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RESEARCH METHODOLOGY

This paper draws on Corporate Citizenship’s 
decades of experience in supporting global 
corporations in the design, implementation, 
measurement and communication of their 
community and philanthropic activities.

To conduct our research into flagship social 
investment programmes, we interviewed corporate 
community investment professionals from nine 
companies. We are grateful to the following 
organisations for their participation in our research 
process: Amway, BD (Becton, Dickinson and 
Company), Colbún , Collahuasi, Kellogg Company, 
M&S (Marks & Spencer), Microsoft Asia, Rolls-Royce 
and Unilever Singapore.

In addition, we also conducted a global survey of 
practitioners, which received 103 responses. More 
than 86% of respondents were either directly 
responsible for overseeing corporate community 
investment programmes, or were corporate 
responsibility or sustainability professionals working 
within major companies. Respondents included 
company representatives from Australia, Chile, 
Germany, Hong Kong, Hungary, Portugal, Sweden, 
Singapore, the United Kingdom and the United States. 

Although the survey was anonymous, participants 
had the option to leave their details. We are grateful 
to representatives from the following companies for 
contributing their views:

Allianz EDP M&S
Arauco Endesa Nationwide Building Society
Asda FirstGroup Portugal Telecom
AstraZeneca Friends Life Group Rolls-Royce
Aviva  Hitachi Europe Rothschild Group
AXA IBM Sanctuary Group
BASF Imperial Tobacco Group Santander Group
BD Investec Scottish Power
Cisco ISS World SGN
Coca-Cola Enterprises Jaguar Land Rover Automotive Skanska
Coca-Cola Hellenic Bottling Company Johnson Matthey Southern California Edison
Collahuasi Kraft Foods Group Standard Life
DBS Land Securities Group Swire
Deloitte Touche Tohmatsu Lend Lease Thomas Cook Group
Deutsche Bank Linklaters UBS
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Executive summary

Corporate social investment has evolved over the last 
two decades from ad hoc donations to more strategic 
approaches. Today, measuring the returns for society 
as well as the business is widely accepted as global 
best practice.

In parallel with these developments, a new trend is 
emerging: companies are using flagship programmes 
to spearhead their corporate social investment 
activities. Flagship programmes provide companies 
with a way to differentiate their brand, cut through the 
noise and achieve meaningful impact that is aligned 
with their core business.

Flagship programmes target resources and unite 
activities under a single global focus. Local offices 
may adapt the core theme, and ad hoc small 
initiatives may continue on the sidelines, but the 
strategic intent is one of relentless focus on making 
an impact in a chosen issue area that relates to the 
company’s business assets, operations and core 
capabilities. 

Based on a global survey of corporate community 
investment practitioners as well as detailed interviews 
with some of the world’s leading flagship programme 
managers, Corporate Citizenship has mapped out the 
five critical success factors to help companies design 
and implement a successful flagship programme: 

THE FIVE CRITICAL SUCCESS FACTORS:

1. Purpose: what the programme aims to achieve 
and why achieving this goal makes sense for the 
organisation.

2. Space: the specific niche within the most relevant 
societal, environmental or economic issue that the 
programme will focus on.

3. Resources: the financial and non-financial 
contributions that are allocated to the programme 
over time including internal and external resources.

4. Impact: the measurement and impact assessment 
framework that will guide the management of the 
programme and the evaluation of its success.

5. Story: the core messages of the programme and 
how to reach key audiences with them.

We believe that working through these five success 
factors as a framework for designing a flagship 
programme will have profound benefits. Case studies 
from nine companies – Amway, BD, Colbún, Collahuasi, 
Kellogg Company, M&S, Microsoft, Rolls-Royce and 
Unilever demonstrate how the theory is being applied in 
practice. Our research shows that flagship programmes 
offer a unique opportunity to ensure that a company’s 
social investment creates value both for the business 
and society in the long-term.  
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Leading the way: focusing corporate 
social investment for impact

The last few decades have seen a very clear shift 
away from ad hoc, occasional donations that support 
a wide range of causes towards more structured 
and streamlined approaches that deliver targeted 

benefits for society as well as the business. As shown 
in the diagram below, we can distinguish between three 
approaches in the evolution of social investment, which 
all have their advantages.
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TERMINOLOGY

Companies use lots of different words to describe their activities in the 
community, such as philanthropy, charitable giving, community investment 
or corporate social investment. Although these terms can be used 
interchangeably, we use corporate social investment in this paper to describe 
all types of voluntary financial and non-financial contributions by companies 
that aim to create value for society.

Leading the way: focusing corporate 
social investment for impact

© CORPORATE CITIZENSHIP 2015
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Locally driven: corporate social 
investment activities often begin as 
ad-hoc initiatives that are driven by an 
individual’s or a group of employees’ 
preferences. These activities often have 
a strictly local focus. While this approach 
can be successful in engaging employees, 
or responding quickly to a specific need, 
over time this approach tends to result 
in the build-up of disparate activities that 
are largely unrelated to each other, as well 
as to the core interests of the business. 
Telling a coherent story of the purpose 
and the impact of these activities can be 
very challenging for a company.

Structured approach: the disadvantages 
of the locally driven approach, such as the 
difficulty of demonstrating impact and 
gaining recognition, initiated a movement 
towards a more structured approach to 
social investment. This approach has specific 
themes and goals, which are aligned with 
business objectives. This allows companies 
to leverage resources in a more strategic way: 
for example, by ensuring that the foundational 
elements of social investment, such as 
employee volunteering or matched donations 
support one or more selected themes. This 
structured approach, while more streamlined 
than before, may still lack the relentless focus 
that would allow a company to see its brand 
clearly differentiated.

Focused approach: as corporate social 
investment is increasingly required to 
demonstrate greater impact and return 
on investment, we have observed that 
companies have begun to invest their 
resources in a much more focused 
way. This focused approach is usually 
spearheaded by a single, overarching 
and impactful programme that aims to 
enhance the brand, achieve recognition 
for the company, and build a connection 
with stakeholders. Ad hoc activities may 
continue, but tend to diminish over 
time. It is through this approach that the 
organisation is able to pool resources and 
expertise in the most effective way.

1LOCALLY DRIVEN, DISPARATE 
SOCIAL INVESTMENT ACTIVITIES
Agile and responsive on a local level

No sense of overall direction 2 STRUCTURED SOCIAL 
INVESTMENT FRAMEWORK
More clarity internally and externally

Lacking differentiation and leadership 3FOCUSED APPROACH TO CORPORATE 
SOCIAL INVESTMENT
Strategic alignment and clear sense of direction 

Resources structured and  leveraged for scale and impact
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What do we mean by flagship social 
investment programmes?

As part of the move towards the focused approach 
to social investment, a new trend is emerging: flagship 
programmes. Flagship programmes target resources 
and unite activities under a single global focus. For 
example, local offices or markets are often given 
flexibility to interpret the flagship topic and respond 
dynamically to the most pertinent issues on the ground. 
Similarly, in reality very few companies abandon all 
historic community relationships; instead, perhaps a 
smaller proportion of the total budget is allocated to 
“non-core” activities. 

Flagship initiatives are different because they require 
a rigorous focus on the most significant single issue for 
the company. They are designed to be a true standard-
bearer that provides the focal point for the business’ 
social investments. For example, when asked what the 
company does in society, the “commanding admiral” 
of a company with a flagship programme can respond 
succinctly – typically in a few powerful words – and 
articulate a story of ambition and impact.

Based on a global survey of corporate community 
investment practitioners, as well as detailed interviews 
with some of the world’s leading flagship programme 
managers, Corporate Citizenship has mapped out 
the five critical success factors to help companies 
looking to design and implement a successful flagship 
programme: 

1. Purpose: what the programme aims to achieve, 
its goal and ambition; and why achieving this goal 
makes sense for the organisation; the business 
drivers of the programme.

2. Space: the specific niche within the most relevant 
societal, environmental or economic issue that the 
programme will focus on; the social drivers of the 
programme.

3. Resources: the financial and non-financial 
contributions that are allocated to the programme 
over time through utilising existing and new internal 
resources, and leveraging external resources by 
partnering effectively.

4. Impact: the measurement and impact assessment 
framework that will guide the management of the 
programme and the evaluation of its success.

5. Story: the core messages of the programme and 
how to reach key audiences with them.

Flagship /flægśıp/ The ship 
in a fleet which carries the 
commanding admiral; The 
best or most important 
thing owned or produced by 
a particular organization  
Oxford English Dictionary
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DIAGRAM 1: THE FIVE CRITICAL SUCCESS FACTORS

 
 

STORY

What are the key messages and the right channels to reach target audiences? 

What is the right balance between quantitative (big numbers) vs. qualitative (human stories) 
information in story telling that builds credibility and emotional connection

How can you amplify the story through beneficiaries, partners and key opinion formers to 
build a movement wider than the company?

 

 
SPACE

What is the issue area and what is the 
company’s unique strength or capability to 
make a difference? 

Within this issue area, what is the niche 
space that is most relevant?  

How can the company achieve 
differentiation?
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These five critical success factors are intrinsically linked, 
as illustrated in diagram 1. Collectively they represent a 
powerful force that can drive the successful design and 
implementation of the flagship programme. Our model 
can be split into three different levels. 

