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Chapter 1

DEFINING AND CLARIFYING PUBLIC RELATIONS


Public relations today is a complex profession practiced by hundreds of thousands of people around the world. Some public relations professionals are employed by a single organization. Others work for public relations firms that have many organizations as clients. Public relations people work for businesses, government agencies, professional and trade associations, nonprofit organizations, schools and universities, hospitals, hotels, and many more. They work for large and small organizations. Many public relations people work entirely within their own country; others practice their profession on a global basis.


I have observed public relations practice around the world as a scholarly researcher and teacher for over 40 years. In general, I believe five trends are occurring. First, public relations is becoming a profession with a scholarly body of knowledge. Second, public relations is becoming a management function rather than only a technical communication function. Third, public relations practitioners are becoming strategic counselors who are less preoccupied with publicity in the mass media than their predecessors. Fourth, public relations has moved from a profession practiced only by white males to a profession with a female majority and with practitioners of many racial and ethnic backgrounds. Finally, I believe that almost all public relations practice today is global rather than confined to the borders of only one country.


Historians disagree about when public relations was first practiced, who practiced it first, and where it was practiced originally. Traditionally, public relations has been said to have developed in the United States. However, Chinese scholars have pointed out that Chinese rulers practiced something resembling contemporary public relations over 5,000 years ago. Even though the first rudimentary practice of public relations may have begun thousands of years ago, public relations has been an occupation only for about 100 years.


It is only recently, however, that public relations has developed from an occupation to a profession in many countries of the world. That is, public relations has been something that people did to earn a salary; but it has not been a discipline for which they studied to prepare for the work. There was no formal education in public relations. There was no scholarly research that provided a body of knowledge that could be taught. And there were neither recognized standards for effective practice nor ethical principles for the moral practice of public relations. Most public relations practitioners could be described as what the Canadian public relations practitioner Michel Dumas (1991) called "improvised practitioners" (p. 13)--people who practiced public relations without theoretical knowledge of why they practiced as they did and why public relations is important for an organization.


Public relations also has been an occupation defined more by its techniques than by its theory. Most public relations practitioners have been the masters of a number of techniques. They have known how to secure media coverage, prepare press releases, write speeches, write and design brochures, produce video news releases, lobby representatives in government, stage a special event, or prepare an annual report.


People in other professions must also master the techniques of their work. Physicians do surgery, dispense drugs, set bones, and deliver babies. Teachers use audiovisual equipment, write tests, lecture, hold discussions, and assign homework. Lawyers write briefs, interview witnesses, present evidence in court, and prepare wills and contracts. In each of these professions, practitioners have a base of theoretical knowledge to direct the techniques they use. Physicians understand biology, anatomy, and physiology. Teachers understand the psychology of how people learn. Lawyers master legal principles and precedents.


Now, however, scholars of public relations have developed a body of knowledge that puts public relations on a par with recognized professions. Public relations professionals do not write and design brochures because they think it would be nice for the organization to have one or strive for publicity because the boss likes to see his or her name in the media. Instead they use such a technique because they decide it is the most effective way to communicate with a public that is strategic to the success of their organization.


In addition to being an occupation defined by techniques, public relations practitioners also have devoted most of their efforts to communicating through the mass media. Most have believed that they could affect large numbers of people through publicity alone. The organizations that employ public relations people also have believed that they could get massive numbers of people to behave in ways the organizations wanted by creating a good "image" in the media. 


Today, however, the most sophisticated practitioners have begun to understand that people exercise control over how they use the media to a much greater extent than the media control the behavior of people who use the media. This is especially true today when people use the internet, social media, and blogs to search for and share information as much or more than they use the mass media. Thus, neither public relations practitioners nor the media create powerful impressions that often are called "images." Images are nothing more than what people think, and most people think for themselves. They construct their own thoughts--their own images--about organizations. 


Public relations practitioners are most likely to help members of publics construct positive images about the organization when they counsel the organization to behave in ways that people outside the organization want. In other words, sophisticated public relations practitioners now understand that they must serve the interests of people affected by organizations if they also are to serve the interests of the organizations that employ them.


Today, therefore, the organizations that employ individual public relations practitioners or public relations firms have begun to recognize public relations as an important management function. They recognize that public relations has value to an organization because it helps to balance the self interest of the organization with the interests of people who are affected by the organization or who have the power to affect the organization—people I call "publics."


As public relations has become recognized as a management function, however, its move toward greater status has been affected by the large numbers of women who have entered the profession. In most countries, most public relations students and a majority of working professionals are women. Women traditionally have been excluded from management roles, and researchers have found that members of the new female majority in public relations have had difficulty being recognized as public relations managers as well as technicians. For public relations to continue its growth as a management function, therefore, women must be empowered in their roles as public relations practitioners.


In addition to the change in the gender of public relations practitioners, organizations also face increased racial-ethnic diversity in their environments. The publics of a typical organization now come from diverse racial and ethnic groups. Multinational organizations also have publics from around the world. Public relations practitioners, therefore, have had to develop principles of multicultural public relations to communicate with their diverse publics both domestically and globally.


Public relations cannot be practiced as a profession rather than an occupation and a management function rather a set of techniques unless practitioners have a body of knowledge based on scholarly research available to them. In the last 50 years, a small group of public relations scholars, first in the United States, and now throughout the world, has made remarkable progress in developing a comprehensive theory of public relations that puts public relations on a par with recognized professions such as law, medicine, or education. At first public relations researchers borrowed heavily from other disciplines such as communication and other social and behavioral sciences. Now, however, they have developed their own body of research and theory.


In this first part of the book, I will examine some common assumptions about public relations and try to clear up confusion about what it is. I will begin by examining the questions of whether public relations is a management or technical role, whether it strives to isolate (or buffer) an organization from its environment or to build bridges to the environment, how it should be defined, whether it is a marketing function or some other organizational function, which of four common ways of viewing public relations best describes the profession, and the central focus of public relations on responsibility to publics. After addressing those questions, I will discuss what the research of my colleagues and I has revealed about the nature of excellent public relations. Finally, I will elaborate on new research that defines and explains how to conduct the strategic management role of public relations.

TECHNICIAN AND MANAGER ROLES

Public relations practitioners and educators often argue among themselves about what public relations is. Does it consist of writing, editing, and the use of other journalistic skills? Or does it consist of research, planning, counseling of management, and other management skills? Many practitioners argue that public relations students emerge from universities able to counsel management about public opinion but unable to write a press release. Educators--and many practitioners--counter that too many practitioners have mastered the technical skills of public relations but have little understanding of when and why to use those skills to make the organizations that employ them more effective.


One way to resolve this controversy is to look at what practitioners actually do in their work--at the roles they play in organizations. A long program of research has revealed that people on both sides of the argument are right: Public relations practitioners occupy two major roles--technicians and managers (Broom, 1982; Broom & Smith, 1979; Dozier, 1992; L. Grunig, J. Grunig, & Dozier, 2002, Chapter 6). Communication managers counsel management and plan and direct public relations programs. Communication technicians provide technical services such as writing, editing, photography, media contacts, or production of publications. Both are essential to a public relations program.


The majority of public relations people are technicians, and for most people the first job in public relations is as a technician. Unless they master the techniques of public relations, in fact, few practitioners would ever get their first job. Without technicians, public relations programs could not be implemented. Without managers, however, public relations programs resemble what Broom and Dozier (1990, p. 14) called a perpetual motion machine that churns out press releases, publications, or special events without stopping to think why they are needed.


The same person may be both a manager and a technician in many organizations, especially small ones (Piekos & Einsiedel, 1990). Many practitioners will play both roles in their careers, generally beginning as technicians and moving into the managerial role as they are promoted. Many practitioners have satisfying, long-term careers solely as technicians (Creedon, 1991). Many public relations programs, however, have no managers to guide them. They may have a person who is head of the public relations department or who has the title of a manager. However, these people are more likely to be administrative managers than strategic managers (L. Grunig, J. Grunig, & Dozier, 2002, Chapter 6). They are responsible for hiring and firing people, developing and managing a budget, and assigning technical job duties to lower-level practitioners working in the department. They are not strategic managers who counsel senior decision-makers in the organization and play a role in the strategic management of the organization.


For a public relations program to be effective, it must have someone to manage it strategically--to aim it at the publics in an organization's environment that have the greatest effect on the organization. This strategic manager provides advice to senior decision-makers about the consequences of organizational decisions on publics and whether those decisions will harm or help relationships with publics. In addition, every person working on a public relations program--whether technician or manager--must look at public relations with a managerial mindset. When everyone working in public relations has such a mindset, everyone sees the purpose of his or her work and can evaluate when the techniques employed achieve that purpose. 



The research on public relations roles (for a review, see L. Grunig, Toth, & Hon, 2001, Chapter 6) shows that women tend to be concentrated in the technician role. Even women in a managerial role often perform technical as well as managerial duties, and their superiors expect them to perform these technical duties more than they expect men to do so (L. Grunig, J. Grunig, & Dozier, 2002, pp. 249-250). As a result of these expectations, women in public relations tend to have less time and fewer opportunities to develop the expertise to perform the strategic management role than do men. However, many more women practice public relations today than men. Even though women are educated for a managerial role, they often are unable to play that role. Therefore, organizations must change their traditional expectations of female roles and empower women if they want the public relations function to play a role in the strategic management of the organization.

