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How deeply engaging stakeholders changes everything

An airline company sues an on-
line ticket provider. Fishermen from
the Gulf pay a visit to an oil irm in
London. An investment brokerage is
accused of misleading government.
Today’s headlines could be quite dif-
ferent if more companies embraced
efforts to engage stakeholders.

‘Why should your company care
about engagement?

More companies understand that
a broader spectrum of internal and
external stakeholders has a direct
impact on their core business. Those
that have engendered deep levels of

ment — what Tcall gugh}y re-
lational engagement (HRE) — are
far mare successful in shaping thar
impact to their advantage.

Neuroscience research supparts
experience that profound relation-
ships with stakeholders are viral
business success. Other studies show
‘how employee and customer er
‘ment are ntimately connecte: 1d
taken rogether, have an outsized ef-
fect on financial performance.

So, for your company to sustain
its competitive advantage, HRE —
‘mulri-directional, emotionally deep,

ofoundly rrusting relarionships
that unleash people’s greatest po-
‘tential — is no longer an optum but
animperarive. Welcome to the in
connected world of business!

How canyour cos
tofoster engages
HRE is meaningful engagement
among stakeholders on  boards,
within line units, over country di-
visions and across entire organiza-
tions. Individuals become more en-
d in their work and, even more,
widuals become more engaged
with each other through work, all of
which is good for business.
In four decades of helping enter-

1y learn how
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prises from all global sectors to bet-
ter engage stakeholders, I have yet
to encounter asituation where HRE
didrt lead to increased efficiency,
stronger financials and greater ful-
filment. And companies employing
HRE often simultaneously “deliver
benefits for society, a truly main-
streamed corporate social responsi-
biliry linked to bottom line ROL But
‘many companies don't know how to
effectively create or sustain HRE.
By appbmikn elements that sup-
port HRE, business leaders can so-
lidify the long-term success of their
operations.

1. Creating value through HRE

To creats HRE, companies
must know the capabilities, condi-
tions and processes they need.

In the mid-1670s, the major log-
ging  companies, _environmental
activists and the California govern-
ment were archenemies. But their
eventual collaboration led to the
creation of “Investing for Tomar-
ToW's Prosperity” As a cross-sector
team, they moved from reforestation
to fisheries and then to all renew-
able resources, which ultimately be-
:amethebtueprmtfnr(}]nbal[}resn
Plans. How did they do i?

They found individuals within
each stakeholder constituency who
had the capability to see beyond
their own perspective. They jointly
created conditions for safe dialogue
by identifying inviolable principals
and areas where the stakeholders

were willing to compromise. They
developed processes for “see-the-
light-early”” catalysts to lead others
from their respective constituencies.

‘Tactics that distinguish this case’s
effective use of HRE included strong
bonding experiences like neighbor-
hood tree pg;mngpameswnh:uuk-
outs and dancing thar allowed all
stakeholders to discover the human-

ity of “the other” Companies must
fmd atleastone stakeholder who can
create a rru: environment where
peaple rruly listen, hear and oy to put
themselves in the others' shoes. Ulri-
‘mately, all stakeholders must devel
aclear grasp of the shared goals
determine how thelrr;iecﬂve goals
will align. Business leaders who are
able to do this will succeed.

1L Overconing obstacles to HRE

To be effective, companies must
define their obstacles, identify
the drivers that can overcome them
and mobilize those drivers.

In 2000when aglobal cos nratmn
‘made dramaric curs, dealing|
with the obstacle of ememet) luw
morale became critical. Senior lead-
ership found that a key driver for
boostingmorale revolved around ini-
tiarives shawing the company’s gen-
i care & remaining employees
Through sgarsm meetings th:

nancial reality, :eam
‘members then could understand the
full picture as well as openly share
their personal concerns.

This broader understanding fos-
tered a more stable environment but
the company still had to mobilize
catalytic leaders — those with the
best skills for leverazing informal
persuasion networks — to recreate
Trusting engacfmnem which they
did to remendous effect using HRE.

