardoch runs highly innovative and
effective corporate volunteering programs to assist underprivileged young people to access
education. In particular it is known for its corporate mentoring, volunteering and pen

pal programs. Ardoch typically puts together volunteering programs, acting as a broker,
trouble-shooter and bridge-builder between interested corporates and underprivileged
schools. Generally, Ardoch requires a cash donation from corporates for each EVP it runs,
in order to make the program cost neutral and ensure Ardoch’s long term sustainability.

Ardoch was approached by a large financial services company, who was interested in
participating in one of Ardoch’s corporate volunteer programs, to be run over a period of
time. After some discussion, Ardoch realised that the corporation was not willing to provide
the financial donation upfront, which was needed to make the EVP cost neutral. The
corporation considered that donating its employees’ time was a big enough commitment to
the community. Ardoch had a choice: to accept the corporate volunteering without a cash
donation and face a cash loss of several thousand dollars, or to turn the corporate away
and terminate the potential relationship.

Ardoch made the decision to engage with the corporation and accept the cash loss,

with a view to escalating the corporate-community relationship. It treated the corporate
volunteering program as an opportunity to educate the corporate staff about the role of
Ardoch in the community. Half-way through the program, the corporation approached
Ardoch and voluntarily donated the money that Ardoch needed to make the program cost
neutral. It did this because, not only did it see the community need for Ardoch’s services, it
saw the need that Ardoch had for corporate financial support. Without the corporate cash
donation, Ardoch had not been able to adequately resource the project. With the corporate
donation, Ardoch was able to provide the resources needed for the project to be a success.

Ardoch was also able to escalate the CSR relationship beyond the one initial program.
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Non-financial resource sharing — Fitted For Work and Ardoch

Fitted For Work is an organisation that has found a way of making non-financial resource
sharing effective for their organisation. Fitted For Work, Melbourne is a small NFP that
helps connect long term unemployed women with work by providing interview training and
business clothing. Fitted For Work has given away over 2000 outfits in the last three years.
To acquire these outfits it runs clothing drives at corporate offices. Their strategy has been
a success because corporations identify with their mission. Also, running clothing drives

is a low cost and immediate way for a corporation and its employees to get involved and
make a difference. Recently, Fitted For Work has capitalised on its success by running a
national clothing drive campaign with marie claire and David Lawrence. Without corporate
clothing drives, Fitted For Work would not be able to provide its clients with the level of
service that it currently does.

Ardoch, an education based NFP, runs corporate volunteering and mentoring programs at
schools and has found a way to access non-financial resources. Ardoch has struggled to
raise the money that it requires to supply disadvantaged students with food and supplies.
It has found a solution by getting corporates to donate food and supplies directly rather
than providing cash. Ardoch runs breakfast programs, where corporate volunteers bring
along food and share it with disadvantaged schoolchildren. Ardoch also runs themed
programs where it gets corporate volunteers to bring along supplies like board games to
donate to school children. Ardoch has found that corporate volunteers find it much more
powerful to see their donated resources in action rather than to give cash at arm’s length.

This strategy has allowed Ardoch to access large volumes of resources that it otherwise
couldn’t afford.

31



32

CORPORATE SOCIAL RESPONSIBILITY

Unskilled volunteering: Lighthouse Foundation

Lighthouse Foundation works to support young people, who would otherwise be homeless
between the ages of 15 and 22. It is funded primarily by philanthropic and corporate
donations.

Lighthouse currently operates programs for homeless youth, providing life skills and
reintegrating them back into society. There are plans for the commencement of another
four homes in the near future and the Lighthouse model has been adopted in at least three
other locations in Victoria and Western Australia.

Lighthouse Foundation recently reopened a home which needed substantial renovation
before the family could move in. To help with this, Lighthouse turned to a corporate partner,
who provided a team of employees to help with a working bee. These staff did work

that would have cost Lighthouse Foundation over $5,000 had it paid market rates. The
employee volunteer program provided Lighthouse Foundation with much needed help,
gave its corporate partner the opportunity to engage its staff in a meaningful way and
helped deepen the corporate community partnership.

Although Lighthouse Foundation has found that unskilled corporate volunteering could
achieve great results, it has realised that it has to be willing to limit its unskilled volunteering
if it wants it to add value to its organisation. It used to manage corporate volunteering in

an ad hoc fashion, accepting opportunities that came its way. However, it realises that

it has a limited number of projects (perhaps 3-4 a year) that would benefit from unskilled
corporate volunteering. Lighthouse Foundation, like many Not-For-Profits, has found

that the demand for corporate volunteering in the corporate sector far outstrips the need
for unskilled corporate volunteers in the community sector. By being selective in running
unskilled corporate volunteering, Lighthouse Foundation has found that it can achieve

positive results.
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Skilled volunteering: Carers Victoria

Carers Victoria is a state-wide peak body providing both support to carers and also
representation on carers issues to policy makers and government. Carers Victoria believes
it is not appropriate to use corporate volunteers to support individual carers. However,
Carers Victoria has moved to take advantage of skilled corporate volunteering as a means
contributing to internal corporate services, marketing and fundraising.

Carers Victoria has used pro bono services to cut organisational costs. Carers Victoria
gets its annual audit done pro bono by a large international accounting firm saving an
estimated $30,000 dollars a year. Carers Victoria also makes use of pro bono legal
services through its partnership with PILCH and large legal firms. Carers Victoria accesses
advice on Intellectual Property, contracts, leases, rules of association and employee
relations. Using pro bono volunteering has allowed Carers Victoria to save many tens of
thousands of dollars.

Carers Victoria also runs corporate mentoring programs for its senior staff. Corporate
volunteers who are experts in their field (e.g. marketing, strategic management, HR)
are paired with senior level Carers Victoria staff. This mentoring program allows Carers
Victoria to access the skills and advice of the corporate sector; skills and advice that
might normally be out of their price range. Carers Victoria has also found that having
skilled corporate volunteers as a sounding board has instilled self-confidence in its

own staff and has aided the transfer of knowledge from the corporate sector to their
organisation. Through corporate mentoring, Carers Victoria has been able to expand

the capabilities of its organisation.
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