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. Welcome and Introductions




| Who We Are oo

m Tom Knowlton m Lisa Frantzen

Partner & Director of Senior Evaluation Consultant

Corporate Services
TCC Group

TCC Group




- About Us B...

* TCC Group is a mission-driven consulting firm that
collaborates with leaders to solve complex social
problems.

* We partner with companies, foundations and
nonprofits to help design and develop their
strategic approach.

* Our knowledge and expertise in the social impact
sector helps our clients create high impact
strategies and programs addressing a range of
Important issues.
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Il. Context and Approach




Why is it important to strengthen your CSR impact P
story with a program outcomes framework?

Drivers for this approach:

* Higher stakeholder expectations

* Stronger programs from companies

* Need to reinforce and support company goals

* Ability to build engagement and relationships with
stakeholders

AND YOU
ACTUALLY I™ HOPING

PLAN TO IT WILL

LISTEN LOOK THAT

TO US? WAY ON THE
OUTSIDE.
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BEFORE I MAKE MY
DECISION, ID LIKE
TO ASK FOR YOUR
OPINIONS.

ITS SUPPOSED
TO MAKE YOU
FEEL "ENGAGED.”
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| TCC’s Corporate Citizenship Framework .

Purpose and Values

Products &
Services

Ny ofia

Operations

Community




\ TCC’s Corporate Citizenship Framework oo

Operations

Products &
Services

N

Community

ﬂﬁﬂ

Description

The issues relating to the company
operations including environmental
impact, workplace, diversity, etc.

The impact (positive or negative) of
a company’s products and services
on society.

The relationship with the community
where the company operates and
where employees live and work.

Stakeholders

Regulators, suppliers,
community leaders, employees,
advocacy groups

Global / national stakeholders;
employees, customers,
shareholders, advocacy groups,
government

Community leaders, employees,
local nonprofits, local
government




| TCC’s Corporate Citizenship Framework

Drivers

Issues

Programs

[4ed group

Purpose and Values

Operations

&

Operational Impacts on

Employees and Community

Company develops policies
and programs to address
operational impacts

Products &
Services

¥

Impact on Society of the
Company’s Products and
Services

Products and services are

developed and refined to

reinforce the company’s
purpose and mission

Corporate Citizenship Function

Corporate Citizenship Structure

Community

ﬁﬂﬂ

Issues Important to Priority
Community Stakeholders
and Employees

Programs and activities are
designed to meet
local/regional priorities

Culture, Leadership and Adaptive Capacity

Management and Systems Capacity




\ Sample Corporate Citizenship Structure Mode| B

Corporate Citizenship (CC) leaders engage company leaders and departments
to ensure the effective development and implementation of programs.

=
e N )
CC Steering Committee

Citizenship <
Function CC Working e Dar .
Groups :
c D
\. . 4
Foundation
(Board w/ Company Executives)
Philanthropy \ y ¥ y
Employee Engagement
\ [ Community . nce Prog
Programs ;




‘ Program Development Process
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Sample Roles & Expectations Matrix 45100y
Goal Development Stages
Stakeholder Identifying Reflnlng/ Developing Sel.ect-lng Integrating
Engagement Goals to Developing Locic Model Priority Into CSR
gag Refine Goals & Indicators Impact Story
CSR Leaders v v v v v
CEO/Senior Leaders v v v
Executive Champions 4 v
Communications v v v
Employees v
Trusted advisors v v v v
Partner Organizations/ v v v v
Grantees
Community N v v v %
leaders/Govt. Officials
Direct beneficiaries v v v v

@ Internal @ External




 Different Levels of Business Goals B




Cybersecurity Training
Revised Goals

Increase diversity in the
cybersecurity industry by
engaging and training
underrepresented minorities,
women and veterans.

