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INTRODUCTION 
 
It was early January 1992, and Ted Blocker, Director of the 
Environmental Department at Wisconsin Electric Power 
Company (WEPCO), sat waiting for the consultants to present 
the findings from their just-compiled benchmarking study of 
WEPCO�s environmental programs.  Ted felt good about the 
company�s progress in the past year on the environmental front 
and began to think about those accomplishments. 
 
Outside the organization, WEPCO had increased its efforts to 
play a key leadership role in the community on environmental 
issues.  It sponsored Vision 2000, a day-long forum for 
business, non-profit groups and governmental officials to 
discuss issues and recognize �unsung heroes� for their creative 
environmental initiatives.  It sponsored numerous community 
activities, like the Tree Party at the Zoo for Earth Day and 
Arbor Day.  Stuart McAlister, CEO, served on a number of 
outside environmental boards, as did many WEPCO 
employees.  WEPCO had been recognized nationally for its 
efforts with prestigious awards, like the Environmental 
Achievement Award Council, the Edison Award from the 
Edison Electric Institute, the Friend of the Environment from 
the Wisconsin Manufacturers and Commerce Association, and 
the Governor�s Award for Hazardous Waste Reduction. 
 

For more than a decade, WRI's 
Sustainable Enterprise 
Program (SEP) has harnessed 
the power of business to create 
profitable solutions to 
environment and development 
challenges. BELL, a project of 
SEP, is focused on working with 
managers and academics to 
make companies more 
competitive by approaching 
social and environmental 
challenges as unmet market 
needs that provide business 
growth opportunities through 
entrepreneurship, innovation, 
and organizational change.  
 
Permission to reprint this case 
is available at the BELL case 
store. Additional information on 
the Case Series, BELL, and 
WRI is available at: 
www.BELLinnovation.org. 

Inside the organization a new Environmental Commitment 
statement was issued by Chairman McAlister in October 1990.  
The Environmental Working Group, and interdepartmental 
team, had helped generate the Environmental Commitment, 
along with launching new environmental initiatives throughout 
the Company. 
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The newly-recrafted long-range Strategic Plan for the first time included a separate 
�Environmental Goals� section addressing work to be done to put the Environmental 
Commitment in place. 
 
Despite the Company�s progress, Ted knows the job wasn�t complete.  Given rapid 
growth in environmental regulations, monitoring, and community relations, the workload 
of his Department was becoming harder to manage.  Defining priorities and the role they 
should play was getting murky, as more operations department took on environmental 
responsibilities of their own.  Ted decided that outside assessment of WEPCO�s 
environmental performance and the role of the Environmental Department would help 
future planning.  A well-established consulting firm was engaged to benchmark 
WEPCO�s environmental performance in relation to top environmental performers in 
other large companies.  Ted ended his reflections on the past year as the lead consultant 
began her presentation.  He wanted to listen carefully because he knew he would be 
called upon to respond with a formal action plan to any issues the consultants raised. 
 
COMPANY BACKGROUND 
 
WEPCO is an investor-owned utility providing generation, transmission, distribution and 
sale of electric energy to a 12,600 square mile area covering southeastern Wisconsin 
(including metropolitan Milwaukee), east and north central portions of Wisconsin, and 
the Upper Peninsula of Michigan.  At year-end 1991, WEPCO had 907,871 electricity 
customers and annual electricity sales of 25 billion kilowatt hours. 
 
WEPCO is almost 100 years old.  Started in 1896 as Milwaukee Electric Railway and 
Light Company, it became Wisconsin Electric Power Company in 1938.  WEPCO is the 
largest of seven subsidiaries of Wisconsin Energy Corporation (WEC) (See Exhibit 1 for 
WEC�s 1991 Consolidated Income Statement).  WEC�s other principal utility subsidiary 
is Wisconsin Natural Gas Company, serving 271,718 gas customers.  Five non-utility 
subsidiaries are managed within WEC�s corporate structure. 
 