It might seem that public relations practitioners in organizations that have only technicians and administrative managers in their public relations department have no theory to guide their work. Public relations practitioners often claim that research and the theory it produces have little value to them. In contrast, I believe that all practitioners have a theory that explains to them why they do what they do. The theory that is common in public relations practice, however, differs from the theory produced by research on public relations and strategic management—although many academic researchers do support this practitioner theory.  I believe there have been, and still are, two major competing theories of public relations both in practice and in the academic world. I call these approaches the symbolic, interpretive, paradigm and the strategic management, behavioral, paradigm. The interpretive paradigm sees public relations as a way to isolate and buffer the organization from its environment. The strategic management paradigm sees public relations as a way of building bridges to the environment.

PUBLIC RELATIONS AS A BRIDING RATHER THAN A BUFFERING ACTIVITY

In her textbook on organizational theory, Hatch (1997) identified three perspectives on organizations—the modernist, symbolic-interpretive, and postmodernist perspectives. The modernist perspective is based on classic theories of management that view reality as objective and management as a set of activities designed to achieve organizational objectives—which can be measured objectively. The symbolic-interpretive paradigm sees reality as subjective and views concepts such as organizations themselves, their environments, and the behavior of managers as subjective enactments of reality rather than as observable and measurable reality—enactments whose meanings can be negotiated through communication. 

According to Hatch, postmodernism “found its way into organization theory through applications of linguistic, semiotic, and literary theory via the interest in meaning and interpretation introduced by symbolic-interpretive organization theorists” (p. 44). Postmodernists reject general theories and favor fragmentation of theorizing. They prefer to “deconstruct” theories to determine whose interests are served by the theories and whose way of thinking has been incorporated into them. Thus, challenges to power are a major theme in postmodern thinking.

I believe that these three approaches to organizational theory can be found in two competing approaches to public relations: the symbolic, interpretive, paradigm and the strategic management, behavioral, paradigm. The strategic management paradigm contains elements of both modernism and postmodernism. Thus, I would call it a semi-postmodern approach to the role of public relations in strategic management. 

Scholars and practitioners who embrace the symbolic paradigm in their thinking generally assume that public relations strives to influence how publics interpret the organization. These cognitive interpretations are embodied in such concepts as image, reputation, brand, impressions, and identity. The interpretive paradigm can be found in the concepts of reputation management in business schools, integrated marketing communication in advertising programs, and critical and rhetorical theory in communication departments. Practitioners who follow the interpretive paradigm emphasize messages, publicity, media relations, and media effects. 

Although this paradigm largely relegates public relations to a tactical role, the use of these tactics does reflect an underlying theory. Communication tactics, this theory maintains, create an impression in the minds of publics that allow the organization to buffer itself from its environment—to use the words of  W. R. Scott (1987) and Van den Bosch and Van Riel, (1998)—which in turn allows the organization to behave in the way it wants. 


In contrast, the behavioral, strategic management, paradigm focuses on the participation of public relations executives in strategic decision-making so that they can help manage the behavior of organizations. Van den Bosch & Van Riel, (1998) defined this type of public relations as a bridging, rather than a buffering, function—again using W. R. Scott’s (1987) terminology. Public relations as a bridging activity is designed to build relationships with stakeholders, rather than a set of messaging activities designed to buffer the organization from them. 

The strategic management paradigm emphasizes two-way communication of many kinds to provide publics a voice in management decisions and to facilitate dialogue between management and publics both before and after decisions are made. The strategic management paradigm does not exclude traditional public relations activities such as media relations and the dissemination of information. Rather, it broadens the number and types of media and communication activities and fits them into a framework of research and listening. As a result, messages reflect the information needs of publics as well as the advocacy needs of organizations.


Critical scholars such as Weaver, Motion, and Roper (2006) tend to view the interpretive paradigm as the way public relations actually is practiced and the strategic management paradigm as “an unlikely rarity and even something of a fantastical ideal” (p. 15). I see these two approaches differently. I believe the interpretive paradigm reflects the hopes of many of the clients and employers of public relations practitioners who prefer to make decisions in isolation from publics. It also represents the wishful thinking of many practitioners who seem to believe that messages alone can protect organizations from publics and who promise clients and employers what they want to hear. 

Evaluation research (e.g., as reviewed by Dozier and Ehling, 1992), however, generally shows this interpretive paradigm to be ineffective because it does not deliver the effects its advocates promise. Most importantly, the interpretive approach does not provide a normative model for how public relations should be practiced—a model that can be taught to aspiring public relations professionals. The strategic management paradigm, I believe, provides such a normative model for an ethical, effective, and both organizationally and socially valued approach to public relations practice.

There has been a great deal of discussion among public relations scholars about whether the strategic management approach to public relations represents a modern or postmodern approach to management as described by Hatch (1997). Critical scholars such as L’Etang and Pieczka (1996) and Leitch and Neilson (2001) and postmodern scholars such as Holtzhausen and Voto  (2002) have claimed that the strategic management theory is modernist—that it only helps organizations control their environment rather than provide publics in that environment a bridge to the organization and a voice in management decisions. They claim that public relations serves only the interest of management or organizations and not the interests of publics or society. 

In contrast, I believe that public relations departments that are empowered as a strategic management function rather than only as an interpretive function represent more of a postmodern approach to management than a modern approach. Knights and Morgan (1991) and Knights (1992) describe postmodern strategic management as a subjective process in which the participants from different management disciplines (such as marketing, finance, law, human resources, or public relations) assert their disciplinary identities. Public relations has value in this perspective because it brings a different set of problems and possible solutions into the strategic management arena. In particular, it brings the problems of publics as well as the problems of management into decision-making. 

I believe that public relations provides organizations a way to give voice to and empower publics in organizational decision-making (a postmodern perspective). At the same time, public relations benefits organizations by helping them make decisions, develop policies, provide services, and behave in ways that are accepted by and sought out by their stakeholder publics—thus increasing the organization’s revenue, reducing its costs, and reducing its risk (a semi-modernist perspective).  

Thus, the strategic management theory of public relations contains elements of both modernism and postmodernism, although I do not adhere rigorously to the assumptions of either approach. For example, although postmodernists dismiss general theories as metanarratives or “grand narratives” (Hatch, 1997, p. 44), I believe in the importance of integrating and enlarging theories. As a result, Part I of this book constructs a general theory of public relations. I also embrace the centrality of subjectivity in both theorizing and communicating—the central assumption of the symbolic-interpretive approach. However, I believe the symbolic-interpretive paradigm devotes excessive attention to the role of communication and public relations in negotiating meaning and not enough attention to their role in negotiating the behavior of both organizations and publics.


This description of public relations as a strategic management function in management now makes it possible to define public relations.

DEFINING PUBLIC RELATIONS
Why Organizations Need Public Relations


Organizations, like people, must communicate with others because they do not exist alone in the world. If people had no relationships with family, neighbors, friends, enemies, or coworkers, they would have no need to communicate with anyone but themselves. But they are not alone, and they must use communication to coordinate their behavior with people who affect and are affected by them.


Organizations also have relationships—within their "family" of employees and with communities, governments, consumers, financiers, supporters, detractors, and other publics. Organizations need public relations, in other words, because they have relationships with publics. Organizations are successful when they achieve their missions and goals, and most organizations prefer to choose their own missions and set their own goals. Seldom can they do so alone, however. Publics also have a stake in organizations, and they therefore strive to affect the missions and goals of these organizations.


For example, employees want the organization to provide them with satisfying jobs. Environmentalists want the organization to preserve nature. Government agencies insist on safe products and compliance with laws and regulations. Communities want clean air, less traffic, and donations to community projects. Organizations probably would not choose these goals if they existed alone in their environment. If they do not choose them, however, publics will pressure them to do so--just as children pressure parents to take them to amusement parks, employers pressure people to work late, or neighbors pressure us to keep our yards neat. Life for both people and organizations, therefore, is a constant process of negotiation and collaboration. And communication is one of the most effective means we have of negotiation and collaboration.


Organizations that communicate well with the publics with whom they have relationships know what to expect from those publics, and the publics know what to expect from them. They may not always agree or have a friendly relationship, but they do understand one another--and understanding is a major objective of public relations. Although an organization with good public relations may have to incorporate the goals of strategic publics into its mission, in the long run it will choose better goals and will be able to pursue these revised goals more effectively than it would if it ignored or fought the goals of publics.


As a result, communication and collaboration make money for an organization by allowing it to sell products and services to satisfied consumers, secure funds from donors, or expand its operations. Communication and collaboration also save the organization money that might be spent because of lawsuits, regulations, boycotts, or training of new employees or reducing the risk that stakeholders might take these expensive actions. In addition, communication and collaboration benefit publics and society by making organizations more responsible and more responsive to the problems they face. Communication and compromise, therefore, are the essence of public relations.

The Management of Communication


Most definitions of public relations--many of which are long and complicated--contain two elements: communication and management. Public relations is the formal way in which organizations communicate with their publics. Public relations, however, is planned--or managed--communication. Although much communication by an organization happens by chance, public relations is communication that is planned and coordinated by professional communication managers.


Thus, I define public relations as the management of communication between an organization and its publics (for more discussion of the origin of this definition, see J. Grunig and Hunt  (1984). I define communication as a behavior--of people, groups, or organizations--that consists of moving symbols to and from other people, groups, or organizations. Thus, public relations is the managed communication behavior of an organization with its publics.