Goal 1 - Engage Diverse Students
in Cybersecurity

Raise awareness of long-term
career opportunities in
cybersecurity

Goal 2 - Launch Diverse
Populations in Cybersecurity
Careers

Provide training, support and
access to cybersecurity careers

Philanthropy Approach

Goal 1 - Increase # of Diverse Students Pursuing Studies in Cybersecurity
Raise awareness of long-term career opportunities in cybersecurity by:
* ldentifying nonprofits providing in-school and afterschool cybersecurity
training/education programs
* Mobilizing employees to volunteer in schools reaching diverse populations

TBD:
* Potential scope and reach based on: existing nonprofits with relevant
programs; potential employee volunteers

Goal 2 — Increase # of Diverse Individuals Launching Cybersecurity Careers
Provide training, support and access to cybersecurity careers by:
* Recruiting and training underrepresented minorities, women and veterans
* Developing industry coalition committed to hiring trainees and providing
internships and mentoring support

TBD:
* Potential scope and reach based on existing nonprofits with relevant training
programs; potential role of community colleges; coalition development



| Components of an Outcomes Framework o

indication of performance

resources

activities
changes




I1l. Program Development

Case Study:




|dentifying the Goal




Identifying the Goal to Refine & Develop M.

* ldentifying the goal to develop includes the following steps:
* Understanding the company’s framework
* |dentifying the priority company goals
* Determining which program best aligns with company goals

* Determining where goal refinement can have the greatest benefit to
the company

* Determining which stakeholders to engage in the process can be
determined based on answers to the following questions:

* How clear is the company’s corporate citizenship framework and goals?
Is there a need to engage senior leaders or senior CSR leaders?

* Who can help determine where goal refinement can have the greatest
benefit to the company?




‘ \/Symantec M.

Mission
Help businesses harness the power of their
information and make the digital world safer

Our People Your Information The World

A0




\ Symantec’s Corporate Citizenship Framework B...

Our People

oOh

Your Information

®

The World

&,

Description

Provide a work culture that supports
professional training and development, fosters
workplace inclusion and equality, and cultivates

employee fulfillment.

Partner with customers, government agencies,

communities and families to protect individuals

and their information and ensure confidence in
the online experience

We remain committed to conducting our
business in an environmentally sound manner,
upholding ethical and social standards in our
company and supply chain and contributing to
communities where we live and work

Stakeholders

e Customers (Corporate and
Consumers)

 Employees

* |nvestors

* Governments and Regulators

e Community Members,
Nongovernmental
Organizations (NGOs), and
Nonprofits

* Suppliers




Mission: Help businesses harness the power of their information and
make the digital world safer

Our People Your Information The World
Drivers ""l @ @

Energy & Greenhouse
Gases; Supply Chain;

Diversity & Inclusion; Cybersecurity Workforce Gap;
Issues

Retenti li fet .
etention Online Safety Community Investment
Cybersecurity Training: Enwronment:. Workplace
Philanthro SN
Accountable Human Resources . Py Supply Chain: Product
Online Safety: Consumer
: : Teams and Procurement
Business Unit .
Community: CR
Corporate Responsibility Department:
Supporting Environmental Resp9n5|blllty/D|ver5|ty & Inclusion/Employee
Engagement/Philanthropy/Stakeholder Engagement
Resources

Philanthropy; Employee Volunteers; Product Donations



A Priority for the CEO ...

“Symantec is the global leader in cyber security. What we do, at
Symantec, is not just a job —it’s a calling, demonstrated by our mission
to keep the world’s information safe and reflecting our fundamental
commitment to make the world a better place.

While the threat to information grows exponentially, there is a real
shortage of qualified candidates to join the fight against
cybercriminals. For the past two years, we have fostered the talents
of young adults — including people of color, women and veterans to
help fill the workforce gap in cyber security.”

Greg Clark, CEO
Symantec




Identifying the Goal to Refine & Develop ...

Symantec’s Cyber Career Connection (SC3) program
was selected for the following reasons:

o The program strongly aligned with and supported
several priority issues for the company relating to Talent
& Culture and Diversity & Inclusion

o The program goals were broad and general; the CSR
team knew the impact goals could be strengthened

o The CSR team had accountability for this program, and
knew the goal could be refined and developed through
an internal process




Discussion Questions B

* Does your company have a clearly defined
corporate citizenship framework with clear goals?