WEPCO�s generating system consists of 23 power plants including: one nuclear plant, 
five coal-fired plants, 16 hydroelectric plants, and one combustion turbine plant.  Four 
fuel sources are used from which the following shares of electrical generation result: 69% 
coal, 29% nuclear, 1% hydroelectric, and less than 1% natural gas or oil.  The average 
power capacity of WEPCO�s generation system is 4,786,000 kilowatts, the amount 
needed to operate about 80 million 60 watt light bulbs. 
 
WEPCO has prided itself on taking a strong role in community and environmental issues.  
Employees attribute this ethic to leadership, and a state-wide value of caring for their 
natural resources: 
 
�I think we are in a state that has always valued and prized responsible 
environmentalism.� 
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�In the early 1980s the economy in Milwaukee was going down the tubes.  The 
community needed someone to step in and take leadership and Mr. Young, our CEO at 
the time, did that.  Start McAlister has said in speeches that he wants to put 
environmental stewardship on the same plane as the effort we gave to economic and 
community development in the 1980s.� 
 
WEPCO NOW 
 
WEPCO had recently experienced leadership changes following the retirement of several 
longstanding corporate officials.  Stuart McAlister was elected Chairman of the Board, 
President and Chief Executive Officer of WEC in April 1991.  In June 1990, he had been 
appointed Chairman and CEO of WEPCO.  Mr. McAlister was 47 years old and had 16 
years experience at WEPCO, having joined the company in 1975 as Director of 
Corporate Planning.  Jim Austin was named President and Chief Operating Officer of 
WEPCO in June 1990, and became a Vice President of WEC in April 1991. 
 
Due to these leadership changes and serious issues concerning future energy needs and 
competitive pressures in the electric utility marketplace WEPCO, was undergoing a 
period of major upheaval.  These pressures and the programs put in place by company 
leadership to prepare for them are discussed below. 
 
Meeting Future Energy Needs 
 
WEPCO was in a period of growth to prepare for future energy needs.  Over the past four 
years it had planned a number of programs on the energy conservation, or �demand-side� 
of the business.  This was a major drift from traditional �supply-side� or energy 
generation aspects of the electric utility business.  This trend is due to increasing pressure 
� from both internal and external sources � on the electric utility industry for energy 
conservation to promote environmental progress.  In 1987, the Wisconsin Public Service 
Commission gave WEPCO a mandate to design programs that would result in a peak 
demand reduction goal of 250 megawatts by year-end 1990.  This goal is equivalent to 
the energy produced by one small power plant.  The goal had been met, with 312 net 
megawatts of conservation resulting from all demand-side management (DSM) programs 
as of December 1991.  WEPCO projected t hat DSM programs would enable the 
company to reduce annual demand in the year 2000 by 10% from the level which would 
have occurred otherwise. 
 
DSM programs were still relatively new in the electric utility industry.  WEPCO worked 
aggressively to change thinking toward conservation on a number of levels: (1) within the 
company, (2) among its customers and the public at large, and (3) among other 
businesses and contractors.  In the State of Wisconsin, heavy emphasis is placed on 
documentation of conservation activities.  In the current �Advance Pan� process required 
by the Public Service Commission, WEPCO had to project generation needs through the 
year 2010.  These projections were based on extensive statistical analyses of 
demographic and economic forces.  Exhibit 2 displays the total projected load and 
electric supply sources for WEPCO until the year 2010.  As the projection chart shows, 
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despite WEPCO�s DSM progress, energy needs called for significant new generation.  As 
a result, WEPCO was in a major expansion mode � planning a new coal-fired power 
plant, extensive renovations at another power plant, and installing a number of gas-fired 
combustion turbine generating units to meet peak demand needs projected for the mid- to 
late-1990s. 
 