Public relations professionals plan and execute communication for the organization as a whole or help parts of the organization to communicate. They manage the movement of messages into the organization, for example, when conducting research on the problems facing publics and their knowledge, attitudes, and behaviors and then using the information to counsel managers throughout the organization on how to make the policies or actions of the organization useful and acceptable to publics. They may manage the movement of messages out of the organization when they help management decide how to explain a policy or action to a public and then write a news story or fact sheet to explain it.

Confusion with Other Organizational Communication Functions


Many public relations students--and practitioners--often are confused about the difference between public relations and other organizational communication functions, especially marketing. We can see the difference clearly, however, if we compare both the management and technician roles in public relations and marketing.


At the managerial level, public relations professionals plan programs to communicate with publics while marketing professionals plan programs to communicate with markets (J. Grunig, 1989). Markets consist of people who purchase products or who use the services of an organization. Marketing professionals can create the markets for their products by segmenting the mass market into smaller groups with a particular need for a product. They might group people into a category called Yuppies, for example, who are most likely to buy BMW automobiles, or young people in soccer leagues who are most likely to buy soccer balls. Generally, a "market" does not pressure an organization to produce a product. Instead, the organization must identify--or create--the market and exploit it.


Publics are different, however. They create themselves and pursue the organization when they are unhappy. Although we usually think of consumers as markets, they become publics when a corporation supplies unsafe products or products that damage the environment. Other examples of publics are environmentalists who object to air or water pollution or employees who object to low wages or job discrimination are examples. Publics may also arise when organizations refuse to develop products for a potential market, such as drugs for people who suffer from the disease AIDS. Whereas organizations create markets to accomplish their missions, they must build relationships with publics to develop their missions and to keep from being diverted from their missions. 


At the managerial level, therefore, public relations is quite different from marketing. Marketing tries to communicate with relatively passive and supportive markets. Public Relations must communicate with active and frequently antagonistic publics. Public relations doesn't just react to publics, however. Practitioners also try to predict what publics the organization will affect in the future--such as employees, communities, or environmentalists--or what publics might support the mission of the organization--such as legislators, stockholders, or donors--and build good relationships with them before problems occur or support is needed.


It is at the technical level, however, where public relations most often is confused with marketing. Advertising, for example, is a marketing technique that can be used to support public relations objectives--such as an advertisement presenting Mobil Oil's position on a policy issue placed on the op-ed page of the New York Times. Likewise, public relations techniques such as publicity, media relations, brochures, or special events frequently are used to support marketing objectives.


Too often, however, public relations is defined strictly as a set of techniques rather than a body of theory. In that case, an organization sees public relations simply as a set of marketing techniques. When that happens, the organization generally loses the public relations function of managing communication with strategic publics other than consumers and generally suffers severely as a result. 


In addition to the confusion with marketing, public relations sometimes gets defined narrowly as the communication with only one public. For example, public affairs is the organization's communication with governments or groups that affect government policy. Employee communication is communication with employees. Community relations is communication with community publics. Media relations is communication with the media. If an organization defines public relations in only one of these ways--as communication with only one public, it typically forgets about its other strategic publics--and again suffers as a result. Public relations is a broad term that covers all of these communication functions--an organization's communication with all of its publics.

Models of Public Relations


In their 1984 textbook, J. Grunig and Hunt identified four models of public relations that both have been practiced in history and that seem to describe contemporary differences in how people think about public relations. By "model," J. Grunig and Hunt meant four typical ways in which people understand the nature and purpose of public relations. Since 1984, these four models have been used widely to describe and analyze public relations. Public relations scholars also have debated whether these models accurately describe public relations and whether some of them are more ethical and effective than others (for reviews of research on these models and debates about them see J. Grunig, 1984, 2001; J. Grunig & L. Grunig, 1989, 1992; L. Grunig, J. Grunig, & Dozier, 2002, Chapter 8). The models are simplified descriptions of public relations practice and, as such, have limitations. Nevertheless, they help us to understand why there is so much confusion about the nature and purpose of public relations. The models also help to explain how practitioners must think about public relations before they can practice in a strategic management role. Only two of the models make it possible to expand public relations from a technical or marketing support function into a full-fledged strategic management function. In addition, some of these models are more effective than others. Some also are more ethical.


The press agentry model describes public relations programs whose sole purpose is getting favorable publicity for an organization or individuals in the mass media. P. T. Barnum's promotion of his circus in the 1800s in the United States was one of the earliest examples of press agentry. This model also is common in the work of publicists who promote products, sports, movie stars, politicians, or corporate CEOs.


The public information model is similar to press agentry because it too is a one-way model that sees public relations only as the dissemination of information. With the public information model, an organization uses "journalists-in-residence"--public relations practitioners who act as though they are journalists--to disseminate relatively objective information through the mass media, the Internet, or controlled media such as newsletters, brochures, and direct mail. 


Both press agentry and public information are one-way models of public relations; they describe communication programs that are not based on research and strategic thinking. Press agentry and public information also are "asymmetrical" or imbalanced models--that is, they try to change the behavior of publics but not of the organization. They try to make the organization look good either through propaganda (press agentry) or by disseminating only favorable information (public information). That is, they try to buffer the organization from its environment.

Public relations practitioners who are involved in strategic management base their communication programs on more sophisticated and effective models. The two-way asymmetrical model uses research to develop messages that are likely to persuade strategic publics to behave as the organization hopes they will behave. Two-way asymmetrical public relations is scientific persuasion that uses the services of research firms to plan messages. Because it includes research on the attitudes of publics, it is more effective than press agentry or public information. 


Two way asymmetrical public relations is a selfish model, however, because the organization that uses it believes it is right (and the public wrong) and that any change needed to resolve a conflict must come from the public and not from the organization. The model seems to work reasonably well when the organization has little conflict with a public and the public stands to benefit from a change in its behavior. For example, even though members of a target public for a health campaign may resist changes in behavior to prevent a heart attack or AIDS, they do benefit from changes advocated by the campaign. 


Research on these models suggests, however, that two-way asymmetrical public relations—like its fellow asymmetrical models of press agentry and public information--is less effective than a "symmetrical" model of public relations (J. Grunig, 2001; J. Grunig & L. Grunig, 1989, 1992; L. Grunig, J. Grunig & Dozier, 2002, Chapter 8). It is especially less effective when an organization experiences a great deal of conflict with a public. For example, environmentalists seldom can be persuaded that a polluting organization is not polluting. Antinuclear activists seldom are converted to supporting nuclear power plants. Members of employee unions seldom can be convinced that low wages are high or that poor working conditions are good.


Rather, they want the organization to include the problems they consider relevant in its mission. They want to participate in the decisions about what to do with the problems. They want balanced, "symmetrical," communication with the organization. They want dialogue rather than monologue. They want the organization to be persuaded as often as they are persuaded. 


The fourth model, the "two-way symmetrical," describes a model of public relations that is based on research and that uses communication to manage conflict and improve understanding with strategic publics. Because the two-way symmetrical model bases public relations on negotiation and compromise, it generally is more ethical than the other models (J. Grunig & L. Grunig, 1996; Pearson, 1989). It does not force the organization to make the choice of whether it is right on particular issues. Rather, two-way symmetrical public relations allows the question of what is right to be settled by negotiation--since nearly every side to a conflict--such as nuclear power, abortion, or gun control--believes its position to be right.


In the next two chapters, I will explain in more detail how the symmetrical model relates to the practice of strategic public relations and how it correlates with other characteristics of a general theory of excellent public relations. There is one more core concept, however, that helps to clarify how I think about public relations—the concept of public responsibility.

Public Relations and Public Responsibility

An organization has relationships with publics when it has consequences on those publics or they have consequences on the organization--that is, they affect each other. Preston and Post (1975) described these relationships as those of "interpenetrating systems." They pointed out that organizations and publics are neither independent nor does one control the other. "Rather their relationship is better described in terms of interpenetration" (pp. 24-27).


Because of the interpenetration of organizations and publics, the organization must be responsible to those publics if it is to have good relationships with them. Thus, Preston and Post (1975) used the concept of public responsibility rather than the more frequently used term "social responsibility," which often is cited as a goal for public relations. Social responsibility is a general term that suggests that an organization should be responsible to society.  But "society" is a large and vague entity. "Publics" can be recognized more easily: They are groups that the organization affects, such as employees, communities, or stockholders.


Thus, the responsible organization is the organization that is responsible for the consequences it has on its publics. The organization that is responsible to its publics generally communicates symmetrically with those publics. When it communicates with them effectively it will build good relationships for the organization. As a result, public relations and public responsibility become nearly synonymous terms. An organization cannot practice good public relations without being responsible to its publics: Public relations is the practice of public responsibility.

SUMMARY


Most people, and perhaps even the majority of public relations practitioners, think of public relations as a means of sending messages through the mass media to create favorable impressions about an organization—impressions that often are untrue and more favorable than reality. Most people probably think of public relations as unethical and manipulative—as a negative force in society. In contrast, this first chapter has defined and explained public relations as a positive force in society, and as a management function that makes organizations more effective. 