* Has your company identified priority goals?

* Which program best alighs with priority company
goals?

* Where can goal refinement have the greatest
benefit to the company?




Refining & Developing the Goal




Refining & Developing the Goal M.

* Refining and developing the goal includes the following process:

o Assessing priority stakeholder expectations — what do they expect the
company to accomplish and how can this program align with and
support that company goal?

* Determining which stakeholders to engage in the process can be
determined based on answers to the following questions:

o Who is accountable for the company goal — who do you need to work
with to determine the programmatic goal that best aligns with the

company goal?

o Which stakeholders are driving the goal? Do they need to be involved in
helping to set the goal?

o Which senior leaders will communicate the impact of the goal? Which
ones will be a champion and also support the use of resources to
achieve the goal?




Your Information

Cybersecurity Training

Excite, engage and educate 1
million students in STEM
education through global

nonprofit partnerships, with an

emphasis on computer science

and cybersecurity, by 2020 with
an investment of $20 million.

Phase 1 — Excite: Introduce
students to cybersecurity and
computer science

Phase 2 — Recruit, Train and
Certify: Trainings
Phase 3 — Prepare for Jobs:
Internships

Phase 4 — Launch Careers: Job
placement support services

1{{q group

Cybersecurity Training

Revised Goals

Increase diversity in the
cybersecurity industry by
engaging and training
underrepresented minorities,
women and veterans.

Goal 1 - Engage Diverse Students
in Cybersecurity

Raise awareness of long-term
career opportunities in
cybersecurity

Goal 2 - Launch Diverse
Populations in Cybersecurity
Careers

Provide training, support and
access to cybersecurity careers




Cybersecurity Training
Revised Goals

Increase diversity in the
cybersecurity industry by
engaging and training
underrepresented minorities,
women and veterans.

Goal 1 - Engage Diverse Students
in Cybersecurity

Raise awareness of long-term
career opportunities in
cybersecurity

Goal 2 - Launch Diverse
Populations in Cybersecurity
Careers

Provide training, support and
access to cybersecurity careers

Philanthropy Approach

Goal 1 - Increase # of Diverse Students Pursuing Studies in Cybersecurity
Raise awareness of long-term career opportunities in cybersecurity by:
* ldentifying nonprofits providing in-school and afterschool cybersecurity
training/education programs
* Mobilizing employees to volunteer in schools reaching diverse populations

TBD:
* Potential scope and reach based on: existing nonprofits with relevant
programs; potential employee volunteers

Goal 2 — Increase # of Diverse Individuals Launching Cybersecurity Careers
Provide training, support and access to cybersecurity careers by:
* Recruiting and training underrepresented minorities, women and veterans
* Developing industry coalition committed to hiring trainees and providing
internships and mentoring support

TBD:
* Potential scope and reach based on existing nonprofits with relevant training
programs; potential role of community colleges; coalition development



| @@ Your Information M.

Goal 1 — Increase # of Diverse Students Pursuing Studies in Cybersecurity

* Raise awareness of long-term career opportunities in cybersecurity, with a focus on
reaching underrepresented minorities

Approach: Reach/educate diverse students in underserved communities with information
about cybersecurity careers; build employee engagement component where possible.

* Partner with national nonprofit capable of reaching students. Selection criteria include:

o Experience working in schools or after school programs, middle school age and
older

o Primary focus on reaching minorities and underserved communities
o Ability to organize volunteers where appropriate
o Reach aligns with Symantec employee locations

o Experience/knowledge in STEM and technology preferred




\ @ Your Information M.

Goal 2 — Increase # of Diverse Individuals Launching Cybersecurity
Careers

* Provide training, support and access to cybersecurity careers

Approach: Recruit, train and provide support and access to cybersecurity
careers for underrepresented minorities, women and veterans

* Training Program — Identify nonprofits and community colleges capable of
meeting training standards and reaching target audiences

* Career Access Program

o  Develop industry coalition committed to hiring trainees and
providing internships and mentoring support.