 – The first layer is about setting the purpose and 
objectives of the programme: this provides the 
backbone from which the rest of the programme can 
stem. 

 – The middle layer represents the mechanics of getting 
a flagship programme right: honing in on the specific 
issue area that the organisation is going to tackle; 
allocating the necessary resources and fostering the 
right partnerships for implementation; and, setting the 
impact measurement framework that will help track 
and demonstrate results. 

 – The final layer of our model is about telling the story 
of the flagship programme to key audiences that 
matter to the business.

Our interviews and survey responses highlight how no 
single part of the model can exist in isolation. The five 
success factors are mutually reinforcing. In our model, 
purpose feeds into space, resources and impact; and all 
of these four components are critical to telling a story. 
The binding together of all parts of the model is what can 
make flagship programmes compelling and impactful. 

Our research has found that flagship programmes 
don’t stand still. The most successful programmes 
are in a process of continually adapting to changing 
circumstances and the lessons learnt from activities 
on the ground and feedback from stakeholders. That 
means that some elements of the programme may 
evolve over time. While there needs to be some level 
of consistency, a flagship programme doesn’t mean a 
stagnant programme. Indeed, the dynamism of flagship 
programmes is what makes them so resilient. 

 

 
RESOURCES

How to organise the company’s financial 
and non-financial resources?

Who supports,  enables, and leads the 
programme internally?

How to partner effectively to leverage 
external resources?

 

 
IMPACT

What are the key indicators that will 
demonstrate progress  towards both 
addressing the issue and supporting the 
company’s ambition?

What are the appropriate targets to  drive  
performance?

Does the company have a framework and 
processes in place to measure results and 

impacts?

 
 
PURPOSE

What is the company’s ambition for the  
flagship programme?

How does it support  business priorities?

Who are the key target audiences for the 
programme?
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CURRENT APPROACH 

FUTURE APPROACH

Practitioner views on flagship 
programmes

To uncover insights into the current and possible 
future approaches to corporate social investment, we 
conducted a detailed survey of corporate community 
investment practitioners around the world.

The current state of play
Most companies today exhibit an assortment of social 
investment activities in the community. In our survey, 
59% of respondents described their current approach 
as a mix of larger initiatives accompanied by a relatively 
small number of local programmes. 

A focused approach to social investment – where 
resources are prioritised towards a single global theme 
– is not yet mainstream. Just 12% of respondents to 
our survey said that they currently had predominantly 
larger programmes with a specific issue focus that is 
consistent on a regional or global level.

The number of flagship programmes are likely  
to grow sharply in the future
There are clear signs that change is afoot. The shift 
towards a more focused approach with a flagship 
programme is evident. Of those who told us that they 
did not currently have a flagship programme, 70% said 
that they expected their organisation to embrace a 
more focused approach over the next two years. 

This startling finding indicates that the appetite for a 
more focused approach to social investment is clearly 
present. However, whether or not all these organisations 
will successfully evolve their strategies towards the 
flagship model will depend on how successfully they 
overcome some of the barriers explored in this paper. 

Locally-driven initiatives will continue to play a role
Our survey also uncovered intriguing evidence of 
another trend: localisation. Just over a quarter of all 
respondents indicated that a growing plurality of issues 
and causes was the likely future for them. This shows 
that for some organisations, a portfolio of smaller and 
diverse initiatives are still seen to be the best way to 
demonstrate the company’s commitment to the local 
community.  

26%

59%

NO
30%

12%

YES
70%

3%

Question only posed to those who do not currently have a flagship programme: Do 
you think your company will adopt a flagship community programme in the next 
two years?

How would you describe your company’s current portfolio of social investment 
activities?

Predominantly smaller programmes reacting to local needs and requests 
from the community

Predominantly larger, flagship programmes with a specific issue focus that is 
consistent on a regional or global level

A mix of larger initiatives accompanied by a relatively small number of local 
programmes

Other
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THE BENEFITS OF A FLAGSHIP PROGRAMME

The two trends of more focussed social investment 
and localisation are not necessarily mutually 
exclusive. A global flagship programme can provide 
the framework that local operations can adapt to 
suit their own needs. The commitment to local 
communities can go hand-in-hand with a global 
flagship programme as long as priorities are defined 
at the outset and an appropriate ratio is applied when 
investing resources into the flagship as well as the 
locally-driven programmes.
 
The benefits of a flagship community programme
Whilst respondents had a range of views on what 
their future social investment portfolio might look 
like, there was a ringing endorsement for the benefits 
associated with having flagship programmes.

Over 90% of all respondents saw flagship programmes 
as an effective way to maximise the social and business 
return on investment. 85% saw flagship programmes as 
a way for a company to own a space, differentiating its 
brand in the community. 

The majority of respondents also support the idea that 
flagship programmes are the best way to demonstrate the 
company’s social purpose (i.e. the reason for the company’s 
existence beyond creating economic value), ensure 
charitable donations and employee volunteering go hand-in-
hand, and consolidate and focus community activities. 

The fact that these benefits appear to be well 
understood goes some way towards explaining why so 
many companies seem to be indicating that a flagship 
approach is going to grow in popularity.

A flagship community programme is an 
effective way to maximise the social and 
business return on investment

A flagship community programme enables a 
company to ‘own’ a space and differentiate 
its brand in the community

A flagship community programme must 
ensure that charitable cash donations and 
employee engagement/volunteer goes 
hand-in-hand

A flagship community programme is the 
best way to communicate and demonstrate 
the social purpose of a business

Corporates should consolidate their 
community and social investment spend 
by focusing their efforts through flagship 
programmes

0 10 20 30 40 50 60 70 80 90 100%
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Agree                            Neither agree nor disagree                            Disagree
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Start with the social purpose of the organisation
Whether it’s environmental disasters, tax avoidance, 
the misrepresentation of accounts, product recalls or 
mammoth government bailouts, we don’t have to look 
far to see why public trust in big business is waning. 
To some this is a reflection of the broken evolution of 
businesses into a “profits-at-all costs” model. In order to 
overcome this public disconnect some companies are 
committing significant time and resource into defining – 
and sometimes rediscovering – their social purpose. 

For example, Unilever has always had a social purpose 
at the heart of its business vision. This purpose has 
evolved as the company and the world it operates in has 
changed. When William Lever, founder of Lever Bros., 
launched Sunlight Soap he sought to make cleanliness 
commonplace. As Unilever grew, this vision developed 
to making hygiene and personal care commonplace, 
and improving nutrition. Today, Unilever’s vision is in 
another step of its evolution: to make sustainable living 
commonplace. 

Once an organisation has been able to clearly define its 
social purpose, a flagship programme is one of the most 
effective ways of demonstrating it through actions. 

Then define the purpose of the flagship social 
investment programme 
Getting the purpose of the flagship programme right 
at the start of its development process is crucial to the 
programme’s long-term success. Not being clear on 
the objectives will lead to an ill-targeted, ineffective and 
ultimately underwhelming initiative.

Whilst the introduction of a flagship community 
programme does not necessarily require re-inventing 
the wheel and it can certainly build on past successes, 
our research has shown that a clear articulation of the 
flagship programme’s purpose and ambition acts as a 
springboard to success.

Having a clearly defined purpose for the flagship 
programme can help rationalise those activities which 
are not strategically aligned to the business. This 
consolidation happens when a company adopts a 
focused approach to social investment that is driven by 
a clear purpose that unites initiatives and ensures that 
they are all moving in the same direction. It can also help 
in making difficult decisions, such as when to scale back 
investment in an area that does not contribute to the 
strategic purpose of the organisation.

What can go wrong?
Our research shows that there can be barriers to 
creating a strategic alignment between a company’s 
social investment portfolio and its core business 
objectives.

Typically, we find that many companies have 
programmes that have been developed organically by 
enthusiastic individuals. Whilst sometimes successful, 
they are less likely to be strategically aligned. These 
programmes are often the brainchild of powerful 
individuals within an organisation and so may be 
politically difficult to change. Another factor is the 
complex and devolved structure of large companies, 
particularly those that have diverse operating businesses 
or have grown by acquisition and taken on another 
organisation’s legacy community programmes. These 
barriers are no doubt a challenge to overcome, but the 
reward is worth it. Namely, the benefits that a purpose-
driven, company-wide and highly impactful flagship 
programme can bring.

Defining the purpose of the flagship programme 
needs to be a deliberate process
We have found that the following considerations are 
most essential in helping an organisation to define its 
purpose:

 – Ambition: what role do you want your flagship 
programme to help you play in society? What is the 
intended scope and scale of your flagship community 
programme? Do you want to be seen as an innovative 
leader on an issue, or would it be better for your 
business to follow a tried and tested path? Do you 
want to scale up an existing successful initiative or are 
you prepared to start from scratch?

 – Audiences: who are the target audiences for your 
flagship community programme? Who do you want 

Purpose

If a man does not know to 
what port he is sailing, no 
wind is favourable. 
Socrates
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to care about its impact and success? Is it aimed at 
creating greater brand affinity, helping to improve 
relationships with key stakeholders and ultimately 
contributing to business success? Or is it about 
rallying your employees and/or customers around a 
cause and boosting their engagement? 