Public relations is a strategic management role as well as a technical communication function. Rather than being little more than a messaging function that attempts to buffer the organization from its environment, public relations strives to build bridges to stakeholder publics in the environment to give them a voice in management decisions that affect them. Public relations should not be confused with marketing or other management functions. It is the management of communication between an organization and all of its publics—employees, members, the community, investors, donors, government representatives and regulators, as well as customers and the media. The central focus of public relations is making the organization and its management more responsible to the publics it affects. Public relations is the practice of public responsibility.

Chapter 2
A GENERAL THEORY OF EXCELLENT PUBLIC RELATIONS

Beginning in 1985, I headed a team of six researchers who conducted research, funded by the International Association of Business Communicators (IABC) Research Foundation, on the characteristics of excellent public relations departments and on how such departments make their organizations more effective. We studied 327 organizations in the United States, Canada, and the United Kingdom to identify how organizations practice public relations in an excellent way—practices that are most likely to make organizations effective. The first phase of the Excellence study consisted of quantitative, survey research on the 327 organizations. Questionnaires were completed by 407 senior communication officers (some organizations had more than one public relations department), 292 CEOs or other executive managers, and 4,631 employees (an average of 14 per organization). The organizations included corporations, government agencies, nonprofit organizations, and trade and professional associations.
As project director, I assembled a research team of five scholars and a practitioner from the United Kingdom and the United States.  Larissa Grunig and I were professors at the University of Maryland, and David Dozier was a professor at San Diego State University. William Ehling then was a professor at Syracuse University and now is retired.  Jon White, then of the Cranfield School of Management in the United Kingdom, is now an independent consultant and teacher in London. Finally, Fred Repper, who is now deceased, was a distinguished senior public relations practitioner who had recently retired as vice president of public relations for Gulf States Utilities in Beaumont, Texas.


After collecting the quantitative survey data, we analyzed it, first, by reducing as much of the data as possible into a single numerical index of excellence in communication management. The survey research was followed by qualitative interviews with heads of public relations, other public relations practitioners, and CEOs in 25 organizations with the highest and lowest scores on this index of excellence. The qualitative information provided insights on how excellent public relations came about in different organizations as well as detail on the outcomes produced by excellence and the value of public relations to an organization as seen by CEOs and senior public relations practitioners.


The Excellence study produced a broad, general theory of public relations that integrated most of the prominent middle-level theories communication management that were available in the discipline at the time the study began. Some of these middle-range theories were introduced in Chapter 1, including public relations roles and models, corporate social responsibility, and the relationship of public relations to marketing and other management functions. Our goal was not to impose a single theory on public relations but to try to bring both complementary and competing theories together in a way that would answer questions and solve problems of concern to most public relations practitioners and scholars. The Excellence study eventually resulted in three books (J. Grunig, 1992; Dozier with L. Grunig & J. Grunig, 1995; and L. Grunig, J. Grunig, & Dozier, 2002). 
The first book, Excellence in Public Relations and Communication Management (J. Grunig, 1992), reported the results of an extensive review of literature in public relations, communication, management, organizational sociology and psychology, social and cognitive psychology, feminist studies, political science, operations research, and culture. We conducted this review to identify characteristics of public relations programs and departments and of the organizations in which they are found that make public relations more effective. We also searched the literature for concepts that would explain the value of individual public relations programs and the value of the overall public relations function to an organization (Ehling, 1992; L. Grunig, J. Grunig, & Ehling, 1992). We then linked these two sets of theories to identify the characteristics of a public relations function that are most likely to increase organizational effectiveness.


The second book, Manager’s Guide to Excellence in Public Relations and Communication Management (Dozier with L. Grunig & J. Grunig, 1995) summarized the literature review and presented a short, reader-friendly version of the theory and results of the study in a format intended mostly for practitioners rather than scholars. The third book, Excellent Public Relations and Effective Organizations: A Study of Communication Management in Three Countries (L. Grunig, et al., 2002), reviewed and updated the theories from the first book and presented the complete results of the quantitative and qualitative portions of the study.

The comprehensive, general theory of public relations that resulted from this extensive literature review and analysis of research data began with a premise of why public relations has value to an organization. We could use that premise to identify and connect attributes of the public relations function and of the organization that logically would be most likely to make the organization effective. This general theory consists of several generic principles that seem to apply throughout the world, although we believe that these concepts must be applied differently in different cultures and political-economic systems. The theory also applies in different organizational settings such as government agencies, corporations, nonprofit organizations, and associations. In short, the theory offers a conceptual framework for the professional practice of public relations, which, with appropriate applications and revisions in different organizational and national cultures, is a fundamental component of effective management throughout the world.


The next section of this chapter, therefore, explains what the Excellence research team learned about the value of public relations. The following section then explains the generic principles of excellent public relations that increase the value of the communication function to an organization.

THE VALUE OF PUBLIC RELATIONS


The question of the value of public relations has been of great concern to professional communicators for many years because of the belief among both communicators and other kinds of management professionals that public relations is an intangible management function whose value is difficult to describe, measure, and evaluate through systematic research. In fact, the elusive goal of determining the value of public relations was the major reason why the IABC Research Foundation initiated the Excellence study. Because it has been no way to demonstrate its worth, public relations often has been believed to suffer at budget time and particularly during financial crises.


For at least 25 years, therefore, public relations professionals and researchers have struggled to develop measures that would establish that public relations is effective or adds value. Among other measures, they have attempted to determine the advertising value of press clippings; to establish the readership of publications; or to do surveys or experiments to determine if communication campaigns or programs have had measurable effects on cognitions, attitudes, or behaviors of publics. Many professional communicators have successfully demonstrated the effects of individual communication programs such as media relations, customer relations, or employee relations in one or more of these ways. Nevertheless, evaluation of communication programs falls short of demonstrating that the overall management function of public relations has value to an organization or to society.


In our review of relevant literature, conducted at the outset of this decade-long research, we began at the overall organizational level to develop a definition of organizational effectiveness. We reasoned that only by defining what we mean by an "effective" organization could we then determine the contribution that communication makes, or could make, under conditions of excellent practice. We discovered that the literature on organizational effectiveness is large and contradictory (overviews we studied can be found in Price, 1968; Goodman & Pennings, 1977; Robbins, 1990; and Hall, 1991). Nevertheless, we were able to construct of theory of the value of public relations both to an organization and to society from this literature.
Value to the Organization in Theory


Robbins (1990) and Hall (1991) identified four main schools of thought on effectiveness, emanating primarily from the disciplines of organizational sociology and business management. The four perspectives that guided our initial conceptualization of the Excellence theory were the goal attainment, systems, competing values, and strategic constituencies approaches. We synthesized these approaches, culling the concepts within each one that offered the most promise in explaining the relationship between effectiveness and communication (see J. Grunig, 1997b, pp. 257-258).


As we developed a theory of the value of public relations, we also looked beyond the value of public relations to organizations alone. We also believed that public relations should have value to the larger society as well as to specific organizations. To determine this value, we looked at theories of business social responsibility, ethics, and conflict resolution to identity the value of public relations to society as well as to organizations.


We learned, first, from the goal-attainment approach to organizational effectiveness that an organization is effective if it achieves the goals it sets for itself. Second, from the systems approach, we learned that organizations exist in an environment; and that the environment consists of many groups--many strategic publics. Organizations have relationships with employees, members, communities, governments, consumers, investors, donors, and the media. Organizational theorists from the third perspective on organizational effectiveness called these groups strategic constituencies. Public relations theorists call them stakeholders or publics. Strategic constituencies or publics make up the environment of an organization. 

Strategic constituencies, or publics, do not always have the same goals for the organization that senior managers have—an idea contributed by organizational theorist taking the competing values approach to effectiveness. Organizations experience competing goals because of the different values of their internal and external members and constituencies. It is not easy, therefore, to simply strive to achieve management’s goals to become an effective organization. Organizations must first decide whose goals are important. Publics can support or oppose the goals of management. They also want organizations to pursue goals that are important to them but not necessarily to management--such as jobs for workers, safe products, less pollution, and a safe community.

We synthesized these four perspectives, therefore, by concluding that organizations are effective when they choose and achieve goals that are important to their self-interest as well as to the interests of strategic constituencies in the environment—groups that have competing values.  Public relations departments help organizations become more effective by building relationships with publics that affect the organizations or are affected by the organization's activities.


Although an organization with good relationships with its strategic publics may have to incorporate the goals of those publics into its mission, in the long run it will be able to pursue its own goals more effectively than it would if it ignored or fought the goals of publics. Relationships help the organization manage its interdependence with the environment. Of course, communication alone does not create and maintain these relationships; but communication plays a vital role. Then, too, relationships may not be entirely beneficial to the organization. They have the capacity to both limit and enhance the organization's autonomy within its environment. Nevertheless, the notion of relationships is so central to the literature of organizational sociology, business management, and--of course--public relations that at least two scholars defined "business" as "a connected set of relationships among stakeholders where the emphasis is on the connectedness" (Freeman & Gilbert, 1992, p. 12).