: Coalition members agree to minimum hiring requirements as
well as providing support to training partners




Discussion Questions B

* What are the expectations of priority stakeholders and
how can this program align with and support that
company goal?

* Who is accountable for the company goal — who do you
need to work with to determine the programmatic goal
that best aligns with the company goal?

* Which stakeholders are driving the goal? Do they need
to be involved in helping to set the goal?

* Which senior leaders will communicate the impact of
the goal? Which ones will be a champion and also
support the use of resources to achieve the goal?
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Outcomes Framework




\ What is an OQutcomes Framework? e [

A framework that clearly maps out the desired
benefits (outcomes) that the initiative/program is
trying to achieve, the causal links to achieving those
outcomes, and the measurements that will be used

to assess progress towards the end goal.

S




‘ Why do we use an Outcomes Framework? €44 group

* Clarify our strategy and desired outcomes

* Test a series of hypotheses or working assumptions
about our program

* Learn about the program and refine its design and
activities

* Understand which partners make the best fit for
achieving our goals

* Show the value of the work to internal
stakeholders

* Tell the story of the work




| Components of an Outcomes Framework o

indication of performance

resources

activities
changes




‘ Building a Logic Model tcc

Start with your goal.

\/Symantecu Cybersecurity Training Program Goal 1 Logic Model

Impact

Increased number
of diverse
students* pursuing

" additional
classes/activities
related to
cybersecurity

*Diverse students = underrepresented
minorities and girls, ages 10-18




‘ Building a Logic Model

Then build the logical sequence of outcomes that must

occur to reach your goal.

v Symantec.

Short-term
Outcomes

Increased
awareness of
cybersecurity

concepts

Cybersecurity Training Program Goal 1 Logic Model

Impact

4

Increased
awareness of
cybersecurity
career options

*Diverse students = underrepresented
minorities and girls, ages 10-18

Medium-term Long-term
Outcomes Outcomes
Increased

Increased interest
in cybersecurity
concepts and
careers

awareness of how
to pursue their
interest in
cybersecurity
concepts

Increased number
of diverse
students* pursuing
additional
classes/activities
related to
cybersecurity

1{{q group




‘ Building a Logic Model 85000

Now think about the types of interventions that will help
create these initial desired changes.

\/Symantec,‘ Cybersecurity Training Program Goal 1 Logic Model
Activities Short-term Medium-term Long-term impac
Outcomes Outcomes Outcomes P
. Increased
Curriculum
development & iv?erfsr:susriotyf
implementation Y
concepts
Increased number
Incrensed of diverse
Increased interest awareness of how

students* pursuing

in cybersecurity to pursue their

. - concepts and A interest in . addmoqa! :
: classes/activities
careers cybersecurity
Increased related to
concepts <
Career awareness of cybersecurity
presentation/talks cybersecurity
career options

*Diverse students = underrepresented
minorities and girls, ages 10-18




Building a Logic Model ..

Finally, add in the investments that you will make to
support these interventions.

\/Symantec,‘ Cybersecurity Training Program Goal 1 Logic Model
Fnpaits Activities Short-term Medium-term Long-term impaci
P Outcomes Outcomes Outcomes P
Curriculum icraaced
awareness of
development & b ;
implementation EYREts ey
concepts
Symantec Increased Incri?sdeigel::?ber
« Staff Increased interest awareness of how .
< ! : : students* pursuing
« Funding in cybersecurity to pursue their N2
= L S additional
» Partners concepts and interest in Clace iR thutties
* Employee careers cybersecurity
Increased related to
Volunteers concepts <
Career awareness of cybersecurity
presentation/talks cybersecurity
career options

*Diverse students = underrepresented
minorities and girls, ages 10-18




Completed Logic Model(s

[{dd group

You may have more than one logic model if your goals
vary or if your target populations are different.

