STORY TELLER

Managers charged with tackling corporate reputation should not feel daunted by the
scale of the task, as long as they can work together with other departments — from
HR to sales — to achieve their common goal.

by Alberto Andreu Pinillos

hen I first started working

76 on corporate reputation,
I was invited to make a

presentation to the man-

agement committee of

one of the main business

units of the company I was working for. I shall never forget

the way I was introduced: “Alberto is in charge of corpo-
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rate reputation, and his problem is
that apparently we’re not doing too
well in some of the rankings. He’s
going to tell us about his problem,
and we'll see if there’s anything we
can do to help him.”

I was in the firing line: the prob-
lem was mine! And on top of that



the problem consisted in scoring,
or not scoring, better in the rank-
ings! All in all, a difficult situation,
because: (a) it didn’t concern them:
if I was in charge of reputation, it
must be my problem; (b) it had
nothing to do with management,
but with communication, rankings,
you know, that sort of thing; and (c)
the phrase “anything we can do to
help” relegated me to the position of
a supplicant as opposed to someone
sharing a problem.

Years later, things have changed.
Now I can recount very different ex-
periences. But this contribution aims
not so much to share good news, as
to look at how to bring about change.
Managing reputation can be sum-
marised under four headings:

I. Identify the core dimensions that
constitute reputation For this, we
used Replrak, and now we can say
that the pieces that go together to
form a company’s reputation in the
consumer’s imagination are an ac-
cumulation of perceptions about
these variables: products and serv-
ices offered; being a good place to
work; integrity; innovative capac-
ity; commitment to society; fi-
nancial results; and the vision of
its management team. This means
quite simply that reputation man-
agement is in the hands of the
whole company, not of a single de-
partment or person.

2. ‘Vertical management’ of a func-
tional unit In general, the reputation
manager focuses on one pair of vari-
ables from the Replrak diagram: in-
tegrity/ governance and citizenship.
'Therefore there is a clear relationship
between reputation and CSR. But a
word of warning — this responsibil-
ity is not merely an exercise in com-
munication: it’s something different

altogether. It involves identifying important projects in
the company, setting objectives for them, monitoring
them and promoting them within related areas. In fact,
here it is easy to set objectives for the team: objectives
linked to the progress of projects (for example, number of
audits carried out in the supply chain).

3. ‘Diagonal management’ with the communication areas
One thing seems clear: RepIrak identifies a number of
core dimensions for generating positive opinions in con-
sumers’ imagination. If this is so, the challenge is then
to identify these dimensions and work with the com-
munications area to give them the best ammunition for
generating positive impacts. In other words: company
information can and must be packaged so as to climb the
RepTrak ladder, either by unearthing and displaying the
company’s ‘hidden jewels’, or by demolishing any ‘false
myths’ that there might be about the company. The repu-
tation manger’s objectives here lie in his ability to create
this ammunition for the communications areas (for ex-
ample, such information as has been identified within the
company). And that can be measured and assessed.

Table I RepTrak: the seven core dimensions

Profitable, High Quality,

Better Results than Value for Money,
Expected, Stands Behind,
Strong Growth Meets Costumer

Prospects Needs

ESTEEMY

Well Organised,
Appealing Leader,
Excellent Management,
Clear Vision for its

Future

Innovative,
First to Market,
Adapts Quikly to
Change

O
S
o
e

RepTrak™

Environmentally
Responsible, Supports
Good Causes, Positive
Influence on Society

Rewards Employees Fairly,

Employee well-being,

Offers Equal

Open and Opportunities

Transparent,

Behaves Ethically,

Fair in the way it does

business
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Table Il How to set objectives for the reputation area

Diagonal Responsibilities

= Horizontal Responsibilities I

RepTrak™

Effects: Situation

n Vertical Responsibilities I

2.Working objectives

I. Objectives: CSR projeccts together with the

<

communications area

3. Objectives consist of
providing support to the
operating units

»

+ Level of responsibility
Direct Influence

4. ‘Horizontal’ management with all areas of the company
It is clear that an HR policy builds reputation, that a

policy of innovation builds reputation, and that a sales

or after-sales policy also builds reputation. The problem

comes when you have to go and tell these departments

that what they are doing (or not doing) is creating repu-
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tational tension. How can you
go to see a sales manager and
‘inspect’ his work? Or an HR
manager? That is the problem
with this concept. Not to be
an inspector or a notary, but
to add value to the manager,
knowing that he has the sword
of Damocles hanging over
him in the shape of short-term
results, while you have to try
to build a long-term reputa-
tion. Having given it a lot of
thought, I finally came up
with these guideline objectives
that you can reasonably set for
your reputation team:

- share diagnostics and train
managers in the culture of
reputation;

- pass on to them in a timely
and appropriate manner the
information you have on the
company’s reputational profile
in its sphere of activity (repu-
tation studies);

- provide the manager with
studies on the correlation be-
tween its business indicators
(whatever these may be) and
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- Level of responsibility
Indirect Influence

the reputation indicators (for ex-
ample, there is a clear correlation
between customer satisfaction and
reputation);

- and (d) offering the manager of
each area in the company practi-
cal case studies of other companies’
(or your own) successes and failures
in given situations; creating a kind
of knowledge centre, and sharing
these cases with all the affected ar-
eas is usually a good thing to do.

AVOIDING FRIENDLY FIRE 1In
conclusion, managing reputation is
not just about managing the image,
or communication, or the brand, or

CSR. It’s about all those things,

“Managing reputation is not just
about managing the image, or commu-
nication, or the brand, or CSR.9?

certainly. But it’s about much more
than that: the products and services
offered; after-sales service; innova-
tion; HR policy; and performance.
The problem is: either you organise
the internal processes and define
clearly who’s in charge of what,
or the perennial corporate mav-
erick will cause chaos, leading to
‘friendly fire’. And guess who gets
caught in the crossfire? Right: the
person in charge of reputation. |
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Internal Communication

Steering Dialogue through Change,

Crisis and the Everyday Workflow
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The conference will present case studies, presentations and workshops on:
Creating value on a tight budget
Merger and Post-Merger Communication
Social Media Tools and the modern Intranet
Knowledge Management
Internal Communication During a Crisis
Intercultural Communication

register online under:www.internal-communication.eu