 – Beneficiaries: which group is it that you primarily want 
to target with the flagship programme? How does the 
beneficiary group align with your key audiences? Of 
particular importance is to consider the relevance of 
that beneficiary group to your core business: if this 
isn’t immediately obvious, then the beneficiary group 
you’ve chosen may not be the right one.

 – Business goals: what is it that the business can 
expect to gain from the programme? How does the 
flagship programme’s purpose align with corporate 
priorities (e.g. market expansion, product/service 
innovation, consumer insight)? Will it attract greater 
publicity and win the most prestigious awards? Can it 
fit into training and development opportunities? Will 
it help grow the organisation or reduce costs? Will it 
make you an employer of choice? 

Defining a clear purpose for your flagship approach is not 
a linear process. Snap judgements need to be put aside. 
It is imperative to get this first part right in order to build 
a strong foundation for your programme. Testing your 
answers internally and externally to make sure you’re 
hitting the right areas is crucial. 

This may seem like a lot of planning that needs to be 
done before you even begin identifying the focus of the 
programme. And it is. But that’s the point. The success 
of the programme will be dependent on a well-thought 
out plan for implementation, with clear purpose, 
ambition and target audiences.  Engagement is crucial 
to understand how well the flagship programme sits with 
key internal audiences, with whom the programme will 
reside.

Examples of articulating a flagship programme’s 
purpose 
The case study companies we interviewed reinforced 
the fundamental need for a clearly defined purpose in 
order for a global flagship programme to be a success. 
All interviewed companies were able to articulate the 
purpose of their existing flagship programmes:

1. Amway: to fight malnutrition among children 
under five with a special focus on micronutrient 
deficiencies.

2. BD: to improve healthcare capacity for underserved 
communities.

3. Collahuasi: to improve the quality of water systems 
for local agricultural communities.

4. Colbún: to foster prosperity in neighbouring 
communities through promoting enterprise, 
education and opportunities for employment.

5. Kellogg Company: to support global hunger relief 
with an emphasis on providing breakfast meals and 
snacks for children most in need.

6. M&S: to reduce the amount of clothes ending up in 
landfill by changing consumer behaviour.

7. Microsoft: to close the opportunity gap for 300 
million young people worldwide through technology.

8. Rolls-Royce: to reach 6 million people through 
STEM education initiatives.

9. Unilever: to improve the hand washing habits of 
one billion people globally.
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Thinking inside and outside the box
The second characteristic of a successful flagship 
programme is about determining the right space for the 
initiative. By space we mean the specific niche that the 
organisation intends to occupy within a wider societal, 
environmental or economic issue area. This can only be 
done by having a laser sharp focus on the intersection 

between the business and society as  
demonstrated in diagram 2.

The space for flagship initiatives should ultimately be a 
function of the company’s key products, core business 
expertise, and the geographic location of its operations. 
The most admired flagship programmes tend to define 
their space in a way that immediately makes sense to a 
customer, an employee or an investor. 

Our research found that companies often already 
had relevant, but perhaps smaller, lower profile or 
geographically specific initiatives before the creation 
of a flagship programme. This is why a thorough 
analysis of existing activities is often a useful first step 
to identifying the space for the flagship programme. 
However, we also found that often these existing, 
smaller activities had failed to attract the necessary 
buy-in or investment. By focusing on developing a 
flagship programme the companies we interviewed 
were able to first consolidate ongoing initiatives 
and then amplify those that already had a strategic 
alignment with the business.

Space

People think focus means 
saying yes to the thing 
you’ve got to focus on. But 
that’s not what it means at 
all. It means saying no to the 
hundred other good ideas 
that there are. You have to 
pick carefully. 
Steve Jobs, Co-founder of Apple Inc.

DIAGRAM 2: FOCUSING ON THE INTERSECTION BETWEEN BUSINESS AND SOCIETY

MATERIAL ISSUES

NICHE SPACE

BUSINESS VALUESOCIAL VALUE

?
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LEGEND



Flagship Programmes: Focusing Corporate Social Investment for Impact   |  2015  |  © Corporate Citizenship Page 12

Real differentiation comes not only from pinpointing 
the relevant issue, but also finding a segment or a niche 
within that issue where the company’s contributions 
can go the furthest. For example, supporting global 
hunger relief might make logical sense for any food 
manufacturing company, but focusing on providing 
breakfast for those that need it the most makes the 
most sense for a business like the Kellogg Company. 

Knowing when to think inside and outside the box 
can help to ensure that companies build on existing 
strengths while also exploring new opportunities.

Materiality first
A growing number of companies conduct materiality 
assessments to identify and prioritise the most pertinent 
social, economic and environmental issues for the 
company to address, based on their relevance to the 
business and to its stakeholders. Such an assessment 
can be a valuable precursor for determining the space 
for the flagship community programme to pinpoint 
the business’ key social impacts. Once a materiality 
process has been concluded, companies can start 
asking questions such as “where have we focused our 
community activities in the past?” and, most crucially, 
“where should we focus them in the future?” 

Instead of simply engaging in sporadic philanthropic 
activities, it is imperative to look for strategic linkages 
when selecting the issue or cause. The Coca-Cola 
Company, for example, has launched the “5by20” 
flagship programme, which encompasses the Coca-Cola 
Company’s global commitment to enable the economic 
empowerment of five million women entrepreneurs 
across the company’s value chain by 2020. Although, 
other issues such as climate change and packaging are 
included in its community investments, Coca-Cola has 
managed to communicate clearly that this is where it 
desires to lead and focus its attention.

The importance of listening to stakeholders and using 
their insights to refine the space was underscored by 
every case study company we interviewed. Although 
it is possible to come up with a flagship programme 
in isolation, it is certainly not advisable. Our research 
showed that companies were able to sharpen the 
flagship programme’s focus and pivot the strategy as a 
result of feedback from consumers, employees, advisors 
and non-profits.

Footprint vs. handprint
We can differentiate between two categories of social 
issues when defining the space for a flagship social 
investment program: 
1.  Those to do with social impacts or what business 

does to society, and
2.  Those to do with social problems or what business 

can do for society.1 

The age old advice suggests that the aim for every 
business should be to minimise the negative social 
impacts of the business – usually referred to as a 
company’s footprint – while maximising the beneficial 
impacts – recently referred to as the company’s 
handprint.2

Of course the choice is not always as clear cut, but 
this dichotomy is a good reminder that the space for a 
flagship programme can address either a social impact 
or a social problem, and in fact could aim to tackle issues 
in both categories. 

For example, Levi Strauss & Co, an apparel company 
with factories in developing countries, has made worker 
rights and wellbeing a focal point of its foundation’s 
grant making strategy. Dedicating special  attention  to  
the  needs  of  women  in  apparel  factory  settings is 
both about targeting some of the business impacts and 
aiming to contribute to society by helping  low income 
working  people to build up their assets over time.3 

Defining where the organisation stands in the corporate 
social investment terrain will inevitably take time. 
Effective flagship programme development is never 
about jumping on the latest trend. It is about connecting 
the brand with an issue that relates to the business that 
can ultimately leverage change in the long run.  

The seamless relationship between the business and 
the space for the flagship programme has important 
implications for the company’s external perception. 
The key question that businesses should be asking 
themselves is: what is the niche space where we can 
best create value for society and ourselves?

1 Based on Drucker, Management (1974) - http://druckersociety.at/repository/191109/Grosser_Festsaal/1400-1530/Smith%20-%20new.pdf
2 http://www.chgeharvard.org/topic/handprint-new-unit-measuring-impact
3 http://www.levistrauss.com/wp-content/uploads/2014/01/Levi-Strauss-Foundation-Grantmaking-Guidelines-2014.pdf
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4 http://www.kelloggs.co.uk/en_GB/whatwebelieve/helpgiveachildabreakfast/breakfastsforbetterdays.html

CASE STUDY

Kellogg Company

Finding a unique positioning 
in a crowded space 

Kellogg is a multinational food manufacturing 
company with key products in the ready-to-eat 
cereal and convenience food categories. The 
company is headquartered in the United States, but 
has manufacturing facilities in 18 and consumers in 
180 countries. Over the past few years Kellogg has 
gone through a process of realigning its corporate 
philanthropic activities and defining a global flagship 
initiative for the company. The challenge was two-fold: 

 – On one hand Kellogg was keen to honour a genuine 
philanthropic heritage of the company, which started 
with its founder and has always made sure that the 
business invested in the communities where its 
employees lived  and worked; 

 – On the other hand it was clear that spreading 
resources too thinly across a number of different 
themes and issues will not meet the expectations of 
today’s consumers who are looking to companies to 
support impactful societal programmes. 

The team at Kellogg reviewed a variety of issues, 
existing successes and looked for synergies between 
corporate objectives and consumer interests. As a 
food company, hunger relief was a cause that Kellogg 
quickly gravitated towards, and it was corroborated 
by consumer research. However, the team was keen 
to find opportunities for the company to emerge 
as a leader and decided to look deeper for a unique 
positioning for Kellogg.  