Goal 1 Logic Model

Y Y Training gl Goal 1 Logic Model
s Short-term Medium-term Long-term
g L Outcomes Outcomes Outcomes Impact
. Increased
Crene awareness of
b cybersecurty
concepts
Symantec Increased Incraaatd Tt
« Staff Increased interest awareness of how S s
« Funding in cybersecurity 1o pursue their PUBIRG
« Partners > *1 concepts and interest in agytional
+ Employee careers cybersecurity &
Volunteers Increased concepts raialed
Career awareness of cybersecurity
career options

*Diverse students = underrepresented

minorities and girls, ages 10-18

Goal 2 Logic Model

*Diverse individuals = underrepresented
minorities, women, and veterans

\/Symantec Cybersecurity Training Program Goal 2 Logic Model
Short-term Medium-term Long-term
Inputs Activities e Ciilonds s Sy Impact
Increased awareness of
bolian Increased business
and communication Have
skills
[ Classroom training professional-level
Bsl  cybersecurity
Increased knowdedge of skillsets
(certifications)
Increased skills in
k> Intemships.
On-the-job
experiences ‘
™ Mentors Increased motivation
Seethemselvesina [——#  topursuea
cybersecurity career cybersecurity career
of
graduates/

Symantec ional level Increased number
* Staff skills of diverse
+ Funding individuals that are
« Employee qualified and

Volunteers (-} employed
* Partnerships
nonprofits, CCmpases professionals
companies. Increased Broadened Increased number
schools Join the for
Outreach to successtully 1 gl cybersecurity coalition
companies | [] hiring to work in
™| (continual, vith indwviduals requirements
feedback loop)
Adeytbokcles. Provide
»{ Company coalition bt internships and See value of
of trained, mentoring for —w skilled diverse
diverse diverse individuals
Individuals individuals
Database for
|| matching hiring T
needs and skilled
professionals




' Considerations for Logic Model Development BB

* Work with internal stakeholders

* Work with grantees or external partners
* Build on existing evidence

* You can have more than one logic model

* Logic models are not meant to be static




Discussion Questions B

* What experiences do you have in working with
logic models?

* What benefits have you derived from having a logic
model?

* What challenges have you faced and how did you
resolve them?

* What stakeholders have you included in developing
or using your logic model?




Prioritizing Data Collection




Your Wishlist o

What is one type of data that you wish you had?

With which audience would you share that data?




Prioritizing Your Data Collection

Prioritize sections
of the logic model
according to:

° Importance

* Feasibility to
collect data

* Usability

1{{q group

Impact

—

Increased number
of diverse
individuals that are
qualified and
employed
cybersecurity
professionals

\/Symantec Cybersecurity Training Program Goal 2 Logic Model
Inputs Activities Short-term Medium-term Long-term
Outcomes Outcomes Outcomes
Increased awareness of | :
cybersecurity careers e bu_slne_ss
and communication H
skills e
Classroom training professional-level
* cybersecurity
reased knowledge of kill
cybersecurity (certifications)
Increased skills in
- cybersecurity
Internships H
_L On-the-job cybersecurity
experiences — l
e RISt Increased motivation
See themselves in a to pursue a
cybersecurity career cybersecurity career
A of
graduates/
Symantec professional level
Staff skills
unding
Employee
olunteers I~
«* Partnerships - .
nonprofits, Companies *
companies, Increased Broadened Increased number
schools N of perspective on Join the of opportunities for
1 Outreach to fully L e cyb ity ™ coalition diverse individuals
companies _r trained diverse hiring to work in
(continual, with individuals requirements cybersecurity roles
feedback loop)
k. *ﬂ?ﬁé&%‘ﬁ?‘
> Company coalition el internships and See value of
St taincd 9 mentoring for |— slfille'd.diverse
s 7 . diygrse individuals
individuals TERTEETS
Database for
matching hiring T
needs and skilled
professionals

*Diverse individuals = underrepresented
minorities, women, and veterans




' Developing Your Core Indicators & B,
Data Collection Plan

MSymantec. Cybersecurity Training Program Goal 2 Logic Model

Short-term Medium-term Long-term
Outcomes

Impact

Outcom:
Increased business -
and communication !
skills

) Timeframe
Indicator Data Source : —
for Collection e
% of —
participants o
who apply the ; | b
b it Salesforce Annually ﬁﬁ s

cy. er‘secu.rl y = =y
skills in a job v e
setting
Narrative

. Student
description of . :

. , interviews or  Annually

participants

: survey o
experiences e

*Diverse individuals = underrepresented
minorities, women, and veterans




' Considerations for Developing a Set of Core o
Indicators

* Can be aggregated across grantees
* Give a strong indication of outcome achievement

* Can be mix of qualitative and quantitative




Discussion Questions B

* Have you been through an indicator development
process? If so, was it tied to a logic model?

