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Affairs - An Integrated Approach
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Tobacco Constituency Group

THE GOAL: Improving the political climate within tobacco
producing and manufacturing states .and in Washington, so that we
can continue to manufacture and sell our products profitably.

THE CHALLENGE: To effectively coordinate and target resources
which exist to have an even greater impact.

THY IDEA: The broad range of current PM-USA and PM companies
ACGP activities is very effective in creating a posilive image for the
~industry and the Company in tobacco-producing states.  Accordingly,
rather than reinventing the wheel, the comprehensive plan for ACGP
Affairs should focus on communication and coordination. The types
of constituent development programs which are being run in all
areas are uniformly excellent. As I see it, the key to the successful
intcgration of all these constituency-related programs lies in a more
structured approach to planning and implementation.

Specifically, I would urge the creation of an informal intra-company
task force called the Tobacco Constituency Group. (TCG) -so named
because each of the group’s participants would represent a segment
of the company whose primary purpose is to improve company
relations with various tobacco constituencies, I envision that the TCG
would meet every three or four weeks and could be used as the
vehicle for institutionalizing program imtegration. 1 recommend that
the TCG draw support from its own staff and Corporate Affairs
department at large. ’



It is clear that some existing ACPG dctwmes overlap, while in other
cases the left hand doesn’'t know what the right hand is doing. These
times of inconsistencies are¢ not reﬂectlve of a lack of gooperation but
of a lack of coordination, By establhshmg the: TCG, PM Companies
would be beuer positioned to take f{uller advantage of the tools we're
currently using for constituency development within the broad
tobacco family, ‘

What follows is a summary and outline of some areas where
improved coordination of ACPG activities would result in a more
improved use of company resources, It is by no means a complete
listing, but it provides a starting point for the first meeting of the
Philip Morris Tobacco Constituency Group.



PART 1

PLANT FACILITIES INVOLVEMENT



PLANT ACTIVITIES

I. Off-Site Activities

Plant Community Relations and Government Relations have enjoyed a
close working relationship for years. Routinely, local and state
clected officials are included in all PM-sponsored events in Plant
Communities. The opportunities for expanded constituency
development can be derived from sports and entertainment

activities in plant communities.

The Kentucky Derby, for example, presents us with an outstanding
opportunity for cooperation between Community and Government
Relations.  The Louisville Manufac';turing and Sales groups have
jointly held Derby activities for yefars. We should work cooperatively
with Manufacturing to augment our own entertaining schedule. In
addition, we should consider hostinég Federal legislators, as well as

state leaders.

Another prime entertaining activity revolves around the PM suite at
the Charlotte Motor Speedway, There are two big races, one in
the spring and one in the fall. Manufacturing and Government
Relations already work closely togéther to involve locally-elected
officials in race activities. We should seek to expand Government
Affairs' involvement cooperatively with Manufacturing by involving
Southern state and federal politicians who are more likely to be stock

car racing advocates,




W should alse expand ou the Mémufacturi'n"g—sul(‘:s-Govcmmcm use
of the PM Suite at Charlotte Hornété game. As an idcan,' we could
bring important Federally elected p{)liticians to Charlotte for a
basketball game and then get them to Cabarras for a plant tour and a

specch to Cabarras management,

L

PM also has a suite at thc Richmond Speedway. It has been used
primarily for entertaining constituency groups on race-day; the

cntertainment could easily be expanded to include elected officials.

I recommend that PM consider sole sponsorship of some large sports
event: in Richmond. The Seniors ?GA Tournament stops in
Richmond and sponsorship of this iournament would afford us
significant entertainment opportunitiés, both state and federal. 1

cavision bringing busloads of Congressmen from Washington to play

~in the Seniors Pro-Am and then tour our plant,

While we should also strive to provflédc financial support (or gifts) to
conventioneers who come to Richmond, we should begin to expect a
little something in return for our gc’ﬁcrosity. At the very least we
should ask any group who wants ouf% money if they may be willing to

take a position on our issues in the ‘future,



11. On-Site Plant Activities
Particularly in Richmond, and to a lesser exlent Cabarras, PM has an
outstanding and significant auditorium facility, We already utilize

these facilities for some kinds of public service activities.

I recommend that serious consideration be given to using these
facilities for political events - fundraisers and legislative receptions,
In Richmond, we should endeavor to hold any such reception during

the 1991 Legislative session,

I1I. Legislative Tours

I recommend that we establish a structured system whereby every
legislator in Virginia, Kentucky and North Carolina will be given an
opportunity to tour our plant faci]itfcs sometitne in the next year.
We should target specific Committees, legislative caucuses and

legislative study groups for plant tours.