Competitive Pressures 
 
WEPCO faced growing competition within the industry and limited resources within the 
Company.  Bruce Rosen, Manager of Environmental Affairs, discussed this challenge: 
 
�The utility industry is, in fact, becoming more competitive.  It�s not really just a series of 
individual monopolies around the country, there is competition that is starting to make its 
way around the fringes of service territories.  As a result of that, the fact that we want to 
keep our rates at or lower than our sister utility rates, there�s been a lot of pressure for 
cost control.� 
 
WEPCO engaged in a difficult battle each year over budgets and rate setting, involving a 
number of stakeholders.  WEPCO filed its application, including extensive data about 
expenditure and revenue requirements, with the Public Service Commission (PSC).  The 
PSC performed an audit, public hearings were held where there was extensive review and 
comment by individual citizens and public interest groups.  These public hearing were 
followed by technical hearings, and finally, decision by the Commissioners on a new rate 
schedule.  For 1992, WEPCO requested an 8.4% rate increase to cover the additional 
costs of doing business, including regulatory requirements and new construction for 
added generation capacity; a 5.1% rate increase was authorized. 
 
Corporate Culture Change 
 
Chairman McAlister began an internal change program to update WEPCO�s corporate 
culture and to maintain the corporation�s leadership position in a more competitive 
environment.  Mr. McAlister described the culture change to a group of employees in the 
fall of 1990: 
 
�You may have heard that Wisconsin Electric is changing � let me tell you why.  Our 
company is well on its way toward becoming a participative, team-oriented company that 
deals with competition, deregulation and other changes in the industry.  This has resulted 
in accelerated change within the company because we used to be a bureaucratic, top-
down, control-oriented company that operated as a heavily regulated monopoly.  We 
have gone through extensive team-building within the company and with the leaders of 
our unions.  We are opening up communication, breaking down barriers, exchanging 
ideas and getting on with our mission being the energy supplier of choice and adding 
value for our customers, community, employees and stockholders.� 
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There were significant training efforts under way to teach the new team style.  Other 
visible signs of change include Mr. McAlister�s unannounced visits to work locations to 
interact with employees and phasing out of the old Executive Dining Room. 
 
Ted Blocker describes the progress of the change: 
 
�I feel very positive about the real progress being made.  Are we there yet?  No, not at 
all, but I think we have made continuous progress.  Today the important thing is that we 
are moving ahead and it is very clear to all of us that teamwork and responsiveness is the 
expectation against which we are being held accountable.� 
 
Strategic Planning 
 
Mr. McAlister undertook a new strategic planning process in 1991.  One manager 
described the previous strategic planning process: 
 
�It was a group of upper-management people who sat in a vacuum and created 
something. It was put out and then we were asked to take that document and look at our 
own process of involvement.� 
 
The new process encouraged widespread participation.  Six teams were assembled: 
(1) Operations, (2) Employees, (3) Corporate Culture, (4) Customer Service, (5) 
Investors, and (6) Community.   
Each of these teams worked to reach a consensus on goals and specific annual action 
plans. 
 
ENVIRONMENTAL ROLES AND RESPONSIBILITIES 
 
Commitment to environmental issues and performance was widespread at WEPCO.  This 
commitment started with company leadership, was evident in the many innovative 
environmental programs, the work of the Environmental Department, and the 
Environmental Working Group. 
 
Environmental Leadership 
 
Soon after assuming leadership, Chairman McAlister charged an interdepartmental task 
force to draft language for a new environmental commitment.  The Wisconsin 
Commitment was published in October 1990 and is shown in Exhibit 3.  It was 
communicated to WEPCO employees through newsletters, brochures, and departmental 
and executive briefings. 
 
The recent Strategic Planning initiative also gave credence to the importance 
environmental issues received within the organization.  In each of the six strategy teams, 
environmental issues continued to arise as a major theme, causing a seventh 
Environmental Team to be added.  The resulting seventh goal in the Strategic Plan was: 
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�Improve the compatibility of our operations with the environment and promote 
environmental awareness through community leadership and employee communication.� 
 
The seven sub-strategies included in this goal are shown in Exhibit 4. 
 
Environmental Programs 
 
One example of an innovative initiative that has received national awards was WEPCO�s 
$mart Money and Appliance Turn-In Program.  The $mart Money Program was begun in 
1987 as the cornerstone of WEPCO�s demand-side management programs.  WEPCO 
managed $mart Money programs for farms, new construction, commercial, industrial, 
and residential customers.  Under these programs a combination of cash rebates and loans 
were offered for installation of energy-saving features in lighting, appliances, insulation, 
and ventilation systems.  WEPCO marketing consultants were available for work with 
$mart Money participants to point out areas for improvement, provide technical 
assistance and facilitate monetary incentives. 
 