* Could you see yourself using an indicator
development process such as this? If so, what
benefits do you foresee?

* Do you foresee any challenges?

* What stakeholders would you involve in a process
like this?




Integrating Into CSR Story




U

sing Dashboards

Symantec Cybersecurity Training Program August 2017

MOCK DASHBOARD FOR ILLUSTRATION PURPOSES - ACTUAL DATA NOT USED

Tams oo Tlaowz |

Program Inputs

# of dollars invested('000s) 50 100 150 /
#Symantec employees who volunteer annually 475 635 1096 /
with the Cybersecurity program

# total hours invested by Symantec volunteers 1900 3800 5500 —
# of program partners 3 4 4 —

Total # of program participants

300

% Female/Male

M Female ™ Male

Racial/ethnicity diversity of participants

Short-term Outcomes - 2017
% of students that increase their awareness of
cybersecurity concepts
% of students that increase their awareness of
cybersecurity careers

88%
75%

Companies’ overall impression of the cybersecurity interns

e %

% 15%

10% 5%
o N3 Ne1d NS el

Exceeding expectationn Meeting expectatioen Not meeting expectations

Narrative description of participants'
experiences - 2017

"I'm really excited to come into my job. | don't even mind that | work
the night shift."

"The training provided me with a good foundation of cybersecurity
skills. Although I still have a lot to learn, | feel more confident in my
knowledge and skills."

[{dd group



\ Integrating New Goal into CSR Story ...

* The revised SC3 program goal is being included in the
Corporate Responsibility Report.

* The CSR team is ensuring senior leaders are knowledgeable
about the new goal and communicating to stakeholders via
internal steering committees.

* The CSR team is working with their major nonprofit partners
to more clearly track and communicate outcomes.
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Summary Overview




‘ Program Development Process
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Session Takeaways




 Clarifying Your Goals

Share your Mission / Vision:

[4ed group

-

Purpose

\_

offla

Community

How might you define these three pillars?

Operations

J

List all of the issue areas / initiatives underneath each pillar.

-

\_

~

)

4 )

.

Identify the measurable goals for each issue area.

-

~

~

4 )




\ Building Your Outcomes Framework

INPUTS

P 0
\_ J
4 I
\_ J
4 I
\_ J
4 I

- 7

\ 4

STRATEGIES
P O
\ %
4 N\
- )

SHORT-TERM
OUTCOMES

(/)

MEDIUM-
TERM
OUTCOMES

~

LONG-TERM
OUTCOMES

-

)

...

IMPACT

A 4

UPON COMPLETION OF YOUR LOGIC MODEL—Circle your priority areas based on: importance; feasibility to collect data;

and usability.




' Develop a Set of Core Indicators K.

For each priority area that you circled in your logic model, identify the core indicator(s) for each. Core indicator(s) are data that provide
an indication of performance in terms of an agreed vision of success.

Core indicators: 1) can be aggregated across grantees; 2) give a strong indication of outcome achievement; and 3) can be a mix of
gualitative and quantitative data (e.g., short-term outcomes, investment dollars, grantee stories).

Indicator Data Source Timeframe

EXAMPLE: % of students with increased positive attitudes
towards school

Education portfolio grantees Annually




| Create a Communications Plan o

Audience Content Type Core Indicators Timing Responsible

All progress indicators, grantee

EXAMPLE: CSR Team Internal Review
feedback

December Entire team
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Questions?

Lisa Frantzen Tom Knowlton
Senior Evaluation Consultant Partner & Director of Corporate Services

TCC Group TCC Group

lfrantzen@tccgrp.com knowlton@tccgrp.com

S, |