We should also establish a program- where, on a monthly basis, plant
tours will be conducted for locally-elected officials (City Councils,
County Commissioner, etc.). To ma#imizc the political impact of such
visits it will be necessary to identify constituents of these officials.
Each touring official should be given an opportunity to address plant
management and receive an honoraria.  This kind of program is also
applicable to Statewide-elected officials and should be utilized

accordingly.



We should also offer to every Member of the Virginia, North Carolina
and Kentucky Congressional Delegation an opportunity to tour PM
plant facilities within the state (if the member has not done so0). We
must be sure that photo-ops with constituents/elected officials are

standard operating procedure. As members of Congress are likely

future candidates for Qovernor, these tours would serve to further
reinforce the good rclationship most Tobacco-State legislators have

with Philip Morris.

IV, Legislative Leader Luncheons

The backbone of Philip Morris' political support in State Capitals
should be the plant community delegations. I recommend that each
state legislator from the Richmond, Louisville, and Cabarras
community be invited to the plant location for a luncheon with plant
managcmént. We should institutionalize this program 1o the extent

that a specific date each month be set aside for these luncheons.

This should be an on-going program, but the initial Juncheon
schedule should be concluded over a three-year period. Tt is
.important that each leader who is involved in this program be
invited to participate in all future PM events in the plant community

area.




I recognize that this kind of an ambitious visit schedule may be
perceived as somewhat of a burdéb to local plant management. |
believe that a systematic approach to tours and luncheons will
minimize the distuption of facility activities, Furthermore, after an
initial adjustment, such lours and ‘luncheons can become an integral

part of manufacturing operations,

V. Plant Announcements

I recognize that business dccisionsf by PM-USA, and announcement of
those decisions, are treated differently than standard political
announcements.  However, it wou]d be of some political benefit to
involve public and government affairs in plant
improvement/construction announccrinents. A case in point was PM's
announcement 18 months ago of tﬁéc construction of a new facility
and Park 300. There must be some middle ground between the
~obvious need for indusirial sccrecyiand a politicians’ delight in
announcing that his industrial ;devcﬁlopmcnt program is a success.
This topic could be best addressed by the TCG, as our industry moves
toward a new gencration of products (and facilities to make these

products) in the next decade.

Similarly cooperation and communication has improved significantly
between, Manufacturing and Public Affairs on the disclosure of bad

news (lay offs, plant closing, etc.).



These subjects are never pleasant to deal with, but it is extremely
important to avoid the kinds of political/PR problems which exist
when a VP of Corporate Affairs heard about the closing of the

Louisville stemmery from a reporter.

This sitvation is not likely to occur again, but the fact that it once

happened demonstrates the need for ongoing communication.

V1. Organization Membcrshi;ps

All PM employees - salaried and hourly - should be encouraged to
participate in voluntary, philanthropic organizations. Such
volunteerism is a source of great pride for our employees and
presents us with considerable put;Iic relations ammunition to counter
anti-tobacco sentiment in plant states, 1 would suggest Employee
Relations undertake the massive j;:ob of compiling a comprehensive
list of ofganizations and causes with which PM employees are

affiliated and the approximate amount of lime contributed,

This kind of information makes for great billbvard propaganda and is
also useful as filler for the dozens of neighborhood and Community

. newspapers who are constantly looking for news to print.

We should also endeavor to involve Senmior Plant Management in
company-sponsored organizations and memberships to the llargest

extent possible.



1t is not humanly possible for our Community Relations people to be
all things to all people - and they surely try. I would suggest some
institutional divestment of outside~thc-PM-organization

responsibilities.

For example, instead of Richmond Community Réiations holding
membership on 68 organizational boards and being pressured to
participate actively in each, manufacturing management should be
urged to the greatest extent practical,’to assign managers and
supervisors to assume leadership roles on these boards. PM
representatives on the various boards can report activities to the
Community Relations group in each plant location, whereupon the
Community Relations representative will feed this info to the TCG. If
PM personnel are placed strategically, we will be well positioned to
head off organizational support for anti-tobacco activities and
initiatives. Dan Ison's participation on the local Salvation Army
Board in Louisville is a good example of where this approach was

effective.

This kind of systematic and sanitized approach should make it easier
to determine the relative value of PM involvement in certain

activities,



Vi1, Employee Political Invo.lvcément

Through employee-involvement progréms like Building Our Business,
employees are educated as to the need for an individual's
involvement in the political process. We should, at the carliest time
possible and as often as posSib]c, bring New York people to plant
locations to brief employee groups on public affairs issues. New
issues managers would be ideally suited for this, but we shouldn't
exclude anybody. Our employees are starved for political
information, and with an outstanding struciure in existence for
disseminating information, we should be aggressive in offering our

employees continuous education about political issues.