The Appliance Turn-In (APTI) Program was a key component of the residential $mart 
Money Program.  Under this program, customers could turn in old working appliances 
(whether or not they were replaced by new energy-efficient ones) for savings bonds or 
cash.  WEPCO picked up the appliances in homes and arranged for disposal with outside 
contractors and through salvage yards, lessening the impact on municipal landfills.  
Statistics since the program�s inception in 1987 through year-end 1991 were: 
 
*2444,000 inefficient refrigerators, freezers, and air conditioners turned in 
*The volume of appliances removed from customer�s homes in the program�s first four 
years would fill a 5-acre landfill to a depth of 18 feet. 
*More than 33,000 tons of coal (three train loads) has been saved in power plants 
 
In 1989, several features were added to the APTI program.  While other electric utilities 
ran similar APTI programs, WEPCO was the first to look creatively at management of 
the hazardous wastes contained in the old appliances.  Many old appliances contain 
PCB�s (poly-chlorinated biphenyls), a substance banned in the U.S. in 1979, and CFCs 
(chlorofluorocarbons), a known contributor to ozone-layer depletion.  These mistakes can 
escape when old appliances are shredded or landfilled.  Working jointly with a contractor 
called Appliance Recycling Centers of America (ARCA), processes were designed to 
capture and dispose of PCBs, and capture and prepare CFCs for safe reuse before the 
appliances were shredded for metal recycling. 
 
Environmental Department 
 
WEPCO�s environmental activities were coordinated by its Environmental Department.  
Responsibility for internal environmental functions rested jointly with the Environment 
Department and three other departments: (1) Engineering and Construction; (2) Nuclear 
Power; and (3) System Operations.  These �operations� departments had environmental 
compliance responsibilities integrated into ongoing activities.  Responsibility for external 
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community-oriented environmental initiatives rested with the Environmental Department, 
along with two other departments � Consumer Relations and Public Affairs. 
 
The Environmental Department was formed in 1973, when Ted Blocker was hired as its 
new Director.  It was unusual for public utilities at that time to have separate 
environmental departments and of company leadership was credited for foresight.  Top 
environmental professionals from around the country were recruited into the Department. 
 
The diversity of issues the Department handled grew over time.  Dr. Blocker discusses 
this growth: 
 
�In the 1970s and early 1980s, there was a primary focus on a new generation, building 
new facilities.  Licensing presented a substantial challenge for us.  We still have a 
substantial baseload of work in that same area; it�s more challenging today to get 
licenses for new facilities, as well as maintain licenses for existing facilities.  
Superimposed on that, in the mid-1980s we developed an involvement with emerging 
issues and started to tend away from just straight operations and toward more proactive 
involvement. 
 
The key issue that stands out is Acid Rain.  In the mid 1980�s Wisconsin Electric, in 
recognition of our customer�s wishes, took the position that we should put the scientific 
or technical considerations aside and be responsive to very strong feelings on the part of 
our customers that something reasonable and prudent should be done.  We, in 
conjunction with our state government, Department of Natural Resources, and our Public 
Service Commission supported a state Acid Rain bill that required real limits on sulfur 
dioxide emissions and we started fairly active support in Washington for similar national 
legislation.  That was the beginning of a very significant change where Wisconsin electric 
in the environmental area became far more proactive.  Today, of course, the kinds of 
issues are different; they include global warming, EMF [Electric and Magnetic Fields], 
solid waste disposal, toxics, groundwater contamination.  As a corporation we are trying 
to be on top of these issues and have a seat at the decision making table.� 
 
There were three divisions within Environmental Department (see Exhibit 5 for 
organizational chart): (1) Environmental Affairs (2) Laboratory Services, and (3) 
Research and Development. 
 