Since the completion of the Excellence study, Post, Preston, and Sachs (2002) developed essentially the same theory of organizational effectiveness as we did, defining it as the stakeholder approach to organizational wealth:


Our central proposition is that organizational wealth can be created (or destroyed) through relationships with stakeholders of all kind—resource providers, customers and suppliers, social and political actors. Therefore effective stakeholder management—that is managing relationships with stakeholders for mutual benefit—is a critical requirement for corporate success. (p. 1)


Post, Preston, and Sachs (2002), like many contemporary management theorists they cited, pointed out that corporations have intangible assets as well as physical and financial assets. The most original current approach to estimating the value of these intangible assets, they added, is that of relational wealth—“relationships, both among individuals and units within an organization and between any focal entity, or organization, on one hand, and other entities, groups, and organizations, on the other” (p. 40). “Organizational wealth,” they concluded, “is the summary measure of the capacity of an organization to create benefits for any and all of its stakeholders over the long term” (p. 45).


Our review of the literature on organizational effectiveness led to the following premise, which we used to integrate a number of middle-range theories of public relations into a general theory:


Public relations contributes to organizational effectiveness when it helps reconcile the organization's goals with the expectations of its strategic constituencies. This contribution has monetary value to the organization. Public relations contributes to effectiveness by building quality, long-term relationships with strategic constituencies. Public relations is most likely to contribute to effectiveness when the senior public relations manager is a member of the dominant coalition where he or she is able to shape the organization's goals and to help determine which external publics are most strategic. (L. Grunig, J. Grunig, & Dozier, 2002, p. 97)


Each of the key middle-range theories of public relations, which we integrated into a general theory, can be seen as a way of identifying publics with which an organization needs relationships to be effective and as a way of effectively cultivating relationships with these publics.

Measuring the Monetary Value of Public Relations


A key phrase in the above proposition is that the contribution of public relations has monetary value. Although this monetary value comes mostly through intangible assets, many public relations professionals still would like researchers to determine an exact monetary value for the relationships created through the work of the public relations function. We explored this possibility when we conceptualized the Excellence study and rejected it as impossible for the following reasons flowing from the literature we reviewed in the first and last books:

· Relationships provide a context for behavior by consumers, investors, employees, government, the community, the media, and other strategic constituencies—but they do not determine this behavior alone. The behavior of these constituencies affects financial performance; but many other factors, such as competition and the economic environment, also affect that performance.

· Relationships save money by preventing costly issues, crises, regulation, litigation, and bad publicity. It is not possible, however, to determine the cost of something that did not happen or even to know that the negative event or behavior would have happened in the absence of excellent public relations.

· The return on relationships is delayed. Organizations spend money on relationships for years to prevent events or behaviors such as crises, boycotts, or litigation that might happen many years down the road.


The return on relationships usually is lumpy. Good relationships with some constituencies such as consumers may produce a continuing stream of revenue, but for the most part the return comes all at once—e.g., when crises, strikes, boycotts, regulation, litigation, or bad publicity are avoided or mitigated. Similarly, relationships with potential donors must be cultivated for years before a donor makes a major gift. As a result, it is difficult to prorate the delayed returns on public relations to the monies invested in the function each year.


Nevertheless, we can explain theoretically why public relations has monetary value to an organization, even if we cannot measure that value precisely. Accountants tell us that an organizational activity has value if it increases revenue, reduces costs, or reduces risk. Theoretically, we can explain that good relationships with publics relations help an organization increase revenue by allowing it to sell products and services to satisfied customers, secure funds from constituents or donors, or expand its manufacturing or sales operations. Public relations also reduces costs for the organization that might be spent because of opposition in the community, lawsuits, regulations, boycotts, training of employees to replace those who leave, or negative media publicity. Developing good relationships with publics before management makes decisions that affect them also reduces the risk of decisions because management is more likely to take the interests of publics into account before decisions are made.

Business management and communication scholars who have written about the reputation of organizations (e.g., Aula & Mantere, 2008; Fombrun, 1996; Fombrun & van Riel, 2004) offer evidence that a substantial portion of the total monetary value of an organization can be attributed to its reputation—what people believe and say about an organization (Bromley, 1993). These theorists (e.g., Aula & Mantere, 2008) also acknowledge that good organizations develop positive reputations through their actions and that good reputations develop from positive relationships. 

Research at the University of Maryland (J. Grunig & Hung, 2002; Yang, 2007; Yang & J. Grunig, 2005) confirms that organizations develop good reputations mostly because they communicate actively with publics and develop high-quality relationships with them. Public relations executives, therefore, add value for their organizations by counseling management on appropriate actions and by cultivating relationships with the publics who are affected by those actions.  Although it is difficult to measure the monetary value precisely of either relationships or reputation, it is possible to measure the quality of an organization’s relationships with its publics (Hon & J. Grunig, 1999)—measures that can be used to confirm indirectly that a public relations function has created value for an organization by cultivating relationships with strategic publics.

The value created by public relations activities, however, goes beyond the value created for an organization. When the public relations department helps an organization build good relationships with publics, it has value to society as well as to the organization. Organizations practice social responsibility when they take the interests of publics into account as well as their self-interests. When an organization ignores or opposes the interests of publics, publics typically organize into activist groups to confront and challenge the organization. The result is conflict. Public relations serves society, then, by working with publics to resolve the conflicts that tear societies apart.


The stakeholder approach to organizational effectiveness also shows how it is possible to integrate economic performance and the achievement of social goals into a definition of effectiveness. Freeman and Gilbert (1992) described business "as a connected set of relationships among stakeholders where the emphasis is on the connectedness" (p. 12). They explained:


We need to understand that stakeholders are in it together, rather than competing for limited and scarce resources, and that the fundamental reason that organizations as connected networks are effective is that they are built on the principles of cooperation and caring. Each stakeholder is "adding to the value" of others, creating a good deal for all. (p. 12)


Although we were not able to calculate the precise monetary value of the public relations function in the organizations we examined in the Excellence study, we did develop an alternative method for measuring that value indirectly that we used to confirm that excellent public relations activities produce greater value than less-excellent public relations. 

Evidence about the Value of Public Relations from the Excellence Study


We concluded that a cost-benefit technique called compensating variation provided a way to estimate the value of relationships cultivated by public relations to the organization. Ehling (1992) developed the rationale for using this technique in the first Excellence book. Compensating variation, as economists term this process, provides a way of transforming nonmonetary values, such as the benefit of good relationships to the organization and to society, into monetary values. The idea behind the method is simple. You ask people who benefit from something how much they would be willing to pay to have it or how much they would be willing to pay to get rid of something they do not want. To measure the value of public relations using this method, it is possible to ask executives of an organization how much public relations is worth to them on either a monetary or nonmonetary scale.


In our survey research, we asked both the senior public relations executives and the CEOs who completed questionnaires to answer two questions based on the method of compensating variation. One of these questions asked both the CEO and the top communicator to provide a nonmonetary value for public relations in comparison with a typical department in the same organization. They assigned a value on a scale in which they were told that 100 would be the value of a typical department. In addition, the top communicator and the CEO were asked to assign a cost-benefit ratio to public relations--essentially a monetary value. The top communicators also were asked to predict how they thought members of the dominant coalition would respond to these same two questions.


Based on the data gathered using this method, our survey research showed that CEOs and communicators alike agreed that public relations returns significantly more than it costs--and more than the typical department in their organization. CEOs estimated the average return-on-investment for public relations to be 186%. This ROI increased to 225% when our measures indicated that the public relations function was excellent. It was 140% for the least-excellent public relations departments. CEOs estimated values for public relations in comparison with other management functions to be 160 (where 100 was average) for all departments, 232 for excellent departments, and 109 for less-excellent departments.


These estimates, of course, cannot be considered to be hard measures of the value of public relations. They are soft, comparative measures. However, the measures provided strong statistical evidence of the value of public relations. These measures of value had strong statistical correlations with the characteristics of excellent public relations—thus showing that excellent public relations contributes more value than less-excellent public relations.


Our qualitative interviews with CEOs and public relations heads also confirmed our theory of the value of public relations. Most of the executives we interviewed were unwilling or unable to assign an exact value to public relations, but those with excellent public relations departments were sure of its value and explained that value in essentially the same way we had theorized. In addition, we found no evidence that the financial success attributed to public relations had come at the cost of social responsibility. The most effective organizations we studied relied on public relations to help determine which stakeholder groups were strategic for them and then to help develop credible, long-term relationships with those constituencies. Our participants confirmed that such high-quality relationships only exist when the organization acknowledges the legitimacy of publics, listens to their concerns, and deals with any negative consequences it may be having on those publics. 

The research that my colleagues and I conducted for the Excellence study has identified several generic principles of excellent public relations that the organizations we have studied use to build better relationships with their publics. The increasing practice of each of these principles represents an important trend in the practice of public relations in the three countries we studied and, subsequent research has shown, in many other countries. As stated above, I believe these principles can be practiced in different countries and different types of organizations, as long as public relations professionals adapt them to different cultural, political, economic, and organizations contexts.

GENERIC PRINCIPLES OF EXCELLENT PUBLIC RELATIONS


The generic principles describe the characteristics of public relations departments and programs and the internal and environmental context of the organization that increase the likelihood that the public relations function will have value for both the organization and for society. Other principles describe how excellent public relations departments practice specific communication programs. The characteristics can be placed into six categories that represent major areas of study and practice in public relations.