As a result of this process, the company stumbled 
upon a key point of differentiation: specifically, that 
most organisations have previously segmented hunger 
relief as an issue and related interventions primarily 
by age group and demographics. Kellogg, however, 
was one of the first organisations to focus on meal 
occasions with programmes such as the “Give a Child 
a Breakfast”, running in the UK since 1998.4 From this 
insight the new flagship programme was born with the 
aim to ensure that children and families have access to 

breakfast. 
The Breakfast for Better Days flagship initiative was 
launched in early 2013 with a commitment to provide 
1 billion servings of cereal and snacks by the end of 
2016. Its reach extends well beyond the countries in 
which Kellogg has physical operations as more and 
more markets are organising activities that are aligned 
with the flagship programme. Kellogg aims to operate 
within existing local infrastructures to deliver on its 
commitment, which can vary widely from partnerships 
with organisations such as the Breakfast Club of 
Canada to working directly with schools and teachers. 
The programme has also given the opportunity for the 
CSR and the marketing teams to collaborate and design 
activities that engage Kellogg’s customers, the food 
retail chains as well as its consumers.

What Kellogg was able to do is to build on existing 
initiatives to create a global platform centred around 
global hunger relief with an emphasis on breakfasts. It is 
clear that Kellogg alone cannot eradicate global hunger, 
but a key learning for the company was that it can 
certainly lead and champion a specific segment of it. 

TOP TIP
“Firstly you need to make sure that the selected issue 
really aligns with where the business is at present and 
where it’s going in the future. 

Secondly, you need to dedicate time and effort 
to ensure that you can address multiple internal 
stakeholder needs, making the programme 
sustainable in the long haul. 

Thirdly, you need to look for a point of differentiation; 
there are a lot of broad causes that could make sense 
for your business to engage in, but then it’s essential to 
pause and think about your unique positioning within a 
cause.

You know if you’ve hit on a good idea if everyone’s 
working on it today was to walk away for some reason, 
and the programme would survive even without the 
people who are championing it today.”

Jodi Gibson, Vice President, Corporate Social 
Responsibility at Kellogg Company
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5 www.angosturadelbiobio.cl

CASE STUDY

Colbún

Innovative ways to 
foster local economic 
development 

Colbún’s vision is to be a leading Chilean company 
in the generation of secure, competitive and 
sustainable energy. It operates a diversified 
portfolio of hydroelectric and thermoelectric power 
plants contributing electricity to Chile’s Central 
Interconnected System. 

For Colbún, the wellbeing and prosperity of the 
communities living and working near the company’s key 
operational sites is part of the essence of the business. 
Good relationships with local communities are not just 
a “nice to have”; they are an integral part of the way the 
business is run. Therefore, Colbún takes the societal 
impacts of new projects into consideration from a 
very early stage. The company establishes a local 
team responsible for community relations well before 
the project has obtained planning and construction 
approvals.

When defining the space for the company’s voluntary 
contributions, Colbún was keen to steer away from 
areas where the Chilean Government is better 
equipped to intervene, such as health and housing. 
Instead, Colbún focuses on issues where it has relevant 
experience and know-how. The company’s own motto 
is “to ensure that local people are better off with us 
than without us”. This means that the main goal for 
Colbún is to build and operate assets in a way that is 
beneficial for local communities in terms of promoting 
enterprise and providing opportunities for employment 
and education.

Colbún completed the development of the Angostura 
hydroelectric power plant in 2013. In addition to being 
the largest hydroelectric power plant built in Chile in the 
last decade, the Angostura Project set a new standard 
by integrating the community’s needs, the environment 
and other aspects such as tourism into the design and 
development of the power plant. 

Energy projects are not always financially beneficial 
to local communities, mainly because they are not as 
labour intensive as one would imagine. Therefore, a 
first challenge power companies need to confront is 
how to consider social needs and expectations in the 
very design of the project. In the case of the Angostura 
Project, Colbún’s resources have been utilised in novel 
ways to maximise the positive long term outcomes for 
the local community: 

 – Even though power plants do not need a large 
number of workers, Colbún guaranteed 40% local 
employment and supply of services during the 
construction phase of the project.

 – The company made a decision not to alter the water 
level in the reservoir by more than one metre. This 
decision, not necessarily a profitable one, has been 
essential for tourism and water sports in the local 
area.  As an example, during the first tourism season, 
more than 50,000 people visited the water reservoir 
area and benefitted from the infrastructure the 
company built.

 – Colbún helped to enhance the local infrastructure 
by creating public beaches, camping zones, an 
interactive visitor centre, observation trails and a 
path to visit the industrial installations.  Additionally 
a website and a dedicated Facebook page5 were 
launched not only to promote the area as a tourist 
destination, but also to show that a power plant can 
be integrated into the fabric of the community.

TOP TIP
“What worked for us is firstly to be open and 
transparent about the company’s environmental 
and social impacts by publishing annual accounts of 
our performance. Secondly, to build trust our internal 
sustainable development and community relations 
teams are working directly with communities. Last 
but not least, we always strive to incorporate societal 
actors and stakeholders in our decision making 
process about our community investments.”

Pedro Vial, Public Affairs Manager, Colbún
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More with less: decoupling impact  
from investment
The greatest challenge, but also the greatest opportunity 
facing social investment professionals is how to achieve 
maximum impact whilst being efficient with resources. 
Our research shows that companies are able to increase 
the social and business returns on their investments by 
re-thinking the ways in which their businesses contribute 
resources. We have grouped our insights under the 
following six areas:

1. Internal financial and non-financial resources: cash 
funding, employee time and in-kind contributions 
are usually seen as the primary ways of committing 
resources to a flagship community programme. All 
of these types of contributions play an important 
role. The most impactful programmes are able to 
successfully combine at least two or even all three 
types of contributions. For example, BD’s Volunteer 
Service Trip Program typifies the successful 
combination of cash, product and skilled employee 
time. BD employees have the opportunity to apply 
for, and participate in, company-sponsored volunteer 
trips that address global health issues.6 
 
Furthermore, it is important to think through what 
is the most effective method of contribution to 
address different aspects of a flagship programme. 
Organisations should not only identify areas where 
cash is the most helpful way to support, but also look 
for ways to partially or fully replace direct financial 
contributions with volunteering, products and 
services, or seek to partner externally. 

2. Efficiency in management expenditures: 
economies of scale can be found in social investment, 
just like any other area of business. These efficiencies 
often arise later in the implementation phase and 
sometimes only after several years of hard work. 
 
 

Cash funding from social investment departments 
is best invested at the beginning of a flagship project 
to incubate promising programmes, and at the very 
end of each key stage to measure results and find 
areas for improvement. While upfront costs can be 
high, smart organisations are able to find ways to test 
and pilot components of their flagship programme 
before committing serious resources. Delivery and 
implementation of flagship programmes can be led 
or supported by a business division or externally by a 
relevant partner.

3. Leveraged contributions: one effective test of a 
flagship programme is the extent to which it is able 
to attract financial and non-financial resources from 
other parties. Employee fundraising or cause-related 
marketing initiatives can be a good first port of call for 
mobilising resources.   
 
The key question here is: how do you go beyond 
that?  Successful flagship programmes leverage 
external resources, and are able to enlist support from 
suppliers, partners and/or customers. M&S’ Shwopping 
initiative is a great example of how a successful flagship 
programme can be built around consumers’ non-
financial contributions. Through this initiative unwanted 
clothing items are collected by both M&S and Oxfam. 
Last year around 4 million garments were collected, 
raising £3.8 million for Oxfam.

4. Scalable partnerships: flagship community 
programmes are often anchored in successful 
partnerships. Some of the case study companies in 
our research work with key global NGO partners to 
deliver their flagship programmes on the ground, such 
as Amway’s partnership with CARE or M&S working 
with Oxfam. Other companies such as Kellogg adopt a 
regional or country-by-country approach to selecting 
the most appropriate delivery partner with the right 
distribution network and local capacity. 
 
Partnerships can bring credibility and external 
recognition to a project, especially if the partnering 
organisations are able to co-develop and co-brand the 
flagship programme. Involving key organisations early 
on in the design process can ensure that expertise 
and experience of on-the-ground implementation or 
thought leadership can be leveraged.  

Resources

“Chase the vision, not the 
money; the money will end 
up following you.” 
Tony Hsieh, CEO of Zappos – now part of Amazon

6 https://www.bd.com/responsibility/community/volunteer.aspx
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 Flagship programmes are not “me too” projects, nor 
about re-inventing the wheel. Organisations should 
commit their resources where it generates the most 
impact and aim to find and work with partners who 
can amplify their impact. The guiding principle should 
be to complement, not replicate, existing initiatives 
that are happening already on the ground. A good 
example would be Amway’s Power of 5 campaign, 
which aims to supplement ongoing nutrition initiatives 
with an additional micro-nutrient component.

5. Integration with the business: leadership in the 
corporate responsibility and sustainability field 
is clearly moving toward a greater integration of 
programmes with mainstream business processes. 
This can take the form of a new product or service 
proposition, a more inclusive approach to managing 
supply and distribution chains or redefining hiring and 
talent management practices. 

 Organisations that are able to integrate their flagship 
programmes with core business functions reap 
the rewards of doing so. This can include reaching 
new markets, gaining valuable consumer insights 
or reducing the cost base for manufacturing and 
distribution. This level of integration makes the 
flagship programme more sustainable in the long 
term because the returns can be invested back into 
the programme to expand its scale and remit. This in 
turn has the potential to create further business and 
societal value. 