The Environmental Affairs Division�s responsibilities fell into four areas.  The first area 
was environmental licensing support for new generation, hydro-generation and 
transmission facilities, including acquisition of applicable regulatory permits.  Preparing 
environmental impact reports and environmental documents for the Public Service 
Commission�s Advance Plan process were included within this function.  The second 
Environmental Affairs responsibility area was operational support.  This included 
compliance monitoring and permit renewals for existing facilities, assistance on technical 
environmental issues like PCBs, underground storage tanks, property evaluations, MGP 
(Manufactured Gas Plant) site investigations, and compliance assurance audits.  The third 
area of responsibility was issues management, which included review of proposed and 
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final legislation and regulations, and analysis of impact on operations, plus analysis of 
environmental issues such as global climate change and EMF (electro-magnetic field).  
The fourth area of responsibility was the environmental stewardship function, which was 
also supported by Consumer Relations and Public Affairs.  Environmental Affairs 
provided support to the Speaker�s Bureau and other community-oriented environmental 
activities. 
 
Laboratory Services was the second division within the Environmental Department.  Its 
responsibilities include analysis and testing services, instrument calibrations and 
materials testing.  It also maintained a state-certified lab which provided a large array of 
environmental analytical services.  It coordinated in-house research projects and 
maintained an active relationship with the Electric Power Research Institute, a research 
consortium supported by electric utilities nationwide. 
 
Environmental Working Group 
 
Cross-functional teams and special task forces were used to address many environmental 
issues and projects.  On a construction project, such as a proposed new power plant, an 
interdisciplinary team of employees from throughout the company was appointed, headed 
by a Project Administrator.  The project team for new site selection included 
representatives from real estate and facilities management, environmental, engineering 
and construction, system operations, fuels, public affairs and the regional office in the 
area. 
 
An ongoing Environmental Working Group (EWG) was formed in 1990 to develop and 
support the new internal and community-oriented environmental initiatives.  At first, the 
group consisted entirely of representatives from the Environmental, Public Affairs, and 
Consumer Relations Departments.  This initial working group identified the need to 
develop and publish a corporate environmental brochure to communicate to employees 
and the community the good environmental work WEPCO was doing.  Based on analysis 
of a customer survey the small group decided that a larger group, representing more 
departments, needed to broaden its community outreach perspective. 
 
The EWG met regularly, its 23 members representing seven departments and Wisconsin 
Natural Gas Company.  Updates on environmental initiatives throughout the company 
were presented and noted in the EWG minutes, serving as an interdepartmental 
communications vehicle.  Examples of activities in 1991 included the erection of 
peregrine falcon nesting sites at four power plant locations, increased communications 
with satellite officers to encourage use of WEPCO properties as regional recycling 
centers, participation in the National Recycling Congress Conference held in Milwaukee, 
and plans to get an early start on complying with provisions in the Clean Air Act which 
required large employers in Southeastern Wisconsin to develop programs to reduce the 
number of employee commuting miles by 25 percent. 
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The EWG had been challenged with integrating WEPCO�s cultural changes into its work.  
EWG members discussed the impact the culture change made on the environmental 
initiatives going on simultaneously at WEPCO: 
 
�From my perspective, we would not be anywhere near as far along as we are now on 
environmental programs.  Since the team training process was started almost two years 
ago now, the feedback mechanisms are far improved in this company.  There is always 
the thought that whoever is that representative or whatever level that person is, it is 
important to seek input, ideas, concerns, and suggestions.  It�s not done in the vacuum 
anymore or it�s not done by a select layer of individuals in each department.  It is 
definitely going back to find common ground.  It�s automatic now, and I don�t think we 
recognize it so much, but we definitely do it.� 
 
Challenges Facing the Environmental Department 
 
The Environmental Department�s workload had risen steadily in the past decade.  At the 
same time, staff resources stayed relatively level (see Exhibit 6 for a comparison of staff 
level to rise in federal legislation).  Ted Blocker discussed how this increasing workload 
was handled: 
 
�Over the years we have taken the approach that we must be responsive to the needs of 
our customer departments.  Despite the rapid rise of regulation, we have managed to 
meet those needs without adding staff.  Technology has helped substantially to meet the 
workload, use of computers, E-mail, and data processing for our data sets.  A 
professional today is much more capable of being self-sufficient and can be more 
productive.  Beyond that, we believe in staff development and people stretching 
themselves to move around and challenge themselves in other areas than those they were 
originally trained for.� 
 
Recently, Operations Department staff had expressed concern with the level of service 
that the Environmental Department provided.  Environmental Department staff were 
aware of these concerns and frustrated by them. 
 