Empowerment of the Public Relations Function


The major idea underlying this category of principles is that that the public relations function must be empowered as a distinctive and strategic managerial function if it is to play a role in making organizations effective. The senior public relations officer must play a role in making strategic organizational decisions, be a member of the powerful group of organizational leaders that management scholars have called the dominant coalition, and have relative autonomy to play this strategic role. In addition, the growth in the number of female practitioners should not hinder this empowerment of the public relations function; indeed the growth should be valued for the diversity it brings to public relations. In addition, excellent departments should seek more of the scarce supply of minority practitioners to add to their ability to understand the environments faced by their organizations.


Specifically, we developed and tested three theoretical propositions: 


1. The senior public relations executive is involved with the strategic management processes of the organization, and communication programs are developed for strategic publics identified as a part of this strategic management process. Public relations contributes to strategic management by scanning the environment to identify publics affected by the consequences of decisions or who might affect the outcome of decisions. An excellent public relations department communicates with these publics to bring their voices into strategic management, thus making it possible for stakeholder publics to participate in organizational decisions that affect them.  


2. The senior public relations executive is a member of the dominant coalition of the organization, or the senior public relations executive has a direct reporting relationship to senior managers who are part of the dominant coalition. The public relations function seldom will be involved in strategic management nor will public relations have the power to affect key organizational decisions unless the senior public relations executive is part of or has access to the group of senior managers with the greatest power in the organization. Public relations executives also must have a good deal of freedom to make decisions about public relations problems without excessive clearance by other managers.


The third characteristic of empowerment relates to the extent to which practitioners who are not white males are empowered in the public relations function: 


3. Diversity is embodied in all public relations roles. The principle of requisite variety (Weick, 1979) suggests that organizations need as much diversity inside as in their environment. Excellent public departments empower both men and women in all roles as well as practitioners of diverse racial, ethnic, and cultural backgrounds.


To a great extent, the Excellence data provided sound empirical support for our overarching theory of empowerment. We found that many organizations, including some of the excellent ones, had not fully empowered their public relations professionals. But in excellent public relations departments, by and large, public relations professionals were involved in strategic management. In particular, their role is as environmental scanners, providing information needed about strategic publics affected by managerial decisions. They get this information through formal research and various informal methods of gaining information about organizational constituencies.


Although not all of the managers of excellent communication functions were in the dominant coalition, nearly two-thirds of top communicators in the top 10% of our organizations were in that powerful group, compared to about 45% in the overall sample. When public relations was in the dominant coalition, that elite group also tended to include more representatives of outside constituencies. The larger the dominant coalition, the more likely it was that the top communicator was a member. That result suggests that the more an organization empowers most of its employees and outside constituents, the more likely it is also to empower public relations.


We found that public relations practitioners with greater knowledge both of public relations and of the organization for which they worked were more likely to be involved in strategic management and to be accepted by the dominant coalition. Public relations practitioners in excellent organizations had more expertise in public relations. They did not all have college degrees in public relations, although several did. Instead, many seemed to be self-educated; at least one participant in the qualitative research alluded to enhancing his practice after reading and studying the first Excellence book. Others emphasized what they had learned from mentors. They also had technical knowledge related to the operations of the organizations for which they worked.

Most of the top communicators in our survey reported directly to the CEO or indirectly through another senior manager. Few reported to marketing or another organizational function such as human resources. Such a reporting relationship does not ensure excellence, but we found that without such a clear path to the CEO public relations cannot do much to make an organization more effective. A direct relationship with the CEO provides the top communicator access to strategic management processes of the organization. A direct reporting relationship, therefore, appears to be a necessary, if not a sufficient, condition for participation in strategic management, which is one of the most critical components of excellent public relations.

 The need to be team players also showed up in our data on clearance procedures. Most public relations heads in our survey cannot act unilaterally. They are required to clear their activities at times when the input of top management is needed to ensure the accuracy or involvement of management. They are not required to clear more routine activities. At the same time, we found that excellent departments are more empowered than less-excellent departments, as evidenced by having somewhat more autonomy to make major decisions without interference from top management.

Finally, we found that departments are excellent as often when women are the senior communicator as when men are in that role. Likewise, increasing the number of women in the public relations department and in managerial roles had no effect on excellence. At the same time, however, we found that excellent public relations departments take active steps to include women in managerial roles and to promote them from inside rather than to bring in men from other managerial functions. Likewise, we found that excellent departments actively strive to increase racio-ethnic diversity in the function. 

In short, excellent public relations departments are interesting and challenging places for capable and knowledgeable professionals to work. In these departments, public relations people are empowered, they play an active strategic role, their expertise in communication and environmental scanning is valued, and they are valued when they bring gender and racio-ethnic diversity into the function.

Public Relations Roles


As described in Chapter 1, public relations researchers have conducted extensive research on four major roles that communicators play in organizations--the manager, senior adviser (also known as the communication liaison), technician, and media relations roles (for a review, see Dozier, 1992; L. Grunig, J. Grunig, & Dozier 2002, Chapter 6). The manager and technician roles are the most common of the four. Communication technicians are essential to carry out most of the day-to-day communication activities of public relations departments, and many practitioners play both manager and technician roles. In less-excellent departments, however, all of the communication practitioners-- including the senior practitioner--are technicians. If the senior communicator is not a manager, it is not possible for public relations to be empowered as a management function because there are no managers in the department.


The Excellence study examined three theoretical propositions related to roles:


1. The public relations unit is headed by a manager rather than a technician. Excellent public relations units must have at least one senior communication manager who conceptualizes and directs public relations programs, or this direction will be supplied by other members of the dominant coalition who have little or no knowledge of communication management or of relationship building.


2. The senior public relations executive or others in the public relations unit must have the knowledge needed for the manager role, or the communication function will not have the potential to become a managerial function. Excellent public relations programs are staffed by people who have gained the knowledge needed to carry out the manager role through university education, continuing education, or self study.


3. Both men and women must have equal opportunity to occupy the managerial role in an excellent department. The majority of public relations professionals in the three countries studied are women. If women are excluded from the managerial role, the communication function may be diminished because the majority of the most-knowledgeable practitioners will be excluded from that role. When that is the case, the senior position in the public relations department typically is filled by a technician or by a practitioner from another managerial function who has little knowledge of public relations.

The results of the Excellence study solidly supported our proposition that the distinction between the manager and technician role for the senior communicator in a public relations department is a core factor distinguishing excellent from less-excellent departments. However, the results also showed the vital supporting role of technical expertise to the management role. More than any other variable, the availability of knowledge to perform a managerial role distinguishes excellent departments from less-excellent ones. Nevertheless excellent departments also have higher levels of technical expertise than less-excellent departments. Nevertheless, technical expertise has value only when it is accompanied by managerial expertise. Public relations managers are most effective when they also possess technical expertise or have it available to them--especially technical knowledge in media relations. Expert technicians who have little managerial expertise or who are not supervised by expert managers have little value to the organization.

Our data also revealed more than one kind of managerial expertise. Public relations departments can possess strategic managerial expertise, administrative managerial expertise, or both. Strategic managerial expertise is needed to participate in overall organizational decision-making and to advise other senior managers who help make such decisions. Administrative managerial expertise is need to manage the public relations department itself—to prepare budgets, supervise other communicators, and plan communication programs such as internal communication or media relations. We found that excellent departments possess both kinds of expertise. However, our data showed that strategic managers are most essential to the functioning of an excellent public relations department. In addition, we found that public relations departments need administrative expertise. Like technical expertise, however, administrative expertise has little value without accompanying knowledge of how to practice strategic public relations. 

The CEOs and other members of the dominant coalition who participated in the Excellence study also emphasized the managerial roles when we asked them what roles they thought the senior public relations executive should play. Although CEOs viewed public relations roles in a more splintered and confusing way than did top communicators, the CEOs of organizations with excellent public relations departments expected their top communicators to be managers. CEOs also expected top communicators to be expert in media relations—more strongly than did top communicators. In addition, our results suggested that CEOs often hire top communicators because of their technical expertise but then learn that technical expertise is insufficient when a crisis or major internal upheaval requires more strategic communication skills. When top communicators have managerial as well as technical knowledge, as our qualitative results showed, they can meet such a challenge. When they have only technical expertise, they cannot.


We also found that gender makes little difference in the role enacted by top communicators, in the role expectations of CEOs, and in the expertise of the public relations department. However, we found that female public relations heads are more likely to play dual manager-technician roles than are men—even in organizations with excellent public relations departments. We also found that women may have less opportunity than men to gain strategic expertise because of the time they must spend doing technical tasks. The gender of the top communicator, therefore, does not help or hinder communication Excellence; but female top communicators may have to work harder to develop strategic expertise while they must engage in technical activities that are not expected of men.

Organization of the Communication Function, Relationship to Other Functions, and Use of Consulting Firms. 


Many organizations have a single department devoted to all communication functions. Others have separate departments for programs aimed at different publics such as employees, consumers, investors, or donors. Still others place communication under another managerial function such as marketing, human resources, legal, or finance. Many organizations also contract with or consult with outside firms for all or some of their communication programs or for such communication techniques as annual reports or newsletters. 


Starting at about the time we began work on the Excellence project in 1985, there has been extensive debate about how the communication function should be organized in organizations and what its relationship should be to other management functions, especially marketing (see, e.g., Schultz, Tannenbaum, & Lauterborn, 1993; Thorson & Moore, 1996). Much of this debate has been fueled by the confusion between public relations and marketing described in Chapter 1. Numerous scholars and professionals have called for the integration of all communication activities in an organization into a single department or for communication to be coordinated in some way by a “communication czar” (Schultz, et al., 1993, p. 168), “pope” (Gronstedt, 2000, p. 189), or “chief reputation officer” (Fombrun, 1996, p. 197). 