 Our interviews confirmed that in order to achieve 
this level of integration, it is essential to have real 
business acumen and an entrepreneurial spirit in 

the social investment team. Understanding how the 
organisation’s growth, geographical expansion or 
product strategy will evolve over time and feeding 
these key insights back into the flagship programme 
development process will not only make it more 
robust, but also enhance the value realised by the 
business. 

 The goal to embed social programmes in a  
company’s operations is not a new phenomenon. 
Inclusive business approaches7 to corporate social 
investment have been slowly but surely proliferating. 
These require companies to fundamentally rethink 
their value chain and business model. The deeper 
the integration of the flagship programme is with 
the business, the more likely it is that resources and 
investments are utilised in the most effective way. 

 

6. Start with a need and work your way back to a 
budget: an intriguing and perhaps counter-intuitive 
recommendation we heard during our research was 
that once the niche space is identified, forget about 
the budget altogether and try to answer the critical 
question: what would it take to do this right?  

  
We know that budgets, legacy programmes and other 
commitments often pose serious constraints and 
limitations on flagship programme development. 
Therefore, this piece of advice might sound 
unexpected, but it can be an innovative and liberating 
approach to planning resources and contributions. As 
BD told us, “if you come up with a strong proposition 
[that supports the business] you will get the funding”.

7 http://corporate-citizenship.com/wp-content/uploads/Inclusive-Business-report_Final_22-June-2012.pdf
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8 http://powerof5.nutrilite.com/research-and-clinical-results
9 http://globalnews.amway.com/pressroom/news-release/news/-amway-launches-global-effort-to-fight-childhood-malnutrition_15
10 http://nutrilite.com/littlebits/
11 http://powerof5.nutrilite.com/

CASE STUDY

Amway

Laser focusing on unique 
competencies and 
complementary resources 

Amway, a Michigan-based direct-selling business, is the 
largest manufacturer and distributor of vitamins and dietary 
supplements globally. In 2014, the company launched its 
worldwide effort, the NUTRILITE™ Power of 5 campaign, 
leveraging its core competencies to fight childhood 
malnutrition.

The initiative originated in the early 2000s when Amway 
became aware of the chronic child malnutrition in the 
communities surrounding one of its organic farms in 
Brazil. Amway began partnering with local schools to add 
a nutritional mix to the food of the school’s cafeteria. The 
positive results prompted Amway to seek similar results on 
a much larger scale. 

Around the same time, Amway started to develop a 
new product, NUTRILITE™ LITTLE BITS™. The 1g sachet, 
when mixed into the daily diet of a malnourished child, 
provides the essential 15 vitamins and minerals to help 
brain development and body growth in the critical first 
five years of life. Amway piloted the product in Mexico 
in 2009: a clinical study, in conjunction with a local NGO 
and the National Institute of Medicine and Nutrition in 
Mexico, found a 93% reduction in anaemia and 40% 
reduction in stunting among the beneficiary children.8  

When launching the Power of 5 campaign, Amway 
pulled together all its existing activities to combat child 
malnutrition and committed to expand the programme 
to 17 countries by 2016.9  The company has managed 
to mobilise its own and its partners’ resources for 
maximum impact:

 – Collaborating with the business – the Power of 
5 flagship programme goes beyond charitable 
contributions: it leverages the core competencies 
of the business. The programme uses Amway’s 
expertise to extend the reach of its product to 
segments of society that haven’t previously been 
directly touched by the business. This work has 
fostered great collaboration between the CSR team 
and Nutrilite, Amway’s Nutrition division, the largest 
product brand of the business. 
 
 

 – Partnering with civil society – the core skills 
of Amway lie in product development and 
manufacturing. Amway realises that the most 
effective solution is to work with partners, such 
as CARE, GAIN and Glasswing, that have existing 
nutrition programmes. The company is aware that 
the long term positive impact of the programme 
doesn’t just rely on the product itself: micro-nutrient 
supplementation complements nutrition and hygiene 
education for families, food provision, and regular and 
consistent assessment of the children. 

 – Fundraising and matching donations – Amway 
leverages contributions from people both within and 
outside the Amway network through the product’s 
website10 as well as the campaign’s own website.11 The 
company sponsors a number of different walks and runs 
around the world to raise awareness of malnutrition. 
Amway has asked people to raise their hands to fight this 
issue: 200,000 handprints were collected from all over 
the world with Amway contributing an additional dollar to 
CARE for every handprint.  

TOP TIP
“First and foremost this is not about charity – it is about 
understanding the unique competencies that your 
business or organisation can bring to addressing a 
critical issue, that is relevant to you as a business. Then 
you need to laser focus your investments and your 
programmatic thinking around what the extension of 
that competency can be.

Philanthropic contributions can be a component 
within your flagship programme, but we are beyond 
a merely charity minded corporate environment. A 
flagship programme is the best way to help people 
understand who you are as a business and the impact 
you can make in society by leveraging what you do 
better than anybody else. 

This allows you to build the type of internal 
partnerships that you need within your own company; 
the social investment team can’t and shouldn’t be doing 
this alone. Success depends on getting the business 
to work alongside you, and you to work alongside 
them. You have to be a business development minded 
individual to drive the social investment strategies 
sustainably through your company.”

Jeff Terry, Global Manager, Corporate Social 
Responsibility, Amway Corporation
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12 http://www.unicef.org/health/index_43509.html
13 https://www.bd.com/responsibility/community/volunteer.aspx
14 The U.S. President’s Emergency Plan for AIDS Relief (PEPFAR) through the U.S. Department of Health and Human Services’ Centers for Disease Control and Prevention (CDC)
15 http://www.bd.com/contentmanager/b_article.asp?Item_ID=26813&ContentType_ID=1&BusinessCode=20001&d=BD+Worldwide&s=&dTitle=&dc=&dcTitle
16 https://www.bd.com/contentmanager/b_article.asp?Item_ID=27313&ContentType_ID=1&BusinessCode=20001&d=&s=press&dTitle=Press&dc=&dcTitle=

CASE STUDY

BD

An ever-evolving approach 
to social investment
 

BD (Becton, Dickinson and Company) is a medical 
technology company that manufactures and sells a 
broad range of medical supplies, devices, laboratory 
equipment and diagnostic products.

BD’s approach to social investment has evolved over 
the years in terms of how and where contributions are 
directed. Around 1997, 90-95% of BD’s contributions 
were smaller donations with a more local, philanthropic 
focus. This percentage has decreased significantly over 
the last twenty years and the current portfolio reflects a 
truly global organisation that has managed to stay true 
to its roots in the United States.

BD’s deployment of its financial and non-financial 
resources to create social good can be summarised as 
following three waves over the last two decades:

 – First wave – Supporting a cause through a flagship 
partner: BD began its flagship partnership with 
UNICEF in 1997, helping launch its maternal and 
neonatal tetanus (MNT) campaign. BD supported 
UNICEF’s efforts through cash funding and donations 
of syringes and prefilled injection devices that have 
been crucial to the day-to-day delivery of in-country 
interventions. The MNT programme has made great 
progress over the last 15 years: more than 128 million 
women have been immunised and over 35 countries 
have eliminated MNT.12 BD has remained a large 
contributor for over a decade, a testament to the 
company’s long standing commitment to the cause.

 – Second wave – Honing in on employee skills as 
BD’s key asset: when possible, BD joins its resources 
together to achieve greater impact. The Volunteer 
Service Trip Program, celebrating its 10th anniversary 
in 2015, typifies the successful combination of 
cash, product and BD volunteers.13 The programme 
sees teams of BD employees spending 2-3 weeks 
in countries such as Zambia, Ghana and Haiti 
to help build local healthcare capacity through 
training, education, health, laboratory services and 
construction. 

The Volunteer Service Trip programme has 
enabled BD to acquire the necessary skillsets to 
build successful public-private partnerships in the 
developing world. This ultimately led to the extension 
of BD’s collaboration with PEPFAR14 and has morphed 
into BD’s new flagship programme: Labs for Life. This 
collaboration initiative, launched in 2012 and valued 
at $20 million, aims to strengthen healthcare and 
laboratory systems in the developing world.15  

 – The third wave – A flagship programme for the 
home market: in the midst of several successful 
programs and global partnerships, the social 
investment team was charged, in 2012, by the 
company’s new CEO, with creating a flagship 
programme in BD’s home market. BD’s collaboration 
with Direct Relief in the US started after the economic 
downturn, with a focus on donating insulin syringes 
and pen needles to clinics and community health 
centers (CCHCs). From this work and from the 
realisation that BD could do a lot more to support 
CCHCs, the new flagship programme was born. The 
Helping Build Healthy Communities Programme 
recognises and rewards clinics and community health 
centres that employ novel and innovative models of 
care to underserved communities.16  
 

TOP TIP
“The first piece of advice is: don’t be constrained about 
the budget. If you come up with a strong proposition 
and work with partners to develop the programme 
further, you will get the funding. 

Secondly, you have to do your homework; you have 
to get to know those organisations that align with your 
business. Spend time with them! Spend time with the 
people, go to see their sites and offices, go to see the 
projects first hand - you can’t do all of that from your 
desk.

Third thing would be to get your CEO’s support and 
ensure that they buy into the programme. Look out for 
every opportunity to involve senior leadership in key 
events and programme milestones.”