Environmental staff expressed the need for work on two other issues facing the 
Department.  First was the lack of a comprehensive risk management program.  Risk 
assessment was done for new projects and new regulatory issues, however there was no 
preexisting risk assessment data.  Second was the lack of measurable performance 
measurement systems for environmental programs.  Throughout WEPCO, due to serious 
budget cutbacks, departments were being called upon to justify their programs in 
measurable terms that were tied directly to business goals.  Many of the environmental 
performance measures were qualitative and anecdotal.  The EWG brainstormed on this 
issue and planned to investigate other companies� performance systems. 
 
BENCHMARKING WEPCO�s ENVIRONMENTAL PERFORMANCE 
 



 10 

In the summer of 1991, Ted Blocker suggested to top management that an outside 
consultant be hired to work with the Environmental Department to assess WEPCO�s 
environmental performance in relation to top environmental performers nationwide (both 
utilities and other industries).  Ted offered his reasons for suggesting this study: 
 
�The 1990s is really the decade of corporate America.  While we felt we were doing a 
good job, we didn�t know if that was true; it�s a very subjective thing.  I was a little 
concerned we were being myopic.  Plus we had a new senior management team with a 
very different style.  It seemed to make sense that it was a good time for us to look at 
ourselves, to try and find out how good we are and to learn from a benchmarking effort.  
While I really did think we were good, I thought that we could learn from other folds, not 
just in our industry.  I was particularly interested in some other industries because I felt 
that perhaps the utility industry as a while has not as much on the cutting edge of 
environmental stewardship.� 
 
Chairman McAlister and President Austin concurred with the study. 
 
Scope of the Study 
 
In the Fall of 1991, A.T. Kearney, a well-known Midwestern consulting firm, was 
engaged to benchmark Wisconsin Electric�s environmental performance with other 
leading companies primarily in the chemical and consumer products industries.  An 
interdepartmental task force was named to work with the consultant to determine the 
scope of the study, review progress reports, comment on findings, and help develop 
appropriate recommendations.  The task force consisted of representatives from the 
Environmental, Information Services, Consumer Relations, Accounting, Systems 
Operations, and Human Resources Departments; Ted Blocker served as Chair. 
 
The task force set forth six questions to be answered: 
 

1) �Are we really achieving a leadership posture in environmental management?  
How do we compare with the �the best of the best�?� 

 
2) �Are our goals sufficiently clear and appropriately challenging?� 

 
3) �Is our actual performance � tangible terms � truly in keeping with our aspirations 

and stated values?� 
 

4) �Is there clear comprehension of responsibilities, the right emphasis on the right 
topics, and crisp, proficient decision-making?� 

 
5) �Given the recent transition in top management responsibilities, are organizational 

arrangements for guidance of environmental matters at WEPCO fully in keeping 
with existing and anticipated leadership requirements?� 
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6) �Are there realistic ways in which we could obtain further improvement, within 
appropriate cost parameters?� 

 
 
Twelve evaluative criteria, divided into two primary areas, were used for the 
benchmarking study.  In the area of Corporate Commitment the criteria were: (1) 
Senior management commitment, (2) Corporate environmental policy, and (3) 
External communications/public relations.  In the area of Functional Implementation 
the criteria were: (1) Strategic environmental plan, (2) Internal communications, (3) 
Internal integration, (4) Risk assessment, (5) Audit programs, (6) Issues management, 
(7) Waste minimization, (8) Environmental MIS, and (9) Financial tracking. 
 
The consultants conducted the study over a four month period.  They reviewed 
written background materials and held interviews with employees at all levels of the 
company.  Interview questions focused on three topics: (1) Role, leadership and 
performance of the Environmental Department, (2) Understanding and use of the 
corporate environmental commitment, and (3) Interdepartmental coordination on 
environmental issues. 
 