Where appropriate, we should also aggressively encourage PM
employees to become volunteers in local political campaigns. I stated
carlier that legislative representatives in our Plant Communities arc
our last backstop against anti-tobacco political activities, Political
contributions are certainly important, but when political candidates
volunteer time they are bound to be.éimpresscd. This kind of
aggressive political support program was utilized in a Virginia House
of Delegates campaign in 1989. 1 might suggest that some New York
staff time be devoted solely to p]ani community political activation
these political battlegrounds would bc safe places to try out our new

plans for political activism.
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I also strongly suggest that Senior Managcmcnt encourage PM
employees to run for political office including State House and
State Senate. It is certainly helpful fér a PM executive to contact his
State Delegate, but the same PM execulive could\ have a real impact
for the company if he were ‘permitted? to serve in the Legislature. In
the Richmond area, a legislator who 1is decidedly anti-tobacco
represents over 800 employees and retirees.  What a formidable

political weapon we might have if these 800 folks were supporting

one of their own.

VI1I.  Speaking Opportunities for Executives/Employees

I believe we should make some form; of public speaking training an
integral part of our Training Center 6bjcctivcs. When armed with the
right facts (as presented under Iiem VII), our employees can build
grassroots understanding of the tobac_éo industry and of Philip Morris
within plant communities and sub—cox‘hmunitics. We should also
endeavor to identify each Civic, busifness and professional club within
our extended plant communities as t{\rgczts for Philip Morris public
speakers. 1 suggest that public spcaicing by managers become an
integral part of a manager's job description and that each manager

be assigned two or three speaking ofpportunitics a year,

1




While you might want to reserve large speaking roles - like
Richmond Rotary, Charlotte Chamberi - for New York Management, !
know from first-hand experience _tha‘;t dozens of little civic groups are
faced with the monthly daunting tasfk of finding program speakers.
Over ten separate Jaycee chapters, for example, exist in the
Richmond arca. We should use our well-known  spirit of community
involvement as a basis for our willingness to seek out these kinds of
local speaking opportunities. This kind of grassroots communications
should begin to offset sume of the PR losses we've recently sustained

in plant communities at the hands of anti-smokers.

IX. Publications

Dan Ison has begun extracting “good news" from the weekly GA
report as a part of a bi-weekly publication he makes available to our
Louisville employees. I might suggest that we use our New York
resources to ¢xpand this program to all of our plant communities.
Plant community personnel are uniqi:e]y positioned to spread the
word that the tobacco industry wins 'r?norc often than it loses, We

should take advantage of this energy.

I would urge that each PM Plant In-House publication devote part of
its space to Government Affairs. Possible items for a government

affairs column might include lcgislati-Qc updates, profiles of Jlocal



legislators, guest remarks by legislatofs or photographs of legislators
meeting PM constituents during plant tours. All of this in-house
political activity brings the political process closer 1o the employees.
It will also make them better-informed ambassadors for the

company.

X. Community Needs Assessments

Whether dictated by Company policy or not, the TCG should, on an
on- gomg bas1s, conduct continuing needs assessmMEnts for the plant
communities. It is very casy, and quite normal, for all of us to get
stuck into the rut of funding worthwhile community programs
because we've "always done it." We should be on the lookout for
opportunities to be innovative in ouf approach to community and

political involvement.

There are a couple of ways to accomplish this. One, we could
challenge community leaders to locéte unfunded community needs
and create proposals to deal with thc}se new problems. Sccondly, we
could establish a new, local " continéenoy fund" for our employees
who participate in public service acuvmes For example, a PM
employee who is also a member of the Powatan Lions Club, may ask
that PM prov:de matching funding for a $500 project to build a
baseball park. This approach would broaden and be separate from

the current matching gift program. ’
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These kinds of matching gift activitiesi would b&: primarily small
contributions to worthy local philamhfopic projects which are not
likely 501(c)(3) entities, We can hav:}: an enornmous positive impact,
at a minimal expense, and without creating or using another bugc
bureaucracy by providing an opportun%ity for our employees to be

involved in the decision-making process.

Along the way, I suspect that some enterprising employcc will help
us identify that new community need which fits squarely with our
corporate identity, In bringing the contribution process down to the
lowest levels of PM, we won't ignore large traditional constituencies,
but instead we'll find exciting ways to have an even more positive

impact in the communities in which we live.

I'll now try ‘to examine some of the ways in which PM's Agricultural
activities can be more closely related - on an on-going basis - to
Governmental, Community and Public Affairs. The key jssue herc is
that nobody has the market cornered on new ideas. We can Jearn a
lot from each other - and make our own programs better - if we

formalize our communications relationship.
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PART 1I

AGRICULTURAL INVOLVEMENT
















