Jennifer Farrington, Director of Social Investing and 
Ellen Rafferty, Manager, Product Donations & 
Community Relations, BD
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CASE STUDY

Unilever Singapore

Localising a global 
handwashing programme

The lack of safe drinking water, poor sanitation and 
poor hygiene causes millions of preventable deaths 
every year. Unilever recognises this issue and therefore 
has set a global target to help more than a billion people 
take action to improve their health and well-being by 
2020. 

To support this overarching commitment, Unilever’s 
Lifebuoy brand has launched hygiene behaviour-
change campaigns among consumers across Asia, 
Africa and Latin America. These educational campaigns 
aim to work with governments, health agencies and 
non-profit groups to promote the importance and 
practice of handwashing with soap.

Global Handwashing Day is one of the ways in which 
Unilever is helping to raise the profile of the issue. 
Launched in 2008, Global Handwashing Day takes 
place on 15 October every year and is backed by the 
Global Public-Private Partnership for Handwashing with 
Soap, of which Unilever’s Lifebuoy brand is a founding 
partner.

Unilever Singapore faced some interesting challenges 
when trying to apply the global programme in the local 
context. Fortunately, Singaporean children are not at 
high risk of life-threatening infection as a result of poor 
handwashing behaviours. But, even though the issue is 
less critical in Singapore, Unilever has found that it is still 
an important issue that is front of mind for Singaporean 
mothers, Unilever’s key target audience.

Singapore has been active on Global Handwashing Day 
in the past five years reaching out to schools to educate 
students directly on good hand hygiene. In 2014, 
Unilever Singapore engaged eight government-funded 
public pre-schools in the handwashing campaign. 200 
employees from the corporate office attended a half-
day interactive singing and dancing session with the 
children. At the end of the day all children were asked 
to make a pledge to wash hands on five important 
occasions during the day – before breakfast, lunch, and 
dinner, after toilet and after play. Unilever’s Singapore 
team recognises that it takes longer to form a habit, 
around 21 days to be precise. 50 out of the initial 
200 volunteers were able to continue the education 
programme for an additional four weeks in two of the 
schools. The key element was to remind children about 
their pledge and follow up on their progress.

TOP TIP
“We need to recognise that it is always a challenge 
to translate global themes and programs to a local 
market. Singapore is even more unique as it tends to be 
different in many aspects from its regional neighbours 
in South East Asia. The way to overcome this challenge 
is to clearly define who your target audience is and 
what specific needs they have. For Lifebuoy, the 
fundamental mission to educate children and families 
about hand hygiene and hand washing is consistent 
globally. However, we absolutely need to make sure 
that our programme is relevant for Singapore and the 
type of audience we are aiming to engage.” 

TianYing Zheng, Marketing and Brand Building,
Skin Cleansing, Unilever Singapore



Flagship Programmes: Focusing Corporate Social Investment for Impact   |  2015  |  © Corporate Citizenship Page 20

Demonstrating the impact of social investment initiatives
At the start of the corporate philanthropy movement, 
the focus was on what organisations put into a 
programme such as donating $10,000 to good causes. 
It then moved to the immediate outcomes of that 
investment such as donating x amount to help 10,000 
people. The leadership agenda is now increasingly 
focussed on impact: what were the actual changes 
that have taken place as a result of the intervention? 
To continue the example, this would be: “because of 
our donation, 10,000 people’s livelihoods have been 
improved in terms of x and y.”  

Rigorous impact data can help to assess the 
effectiveness of a programme, as well as tell a more 
convincing and robust story. Impact measures are not 
always easy to put in place, but essential for an effective 
flagship programme. 

As already mentioned, leading companies are 
increasingly focusing on the areas in which they can have 
the greatest impact. And corporate social investment 
professionals are increasingly asked to demonstrate and 
justify their programmes in terms of the impacts they 
have – both on beneficiaries and the business itself.

By understanding results and impacts, companies can 
begin to demonstrate the value they create on a local, 
national and international level. The collection of the 
appropriate metrics acts as a rich source of data to 
assess the programme and create a narrative that will tell 
the story of the organisation and brand. 

Internally, understanding impact can build employee 
engagement, and act as tool to identify any areas for 
improvement that the organisation may need to take 
action on. For example, if the programme is making 
a great impact on the beneficiary organisation, but 
employees are not noticing any changes, then the 
programme might need to be adjusted to allow for 
employees to interact with the programme. This all 
serves to help steer and evolve the flagship programme 
to achieve its goals.

A fit-for-purpose impact measurement framework
In order to achieve clear results, our research has 
revealed that organisations need to be forward looking 
and specific about the type of data that is sought from 
the very beginning. By this we mean that organisations 
need to decide on the measurement framework they 
want to apply to their programme before it is even 
launched. This will help companies design a programme 
that is realistic and measurable. Crucial to this is agreeing 
key success measures and indicators, both internally 
for the programme as a whole, and with individual 
implementation partners. Here are some useful 
considerations from the interviews we conducted:

1) What is the most relevant data to collect? The data 
you are collecting should focus on the programme’s 
main topic area, what matters most. For example, 
Kellogg’s Breakfast for Better Days initiative is about 

Impact

“I have been struck 
again and again by how 
important measurement 
is to improving the human 
condition. You can achieve 
amazing progress if you 
set a clear goal and find 
a measure that will drive 
progress toward that goal.”   
Bill Gates, 2013, Co-founder of Microsoft, Co-chair and 
Trustee of the Bill & Melinda Gates Foundation

17  http://www.lbg-online.net/media/33642/lbg_annual_review_2014.pdf

LINKLATERS LEARN FOR WORK  
PROGRAMME

Input: through its Learn for Work programme 
Linklaters contributed £300,000 in cash and the 
equivalent of £75,000 in employee volunteering 
hours in 2013.

Output: the programme reached 6380 young 
people in 20 schools to raise skills, aspirations 
and the experience of children in Linklaters’ 
communities. 

Impact: of the young people affected, 80% reported 
a positive change in behaviour or attitude, 65% 
reported improved skills and personal effectiveness, 
and 78% of teachers reported a positive influence 
on teaching practice.17
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combatting child hunger through the provision of 
breakfast and snacks. The company measures the 
number of meals provided and the specific ways in 
which Kellogg’s contributions have enabled partners 
to expand the scope and reach of their breakfast 
programmes. 

2) How does data feed into your goal? It may sound 
obvious, but your data, both in terms of what you are 
collecting and how you are collecting it needs to be 
sufficiently robust to measure progress against the 
overall goals and targets of your flagship programme. 
Think about what is realistic based on past 
achievements and look for ways to improve on this.

3) How does data feed into your narrative? It is equally 
important that impact measurement considers the 
human aspect alongside data. To build a compelling 
narrative, companies should aim to collect both 
qualitative and quantitative results of their flagship 
programmes. Facts and figures help demonstrate 
scale, while human stories can provide context and 
build an emotional connection.

4) Is the intended scope of data collection achievable? 
The scale and effort of data collection should not be 
underestimated. Most signature programmes operate 
in multiple geographies, often relying on partner 
organisations for implementation. You can’t measure 
everything: focus on what matters most. For the data 
collection process to be feasible the requirements 
need to be clearly understood and straightforward 
to implement without distracting from effective 
programme delivery. 

5) Is the measurement framework globally relevant? 
Even if an initiative starts small and local, as the 
flagship programme takes off the ground, the data 
in one country needs to be comparable with that 
in another in order to aggregate your global impact. 
As such the imperative to think about a globally 
relevant set of data for your programme is crucial. 
As mentioned in the Rolls-Royce case study, the 
company’s STEM education programme focuses on 
four different depths of reach. This means that it can 
account for the differences of STEM in the UK, where 
there is a lack of engineers, to STEM in Brazil, where it’s 
about raising aspirations. 

For companies grappling with how to design an effective 
measurement framework we recommend taking a closer 
look at the LBG model,19 which is the global standard 
for measuring and reporting the inputs, outputs and 
impacts of corporate social investment. The simple 
framework allows companies to track the impact of their 
community investment activities in a consistent manner 
across various programmes and different geographies. 

Capturing impacts can improve a flagship 
programme and more
There are three key reasons why a company needs to 
put effort into collecting the right data:

1) Conveying impacts—not just inputs and outputs—is 
what will gain the company the rightful recognition 
it deserves for the good work its social investment 
programmes achieve. 

2) Benchmarking impact will position the organisation 
as a leader on an issue, which will not only attract the 
right type of publicity, but will also help to grow the 
movement of interested organisations. 

3) Robust data and understanding of the programme’s 
impact will allow for better management of the 
flagship programme and inform decision making.

18 LBG is a network of companies, managed by Corporate Citizenship and run by members for members. The LBG is overseen by a Steering Group made up of members who volunteer for a fixed term of office, 
normally three years. More information can be found on www.lbg-online.net.
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CASE STUDY

Rolls-Royce

The enabling power 
of setting a big hairy 
audacious goal
 

Rolls-Royce is a Power Systems company providing 
power for aircraft, ships and land applications.  Its 
vision is to provide “better power for a changing world”.  
As part of its work to deliver on this vision, Rolls-
Royce launched its flagship community investment 
programme in May 2014 under the goal of reaching six 
million people in Science, Technology, Engineering and 
Mathematics (STEM) by 2020.  