The Consultant�s Report 
 
Ted ended his personal reflections and listened intently as the consultants began their 
presentation. 
 
�Ted, we want to thank you and everyone here at Wisconsin Electric for the 
cooperative spirit we were shown throughout this study.  We want to walk you 
through the report today � the good things we found, and the not so good.  On the 
surface, our findings suggest room for improvement.  You have to remember that you 
asked us to compare you with the best of the best.  Your company has said it wants to 
be in the forefront;  you�ve set your hurdles higher.  You want to be on the cutting 
edge.  Are you there yet?  No, you�re not the Jolly Green Giant.  But what we did find 
is a proactive environmental culture at every level of your organization, which is rare 
indeed.  There�s a good seed bed here � the pH is right.� 
 
The consultants noted that WEPCO had the �potential to excel in environmental 
management,� and that the �Corporate Environmental Commitment is an excellent 
foundation to build on.�  Other specific strengths they discussed were: 
 
• Strong top management environmental philosophy 
• Active leadership role in important national/regional issues (including taking 

difficult positions on complex subjects 
• Proactive environmental orientation permeates management ranks, involvement in 

positive undertakings sought out/expected 
• Many positive program initiatives at various stages of maturity 
• Generally, top human resources involved in environmental programs throughout 

the company 
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Four �issues� or �findings� were highlighted as problem areas: 
 
1. �Commitment� is not yet translated into a comprehensive, actionable �gamble 
plan� for the future: 
 - Implementation strategy is poorly articulated, a source of confusion 
 - Insufficiently clear linkage to business fundamentals 

- While there is intent to go beyond compliance, when to do so, at what 
cost, and how to measure benefits is unclear. 

      2. The company�s environmental �walk� does not yet match its �talk�: 
- Highly rated �commitment� criteria and externally oriented programs most 

advanced 
- Substantive, internally oriented undertakings notably less rigorous. 

        
      3. A critical weakness is lack of a comprehensive environmental risk assessment  
          program, without which: 

- No overall profile of environmental risks can be assembled 
- Judgment standards relied upon in identifying/reporting risks vary 
- Management priorities are difficult to set and adhere to 
- Capital and operating and maintenance needs for environmental risk 

reduction are identified only on an issue- or project- specific basis. 
 

      4. Widely held perceptions of insufficiently vigorous environmental leadership below  
           top management level: 

- Environmental Department not viewed as providing requisite stimulus 
- Lack of policy-making vehicle with officer-level involvement, regarded 

internally as �management gap�, is inconsistent with expressions of 
corporate environmental intent. 

 
Ted tried to mask his disappointment as the consultants ended their formal presentation 
and everyone looked to him to say something: 
 
�Well, you guys are right, there is both good and bad news here.  We want to thank you 
for the fine and comprehensive job you�ve done.  You have given us a lot to think about.� 
 
NEXT STEPS 
 
Following the meeting, Ted Blocker and Bruce Rosen sat in Ted�s office discussing the 
report: 
 
�You know, Bruce, the Kearney people are right, we chose the best of the best against 
which to be benchmarked.  Even so, my view was that we were better than they said we 
were.  While that is a minor surprise, I am not sure it is all that significant.  The 
importance of the report is not whether we are substantially better or lesser than or 
similar to Company A, B, C.  The real significance is more the internal feedback we got 
and whatever comes out of this.  To that extend the report is very appropriate, very timely 
and I am very pleased that the report can be a catalyst to help us coalesce some of our 
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thinking and say it�s time to do something.  Whenever you go to the doctor you are 
hoping to get a clean bill of health, you hope you don�t have any warts, diseases or so 
forth; well it turns out we have a few warts and a few diseases.� 
 
Bruce was about to respond as Stuart McAlister walked into Ted�s office: 
 
�So, how did the meeting go with the Kearney folks?� 
 
Ted swallowed hard to regain his composure and think of a diplomatic response. 
 
�Well, Stuart, there is both good and bad news here.  Let me forward to you the written 
report and set up a meeting with you later this week after Bruce and I have had time to 
draft an action plan to respond to some of the issues raised.  Then we can answer any 
questions you have and get your input on our proposed action plan.� 
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