Advertising scholars and practitioners originally advocated the integration of these communication activities though the marketing function or, on a smaller scale, through a marketing communication department or executive. Public relations scholars and practitioners largely resisted this move, although some endorsed it as a way of empowering public relations through alignment with the more powerful marketing function. Public relations people pointed out that most communication activities other than marketing communication have long been integrated through the public relations function or through a chief public relations or communication officer. They feared that marketing encroachment or dominance of the public relations function would diminish the role of public relations in organizations.


Recently, many Integrated Marketing Communication (IMC) scholars and practitioners (e.g., Duncan & Moriarty, 1997; Gronstedt, 2000) have moved away from integrated marketing communication to what they now call “integrated communication”—although most still concentrate their attention on consumers and marketing communication programs. What they now call integrated communication differs little from the principle of integration of all communication activities under the public relations function that we proposed in the first Excellence book and tested in the Excellence study. Public relations scholars and practitioners, likewise, now seem to have embraced the idea of pulling marketing communication activities under the public relations umbrella—although data reported by Hunter (1999a, 1999b) show that a large proportion of marketing communication programs still report to marketing rather than public relations.


For public relations to be managed strategically and to serve a role in the overall strategic management of the organization, therefore, we proposed the theoretical principle that organizations must have an 1) integrated communication function. An excellent public relations function integrates all public relations programs into a single department or provides a mechanism for coordinating programs managed by different departments. Only in an integrated system is it possible for public relations to develop new communication programs for changing strategic publics and to move resources from outdated programs designed for formerly strategic publics to the new programs.


Even though the public relations function is integrated in an excellent organization, the function should not be integrated into another department whose primary responsibility is a management function other than communication. Therefore, we proposed that 2) public relations should be a management function separate from other functions. Many organizations splinter the public relations function by making communication a supporting tool for other departments. When the public relations function is sublimated to other functions, it cannot be managed strategically because it cannot move communication resources from one strategic public to another--as an integrated public relations function can.


When we wrote Excellence in Public Relations and Communication Management (J. Grunig, 1992a), little research was available on the role of public relations consulting firms in excellent organizations. Therefore, the Excellence theory made no predictions about the role of outside firms; but in the quantitative study we asked questions on how organizations use these firms in the communication function.


The Excellence data and those reported by Hunter (1997, 1999a, 1999b) from surveys of Fortune 500 companies showed that communication functions rapidly are being organized under the rubric of public relations or corporate communication. Organizations seem to be integrating communication activities through a central public relations department, or they have several specialized communication departments that are coordinated both formally and informally by a chief communication officer who usually holds the title of senior vice president or vice president of corporate communication. In addition to the coordinating role of this senior communication officer, organizations use a number of ways to coordinate their activities, such as organization-wide meetings, communication policies, and unstructured interaction of communication professionals in different departments or business units. Our data showed that this integration has occurred most often in organizations that have excellent public relations functions.


Integrated communication departments work closely with other management functions—such as marketing, human resources, or finance. The communication professionals in excellence departments work as peers with their counterparts in other departments.  When public relations is excellent, there is little conflict and competition with other management functions—including marketing.

Excellent communication departments also seek support from outside firms. All public relations departments in our sample purchased a substantial proportion of their technical publicity activities from outside firms, as well as a large proportion of their research support. Excellent public relations departments also sought strategic counseling from outside firms when they had difficulties with their publics, although most seem to possess the knowledge themselves to deal with these problems.


Although the marketing function in organizations with excellent public relations departments seldom dominates public relations, communication departments in less-excellent organizations have a strong tendency to provide little more than technical support to the marketing function. A few of the excellent departments did seem to have adopted marketing theory as the foundation for their communication programs—with its emphasis on customers, messages, and the symbolic-interpretive approach to communication. On the positive side, however, they also adopted the strategic, two-way approach of modern marketing—although marketing theory has steered them toward an asymmetrical rather than a symmetrical approach to communication. The challenge for public relations theorists and practitioners, therefore, seems to be to persuade their counterparts in marketing to adopt a more symmetrical approach to communication. 

Models of Public Relations


As described in Chapter 1, J. Grunig (1976) first introduced the concept of models of public relations as a way of understanding and explaining the behavior of public relations practitioners. At that time, public relations educators routinely advocated two-way communication but few made a distinction in the purpose of public relations in an organization. In J. Grunig (1984), I conceptualized the press agentry and public information models to improve on the simple concept of one-way communication. I also did not believe that all two-way communication was the same. Some was asymmetrical: Public relations people did research and listened to publics in an effort to determine how best to change the behavior of publics to benefit the organization. But, I believed that public relations professionals had a calling beyond this asymmetrical approach: serving as the organizational function that attempts to balance the interests of organizations with those of their publics, an approach I called “symmetrical” communication.


Over the years, these public relations models have been researched and debated (for reviews, see J. Grunig & L. Grunig, 1989, 1992; J. Grunig, 2001; L. Grunig, J. Grunig, & Dozier, 2002, Chapter 8). Do they really describe actual public relations practice? Is the symmetrical model only an idealized, normative model? Are critical scholars correct: Is it unlikely that a large organization with more power than its publics would ever deliberately choose to practice symmetrical public relations? Is symmetrical public relations simply a deceptive term used by educators and practitioners to cover up the damage that public relations does to the interests of publics?


In Excellent Public Relations and Effective Organizations (L. Grunig, J. Grunig, & Dozier, 2002), we summarized and responded to these questions. We concluded that the two-way symmetrical model still appears to be a normative ideal for public relations practice. We maintained that public relations professionals can use the power of their knowledge—if they have it and if society recognizes the value of public relations—to advocate a symmetrical approach to public relations. They should be able to advocate symmetry in public relations for the same reason that a physician tells an overweight person to exercise—because it is good for the organization just as exercise is good for one’s health.


The Excellence theory, therefore, stated that excellent departments will design their communication programs to reflect the two-way symmetrical model rather than the press agentry, public information, or two-way asymmetrical models. Two-way symmetrical public relations attempts to balance the interests of the organization and its publics, is based on research, and uses communication to manage conflict and cultivate relationships with strategic publics. As a result, two-way symmetrical communication produces better long-term relationships with publics than do the other models of public relations. Symmetrical programs generally are conducted more ethically than are other models and produce effects that balance the interests of organizations and the publics in society. Symmetrical practitioners, therefore, have mixed motives (they are loyal to both their employers and to the publics of their organizations).


Three specific propositions were based on the symmetrical model:


1. The public relations department and the dominant coalition share the worldview that the communication department should reflect the two-way symmetrical, or mixed-motive, model of public relations. 


2. Communication programs developed for specific publics are based on the two-way symmetrical, mixed-motive model.


3. The senior public relations executive or others in the public relations unit must have the knowledge needed for the two-way symmetrical model, or the communication function will not have the potential to practice that excellent model.


The quantitative and qualitative data collected in the Excellence study provided the most comprehensive information ever collected on the models of public relations. As a result, the data suggested a significant reconceptualization of the models. We did find that the four models still provide an accurate and useful tool to describe public relations practice and worldview. Practitioners and CEOs do think about public relations in these ways, and the four models do describe the way communication programs are conducted for different types of publics. However, the differences among the two one-way and the two two-way models typically blur in the minds of CEOs and in the practice of some, but not all, programs. CEOs, in particular, view an excellent public relations function as including the two-way asymmetrical model as often as the two-way symmetrical model.


We found the answer to that dilemma in the two-way component of the two-way asymmetrical model. CEOs like the two-way asymmetrical model because they appreciate the systematic use of research in that model. Most do not distinguish research conducted for symmetrical purposes from research conducted for asymmetrical purposes. Most CEOs do not want asymmetrical communication programs, although we did find exceptions in our qualitative cases. Organizations that define public relations as a marketing function, in particular, tend to see public relations only in asymmetrical terms—or in one-way terms.


As social science researchers improve their theories, they typically try to move away from simple typologies, such as the four models of public relations, to more continuous variables that show finer differences in behavior or in characteristics of people or organizations. Our analysis of the data from the Excellence study allowed us to improve our theory in precisely that way. We successfully isolated three continuous variables or dimensions underlying the four models. The first three dimensions were a continuum from a one-way to two-way direction of communication, a continuum from an asymmetrical to a symmetrical purpose of public relations, and two continua indicating the frequency of using mediated and interpersonal techniques or both. The fourth dimension represented the extent to which public relations activities are ethical. These new variables seemed to explain why organizations with an excellence public relations function practiced the two-way symmetrical, two-way asymmetrical, and public information models at the same time. These organizations practiced these three models because they had a symmetrical purpose in mind for public relations, favored extensive research (i.e., two-way communication), and used both mediated and interpersonal communication.


Excellent public relations, therefore, can be described better in terms of these underlying dimensions than in terms of the four discrete models themselves. Excellent public relations is research-based (two-way), symmetrical (although organizations constantly struggle between symmetry and asymmetry when they make decisions), and either based on mediated or interpersonal communication (depending on the situation and public). We also believe excellent public relations is ethical, although we did not measure ethics as a component of the models in the Excellence study. Future research, we predict, will establish ethics as a crucial component of excellent public relations.