By inspiring people to follow careers in STEM, the 
company not only helps secure its future talent base, 
but also that of its suppliers and customers, helping 
create the necessary environment to secure the future 
viability of the firm. While the programme is applicable 
globally, challenges are addressed on a local level. In 
the UK and North America there is a shortage of STEM 
talent. In Singapore and Germany, the competition 
for STEM talent is fierce. In India, it’s about providing 
access to STEM opportunities. In Brazil, it’s about 
meeting and raising the aspirations around STEM.

The programme is driven forward by over 1000 STEM 
ambassadors within the company and Rolls-Royce’s 
55,000 employees are at the forefront of its delivery.
Assessing the impact of a broad range of STEM 
activities globally is clearly a significant challenge for the 
business. With this in mind, Rolls-Royce has stripped 
back its data collection to focus on the fundamental 
components of its programmes. 

The primary focus of Rolls-Royce’s impact measurement 
is on the depth of reach it achieves with its STEM 
programmes. It has categorised its reach into four tiers: 

1. Tier 1 – Connect:  exposure to Rolls-Royce in a STEM 
context. 

2. Tier 2 – Engage: engagement through Rolls-Royce’s 
people or resources. 

3. Tier 3 – Learn: active participation in a one-off 
learning activity. 

4. Tier 4 – Sustain: active engagement in a sustained 
learning activity.

This means that the company has a clear view on how 
many people it is reaching and the extent to which it 
is creating a lasting change. In addition to the tiers of 
reach that Rolls-Royce uses, it also collects data using 
the LBG standard measurement framework on the 
number, role, age, and diversity of its beneficiaries. 
This means that, along with evidence from its partners, 
Rolls-Royce is able to analyse a rich patchwork of 
data through which it can demonstrate its impact on 
different groups. This is particularly pertinent in the 
engineering sector where the issue of age, gender and 
ethnic diversity is particularly acute.   

TOP TIP
“Set that ambitious target that gives purpose and 
direction to the programme and demonstrates the 
impact that you want to achieve. 
    There is something about communicating your 
programme and its highlights effectively: use existing 
channels such as digital and social media, it costs very 
little. Make sure to create case studies to bring your 
project to life and inspire others to become involved.
Engage the younger generation in the organisation that 
is effectively the talent pool of your future leaders. For me 
this gives the programme the longevity that it needs.”

Paul Broadhead, Head of Community Investment & 
Education Outreach, Rolls-Royce
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CASE STUDY

Collahuasi

Restoring the Pica Canals
Collahuasi is a Chilean mining company in which 
Anglo American and Glencore each hold 44% stakes. 
Collahuasi holds the world’s sixth largest reserves of 
copper. Collahuasi’s flagship community programme 
focuses on improving the quality of canals and water 
reserves in the local community.

Collahuasi’s main operations are in the Pica region, a 
rural-agricultural area with an economy dependent on 
the growth of mangoes, guavas, oranges and lemons, 
as well as tourism. The agricultural economy had 
developed around on the construction of canals 70 
years ago, which had become highly damaged and 
begun to reduce the productivity of the agricultural 
land. Water resources were completely dried up in 
some canals. Local communities, although disputed 
by mining companies, had laid the blame for this on 
companies active in the area.

Collahuasi, working with the agricultural communities in 
the Pica region, sought to restore the canals and in so 
doing rebuild its relationship with a critical stakeholder 
group for the business.  Through its flagship community 
programme, Collahuasi is able to not only deliver 
significant community benefit, but also help create a 
more productive working environment for its business. 
The reconstruction of the Pica irrigation canals has 
been the largest investment in irrigation infrastructure 
in Chile in the last 30 years.

The overarching target of the programme is to improve 
the productivity of the agricultural communities local to 
Collahuasi’s operations, though, of course, underlying 
that target, was the desire to improve the relationship 
with the community. Collahuasi therefore ensured 
that its data collection and impact measurement was 
directly related to these two strands in order to be able 
to assess the success of the programme. 

Collahausi collected data on crop yields, fruit size 
and fruit quality of the farmer’s affected by the 
restoration project. It also collects data on the farmer’s 
perceptions, therefore being in a position to quantify 
the business benefits of the project. Thanks to this 
project, today the Pica community has 50% more water 
for farming than last year and this rate will increase 
to 80% in 2015. Farmers are also able to irrigate its 
crops every 15 days rather than 27 days, significantly 
increasing productivity in the area.

Bernardita Fernández, Corporate Affairs Manager, 
Collahausi
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If a tree falls in a forest, and no one is around to hear it, 
does it make a sound? Anyone who has sat through an 
introductory philosophy class is likely to have debated 
this at length. This can be applied to social investment 
programmes. If no one hears your story then does it 
really happen? 

Philosophy aside, the programme clearly does exist. 
Sweat, tears and year-end budgets tell you it is real. But 
without a story that is successfully articulated, flagship 
programmes may not reach their full potential. Without a 
clear narrative, a company may fail to enlist partners and 
build a strong movement behind the cause. Employees, 
customers, beneficiaries, partners and key opinion 
formers are all potential audiences. Leading companies 
are able to engage their key audiences in a meaningful 
way, rallying the troops behind their flagship cause. 

Storytelling around social impacts is 
underdeveloped
Historically, accusations of greenwashing by the critics 
of companies painted a picture of businesses spinning 
a story that did not reflect impact on the ground. Whilst 
this may still be true in some instances, our research 
also shows that for many large firms, the opposite is 
the case: the business is doing far more on the ground 
than is readily communicated and understood by key 
audiences. 

It’s important to get the right story across to the right 
people in order for the flagship programme to maximise its 
impact – both for the business and potentially also for the 
beneficiaries. This is arguably one of the greatest challenges 
of flagship community investment programmes. 

One major hurdle to effective storytelling we have 
encountered is siloed corporate structures. In some 
cases, corporate community investment professionals 
do not have extensive public affairs and marketing 

experience. This means that the communications 
element of a social investment programme is often an 
add-on rather than an integral part of planning process.

The problem of communications can often be 
traced back to the lack of a clearly defined strategy. 
Furthermore, if the strategy, and therefore the overall 
programme, diverges from what stakeholders expect, 
then a clear message will be very challenging to get 
across. Would you be more interested in a foods 
company talking about financial inclusion or hunger? 
This is particularly so with audiences that are more savvy 
about the target issue and corporate practices. 

If you get your strategy right – by linking your programme 
to your company’s unique purpose, competencies 
and audiences – you are much more likely to find other 
departments getting involved in the programme. This 
could see the marketing team using it to create content, 
or the HR team using it as a vehicle for employee 
engagement. Our interviewees told us that getting 
this element of the story right means that the flagship 
programme can grow organically to be owned and 
championed by the whole business, rather than being 
entirely reliant on the core team.

So how can you make your storytelling compelling?
Consider who your primary audiences are for the 
programme, and target them in your storytelling. The 
proliferation of digital and social media has dramatically 
increased companies’ ability to quickly gain insight 
into our target audiences: this is a good place to begin, 
though will not replace the need for detailed stakeholder 
engagement to understand the interest, motivations and 
preferred communication means of key audiences. 

Storytelling must begin with the purpose. This is what 
engages wider stakeholders, including employees, 
and helps them understand the project and why the 
company focuses on a specific subject.

Organisations ought to think about the objectives of 
the different strands of storytelling. What are the key 
messages that will spark the wider public’s imagination 
and create great publicity and brand awareness? If the 
business is looking to boost employee engagement, then 
the story should be about what they, as individuals, could 
do within the company to make a difference. Compelling 
storytelling can also be used to amplify the impact of a 
programme, for example by targeting policy makers and 

Story

“Perhaps the most powerful 
role of stories today is to 
ignite and drive changes in 
management policy and 
practices.”     
Booz Allen
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key opinion formers that can further the programme’s 
agenda, and even move towards creating advocacy 
coalitions around the issue. 

Storytelling has to convey impact in meaningful ways. 
The focus should be on what has been achieved, not 
just what activities have been undertaken. At the same 
time, organisations need to be wary of the seduction 
of numbers alone: it’s often the human aspect that 
captures the imagination and makes something 
memorable. People remember how a story made them 
feel more than the facts contained within the story. 

A compelling story is about those who benefit, those 
who carry out the project, and those who make the 
decisions. These are considerations for the inception 
as well as future development of flagship programmes. 
Attention has to be fought for and earned. 

What about digital and social media?
There are clear examples of digital and social media 
being used to enhance a programme. But success is 
not guaranteed. Organisations need to take a step back 
and think about what they are trying to achieve. We have 
found that a “digital first” approach is not a guarantor of 
success: your communications approach should only be 
digital when it is appropriate. 

So what does an appropriate digital presence mean for 
flagship community programmes? First and foremost, 
digital initiatives should not distract from the core 
purpose of your programme. For example, M&S had 
an early version of an app for its Shwopping campaign, 
but found that it added unnecessary complexity to the 
programme rather than boosting the core purpose of 
the programme: to get people donating their old clothes 
easily and freely.

An appropriate digital presence should serve three 
discrete objectives, all of which are related to 
amplification. 
1. The first is to target your key messages, by which we 

mean making sure the messages hit home to the right 
people and audiences. 