Asthisexperience shows, itis vital
o identify ar least ane person who

can prevail despite ageneral unwill-
ingness to find common ground. T
should be someone who can forge
bonds among initially umwilli })arr
ties: someone who has the skil
move among stakeholder constitu-
encies and reward cross-boundary
hehavior. Business leaders who look
for or cultivate those people in their
companies will reap the benefits.

111 Making HRE last

To keep HRE going for the long-
run, companies must learn how
to sustain it by determining how it
mightbreakdown and what they can.
do to mend any breaches.

In 2007, after an international
holding company acquired 2 num-
ber of related companies with the
aim of benefiting from the syner-

fies, it lost sight of the aim and each

usingss was operating in irs awn
silo. To sustain HRE and address
the breakdown, they had to recreate
an awareness of the benefirs soughr
in the original synergy mission.

Comvening tl ads of all its
units, the company analyzed these
eritical points ug synergy and devised
formal mechanisms to mend e
ment among the businesses. Each
unit in each country began to share
with each other regularly and one
enchmark by which they were mea-
sured was how sysremancall) they
continued these communications.

As silos are a threar to many
companies, it is essenrial that they

foster systems that strengthen on-
guing connections among different
cohorts, encourage open dialogue
about Assures and their causes and
promote ongoing transparency to
regain/maintain a sense of intercon-
nection. Those that do will have a
competitive advantage.

IV. Bridging leaders as
fiber-catalysts

Companies that leverage bridg-
ing leaders, as ber-caralysts, cre-
ate strong catalyric t2ams thar drive
HRE thro empowering others
and rmmﬁchu?g of ﬁn with
stakeholders.

In 2000 global activists were
protesting at AIDS conferences
with signs, “Coke kills workers in
Africa” Though Coca-Cola had
the best policies in Africa for AIDS
prevention, }:mmiun, testing and
‘reatment of its own workers, pro-
testers demanded that the company
should provide the same services
0 its bot[lmg affiliates, which were
completely separate entities. Coke,
however, felt it could not justify ex-
‘ra expenditure for its affiliates.

How could they overcome this
impasse?  Uber-catalyst  bridging
Leaders Erum all sides encouraged

HRE through dislogue,
Siccesth Iy allowing ~antagonists
o sze each other as human beings
who actually cared deeply about the
Same uEzomes.

Through HRE Coke realized
that serving its botding affiliates’
employees was in its best interest;
ifng\e) became infected, it would
affect Coke's entire supply chain.
They also saw that the public didn't
dlsnngmsh Coke from its afﬁhates,
as activists were negatively impact-
ing Coke’s brand.

AndATDS acrivists acknowledged
that while they got media cover-

age for blasting Coke, their atrack
strategy was never going to change
Coke’s policies. If they really wanted
workers in Afriea to stop dying Coke
would have o agree to transform,
which required HRE.

Ultimately, Coca-Cola provided
AIDS services for bottling affiliates”
employees throughout Africa with
each stakeholder group — including
the affliates and employees — pay-
ng some costs.

The iiber-catalyst bridging lead-
ers in this and in the other cases saw
the value in HRE and were willing
0 come together long before oth-
ers would. They then systemati-
cally brought along orher catalysts
tawark on expanding HRE in their
companies.

To compete in today's increas-
ingly interconnected world driven
by globalization where traditional
boundaries are shifting by the hour,
information — aceurate or not —
is readily available in a 24/7 news
eycle.

‘Companies must cultivate lead-
ers who can nurrure HRE for on-
going success and leaders must
understand that HRE rakes place
aver an ar of time with many vital

D&sjalnngand often rocky path. Yer
ing beats it for long-rerm value
creation or compefitiveness.

Experience and research shows
thar your ‘company will thrive with
HRE: it's just 2 matter of when and
how will you tap into it.
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