2. The second is to amplify your reach: digital and 
social channels increase the number of people your 
messages can reach, as well as giving the messages a 
truly global scope.

3. The final goal is to amplify your impact by fostering 
advocacy and action around your cause. Social 
media is particularly well suited to this where opinions, 
sharing and support are inherent to all main platforms.
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CASE STUDY

M&S

Driving change to stop 
clothes going to landfill and 
deliver social benefits
 

M&S is a British multinational retailer selling clothing, 
home products and luxury foods. It has nearly 800 
stores in the UK and over 450 across a further 54 
international markets. M&S’ highly lauded sustainability 
plan, Plan A, is a core component of the business. 
Shwopping, one of the most well-known components 
of Plan A among consumers, is M&S’ flagship 
community programme that seeks to reduce the 
amount of clothes going to landfill. To achieve this, 
M&S needs to increase consumer awareness of the 
imperative to recycle clothes, and make it a lot easier 
for them to do so. M&S run Shwopping in partnership 
with Oxfam.

The Shwopping programme allows customers to 
donate their unwanted clothing at collection points in 
M&S stores and Oxfam charity shops. The programme 
collects both M&S brand and other labels of clothing, 
so as to maximise the amount of material not sent 
to landfill. The donated clothes that are still in good 
condition are resold in Oxfam stores or sent to those 
who need it in the developing world. What can’t be 
used as a garment is recycled and turned into carpet 
underlay, mattress filling, or fibres to be used in the 
making of new clothes- nothing goes to landfill. Last 
year around 4 million garments were collected through 
the initiative, raising £3.8 million for Oxfam.

As Shwopping is a consumer-centric programme in 
which behaviour change plays a significant role, the 
storytelling around the programme is essential to 
its continued success. M&S has a range of celebrity 
figures to drive its programme forward including Joanna 
Lumley, Zoe Ball and Abbey Clancy. These figures 
resonate strongly with M&S’ core clothing consumers, 
and therefore puts the company in a strong position to 
be able to influence its consumers’ clothing recycling 
habits.

M&S Shwopping storytelling is built up by several layers. 
The environmental benefits of the programme are 
vast. For example, through the savings made from the 
diversion of materials away from landfills. However, 
M&S is aware that this is not what will capture the 
attention of consumers. By making the programme 
fun to be involved in, and by talking about the benefits 
in terms of the human aspects experienced by the 
beneficiaries, through its partnership with Oxfam, 
M&S is much better positioned to attract consumer 
attention.

The Shwopping story is linked to M&S’ main storytelling 
channels. The programme’s micro-site uses accessible 
language that makes it easy for the consumer to 
understand what the programme is about, why 
it is beneficial, and why they should get involved. 
Shwopping has made use of digital and social media 
effectively. It has a dedicated Twitter handle that keeps 
people up to date with the campaign and the broader 
issues covered by the programme. Its dedicated 
YouTube channel has over 350,000 combined views, 
and updates on Shwopping are broadcast to M&S’s two 
million+ Facebook followers.
   

TOP TIP
“The first thing is to look at what your business does 
and where you are having or could have an impact. Try 
and find things that really make sense to your business. 
Do what’s right for your organisation. 
    The second thing is to be prepared to work with 
others, whether that’s other businesses, your 
competitors, your industry, NGOS, third parties, 
whoever it may be. There is a big infrastructure of other 
people out there: be prepared to work with them. You 
can go a lot further working in partnership.
    Finally, innovate, don’t stand still. We’re constantly 
looking at all of our different programmes to say how 
do we take that on to a new level, how do we enhance, 
how do we expand?”

Adam Elman, Global Head of Delivery - Plan A & 
Sustainable Business, M&S
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CASE STUDY

Microsoft Asia Pacific

Closing the opportunity gap 
for young people in Asia 
Pacific
Technology is at the core of Microsoft’s business as 
well as its citizenship strategy. Microsoft launched its 
YouthSpark initiative in 2012, which is a company-wide, 
global approach to create opportunities for 300 million 
young people by 2015.

At the launch of the initiative, a concerted effort 
was made to address an issue that is aligned with 
Microsoft’s business and with the issues that 
stakeholders would like Microsoft to be involved in. 
In developing its new flagship initiative, Microsoft 
consulted with government, non-profit, and business 
leaders globally to understand the challenges young 
people face in building their lives and contributing to 
their communities.19 

This work highlighted the need to go beyond addressing 
the “digital divide” and to take a more holistic approach 
to address the “opportunity divide” – the gap between 
those who have the skills, access, and opportunities to 
be successful and those who do not. This directly links 
Microsoft’s core competencies in the digital economy 
to alleviate a pressing global issue.

In the Asia Pacific region, the launch of the YouthSpark 
initiative and its overarching global goal helped to 
galvanise existing programmes and kick off a few new 
ones. The refocused strategy created a clearer sense 
of Microsoft’s target audience and the initiative’s 
issue focus, which is about connecting young people 
with opportunities for employment, education and 
entrepreneurship.

For example, Microsoft is working together with the 
ASEAN Foundation to train young entrepreneurs 
and start-ups in the Philippines, Thailand, Indonesia 

and Vietnam. As part of the programme a specific 
Information and Communication Technology (ICT) 
curriculum has been developed and train-the-trainer 
sessions have also been rolled out.20 

YouthSpark combines philanthropic contributions to 
non-profit organisations with Microsoft products and 
services and makes this package easily accessible 
through Microsoft’s YouthSpark Hub. The YouthSpark 
Hub functions as the initiative’s dedicated online hub. 
This website pulls together a number of YouthSpark 
programmes in an interactive way, allowing young 
people to search and sign up to those that are the most 
interesting to them.

Beyond its online presence, Microsoft holds 
YouthSpark Live events to help young people identify 
the skills they need to reach their goals, how technology 
can support their ambition, and sign up to programs 
that will help them get there.21 
   

TOP TIP
“What is needed is a four pronged approach of “Head-
Hearts-Hands-Hearing” to create a successful flagship 
programme:
• Head – Pick an issue area that makes sense for 

the business and that is a logical fit so that people 
understand why you’re doing it.

• Heart – Make sure that people can emotionally 
connect with the programme and that it addresses 
something that people actually care about. If it’s too 
obscure, you won’t get people’s attention.

• Hands – Build in opportunities for employees and 
potentially customers to be directly involved in the 
work you’re doing.

• Hearing – By really listening to stakeholders, the 
beneficiaries, and the NGO sector you can avoid 
creating a programme in a bubble that is not 
addressing what the community wants and needs.” 

Clair Deevy, Citizenship Lead, Microsoft Asia Pacific

19 Microsoft 2014 Citizenship Report – Page 27
20 https://www.techinasia.com/microsofts-300000-grants-kicks-ict-training-20000-young-entrepreneurs-asean-countries/
21 YouthSpark Hub - http://www.microsoft.com/about/corporatecitizenship/en-us/youthspark/youthsparkhub/programs/yslive/
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The landscape for corporate social investment will continue  
to evolve. Global social challenges are constantly changing and so  
is how companies are choosing to respond. 

The emergence of flagship programmes is part of a 
broader trend that we are seeing in the field of corporate 
responsibility and sustainability. Many companies are 
giving the issues more thought, and as a result they are 
focusing their approaches and developing strategies that 
create measurable value for both the business  
and society. 

For social investments, this shift has compelled 
companies to target their resources rigorously and align 
interventions with their core competencies. As a result, 
companies are increasingly using flagship programmes 
to spearhead their corporate social investment 
activities. This is because flagship programmes are an 
effective way to leverage resources and partnerships in 
order to differentiate a company’s brand, cut through 
the noise, and achieve meaningful impact.

Our research suggests that flagship social investment 
programmes are only going to grow in importance over 
the coming years. This can bring a wealth of positive 
impacts, but it also presents risks if a rush to streamline 
initiatives means that strategy is an afterthought. 

Our five critical success factors are designed to help 
companies design and implement an effective and 
impactful flagship social investment programme that 
achieves long-term success:

1. Purpose: by taking the step back to engage internally 
and externally to properly define the purpose, 
objectives and audiences for the flagship programme.

2. Space: by laser-focussing in on the specific niche 
space within a relevant societal issue that leverages 
the company’s core competencies and distinguishes 
the programme from others.

3. Resources: by dedicating the necessary resources, 
and fostering the right partnerships internally and 
externally.

4. Impact: by setting an impact measurement 
framework to evaluate and manage the flagship 
programme in order to better demonstrate the 
difference that it makes.

5. Story: by telling the story of the flagship programme 
to key audiences, companies can gain public 
recognition and show leadership on a specific issue 
and mobilise a genuine movement for change.

For companies looking to start or refresh a flagship 
programme, the task may appear daunting at first. By 
following the recommendations set out in this paper, we 
hope that we have been able to simplify some of those 
challenges. 

Ultimately, the litmus test for success must be whether 
or not a flagship programme is aligned with business 
drivers, responds to a clear societal need and is designed 
to be resilient. 

As more companies embrace a focused approach to 
community and social investment, we look forward 
to exploring more examples of innovative flagship 
programmes that deliver tangible societal and business 
impacts.

Conclusion
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