We also learned from both our quantitative and qualitative data that organizations typically turn to a symmetrical approach when activist pressure or a crisis makes an asymmetrical approach ineffective. Then, the CEO tends to upgrade the communication function and hire a knowledgeable top communicator—although sometimes the top communicator comes first and convinces the CEO of the need to enhance the communication function. By and large, organizations practice symmetrical public relations when the CEO understands its value and demands it and the senior communicator and his or her communication staff have the knowledge to supply it. Much of that knowledge comes from the ability to do research, to understand publics, and to collaborate and negotiate—skills that excellent communicators must have.

Characteristics of Individual Communication Programs
In addition to theorizing about and researching the characteristics of the overall public relations function, the Excellence study also examined ongoing programs that excellent communication departments devise to cultivate relationships with their key publics—such as media relations, community relations, or employee relations. In particular, we asked why public relations departments develop some communication programs and not others and how they evaluate the outcomes of the programs.


The questionnaire for the top communicator provided a list of 17 publics that serve as the focus of public relations programs in many organizations. Top communicators were asked to provide a detailed breakdown of the origins, management, and outcomes of communication programs for the three publics for which they allocated the largest portions of their budget. We analyzed communication programs for seven specific publics that were most often mentioned by top communicators: the media, employees, investors, the community, customers, government, and members. 


Our generic public relations principle related to such programs stated simply that communication programs organized by excellent departments should be managed strategically. 
We believed that excellent public relations departments would develop communication programs to communicate with publics that are strategically important to the organization and not because, historically, the organization has always had such programs. We also believed that excellent programs would be based on environmental scanning research and more likely to use research to evaluate the effectiveness of the programs. Less-excellent programs, in contrast, continue year after year with little or no research to identify new or changing publics, without setting measurable objectives, and without conducting evaluation research to determine whether these objectives have been met.

The results provided strong support for the proposition that excellent public relations programs are managed strategically. When the communication department is excellent overall, communication programs for specific publics are more likely to have strategic origins and less likely to have historical origins. Excellent departments are more than the routine publicity mills of traditional departments. Excellent programs arise from environmental scanning research, and they are evaluated through many forms of evaluation. Managers of excellent departments also reported that evidence is available that their programs have positive outcomes, such as meeting their objectives, changing relationships, and avoiding conflict.


We also found that communication programs have strategic origins most often in organizations experiencing pressure from activist groups. When program origins are strategic, top communicators also report greater success in dealing with activist pressure on the organization. When organizations experience activist pressure, they also are more likely to use both formal and informal research to scan the environment and to evaluate the programs.
Activism and the Environmental Context for Excellence

In addition to examining the characteristics of the overall public relations function and individual communication programs, the Excellence study also examined characteristics of the organization and its environment to determine whether excellence in communication develops and survives more or less on its own or whether it requires a nourishing external and internal context to flourish. This section is devoted to the external context, and the next section will examine the internal context. The Excellence theory predicted that a turbulent, complex environment with pressure from activist groups stimulates organizations to develop an excellent public relations function.


Previous research on activist groups showed that most organizations, at least in the United States, have experienced pressure from activism (L. Grunig, 1992a). In addition, research on power in organizations suggests that organizations are most likely to empower the public relations function when pressure from activists or crises produced by that pressure make public relations expertise valuable (L. Grunig, 1992b). We hypothesized, therefore, that activism would push organizations toward excellence. Organizations that face activist pressure would be more likely to assign public relations a managerial role, include public relations in strategic management, communicate more symmetrically with a powerful adversary or partner, and develop cultures and structures that would open the organization to its environment. All of these characteristics were variables in our overall index of excellence in public relations.

Our results confirmed that activism pushes organizations toward excellent public relations, although activism did not guarantee it. The correlations between the amount of activist pressure that communication executives and CEOs estimated their organizations had faced and the key indicators of excellence in public relations were moderate because most of the organizations studied reported facing activism. Many, but not all, seem to have responded by developing excellent public relations departments, which made them more successful in dealing with activists. However, activists achieved some level of success in affecting the organization regardless of how the organization responded. The difference provided by excellent public relations is that the organization achieved success as well as the activists--a symmetrical outcome for the organization and the activists.


Both our quantitative and qualitative data also showed that excellent public relations departments respond to activists with two-way communication, symmetrical communication, involvement of activists in organizational decisions, and both formative and evaluative research on the activists. That pattern of results fits the Excellence theory: Excellent public relations departments scan the environment and continuously bring the voices of publics, especially activist publics, into decision making. Then, they develop programs to communicate symmetrically with activists and involve them with managers throughout the organization. Finally, they use both formative and evaluative research to manage their communication programs strategically.

The Organizational Context of Excellent Public Relations


Research both by organizational and public relations scholars before the Excellence study examined the extent to which the organizational characteristics of structure, culture, internal system of communication, treatment of men and women, and power of the dominant coalition predict organizational behavior, in general, and public relations practice, in particular. 


After reviewing this research in Excellence in Public Relations and Communication Management (J. Grunig, 1992), we concluded that organizations behave, in general, and practice public relations, in particular, as they do because the dominant coalition chooses to organize and manage in that way. Nevertheless, previous research also suggested that the organizational context of a public relations function could nurture or impede excellent communication management, although to a lesser extent than it is shaped by the dominant coalition. 


Therefore, the Excellence theory included five theoretical propositions that stated that organizations with excellent public relations have:


1. Participative rather than authoritarian organizational cultures.


2. A symmetrical system of internal communication.


3. Organic rather than mechanical structures.

4. Programs to equalize opportunities for men and women and minorities.


5. High job satisfaction among employees.

The results of our research demonstrated conclusively that excellent public relations will thrive most in an organization with an organic structure, participative culture, and a symmetrical system of communication and in which opportunities exist for women and racio-ethnic minorities. Although we found that these conditions alone cannot produce excellent public relations, they do provide a hospitable environment for excellent public relations. 

Most importantly, these conditions provide a favorable context in which all employees work most effectively—but especially women and minorities. An organic structure means that employees throughout the organization are empowered to participate in decision-making and that decision making is not centralized at the top of the organization. As a result, employees are more satisfied with the organization and are more likely to support than to oppose the goals of the organization. In addition, employees who are empowered to participate in decision making and to engage in symmetrical internal communication are likely also to be effective symmetrical communicators with members of external publics. 


We also found that an effective organization provides a hospitable environment for its increasingly diverse work force. The survey data suggested that equitable treatment of women, as evidenced primarily by economic equity, and programs to foster their careers (such as policies against sexual harassment and efforts to encourage women's leadership abilities) are an integral component of effective organizations. Programs that provide a supportive work environment correlate especially highly with the other conditions found in excellent organizations. Likewise, effective organizations are beginning to branch out and offer some proactive mentoring and advancement programs for women.


Our data showed that when the public relations function was given the power to implement symmetrical programs of internal communication, the result was a more participative culture and greater employee satisfaction with the organization. However, we also found that symmetrical communication is not likely in an organization with a centralized, hierarchical structure and an authoritarian culture. Organic structure and symmetrical communication interact to produce a participative culture, and participative culture contributes strongly to employee satisfaction with the organization.


An organic structure seems to be the key to an effective organization—triggering changes in culture, communication, and satisfaction. Symmetrical communication has a strong role in creating and implementing organic structure, but a communicator cannot step into any organization alone and implement an organic structure or symmetrical system of communication. The top communicator must work with the dominant coalition to develop an organic structure for the organization while he or she is developing a system of symmetrical communication. Our data on the internal context of an organization, therefore, supported not only the need for symmetrical internal communication but also the need for the public relations function to be represented in the dominant coalition to create the organic structural context that is necessary to create a participative culture and subsequent employee satisfaction.

Summary of the Excellence Theory

The Excellence theory is a broad, general theory that begins with a general premise about the value of public relations to organizations and to society and uses that premise to integrate a number of middle-range theories about the organization of the public relations function, the conduct of public relations programs, and the environmental and organizational context of excellent public relations. The Excellence study has shown that public relations is an unique management function that helps an organization interact with stakeholder publics in its environment. Publics affect the ability of the organization to accomplish its goals and expect organizations to help them accomplish their own goals. Organizations solve problems for society, but they also create problems for society. As a result, organizations are not autonomous units free to make money or to accomplish other goals they set for themselves. They have relationships with individuals and groups that help set the goals they choose, define what the organization is and does, and affect the success of their strategic decisions and behaviors. 

The Excellence study showed that the value of public relations comes from the relationships that organizations develop and maintain with publics. It also showed that the quality of relationships results more from the behavior of the organization than from the messages that communicators disseminate. Public relations can affect management decisions and behavior if it is headed by a manager who is empowered to play an essential role in the strategic management of the organization. In that role, communicators have greater value when they bring information into the organization than when they disseminate information out of the organization. The study also showed how communication programs for publics such as employees, consumers, or investors can be planned and managed strategically and evaluated to demonstrate their effectiveness.

Our research showed that communicators can develop relationships more effectively when they communicate symmetrically with publics rather than asymmetrically. Symmetrical communication is especially important inside the organization where it helps to build a participative culture that, in turn, increases employee satisfaction with the organization. Symmetrical communication inside the organization and participative culture largely result from the structure that top management chooses for the organization. Communicators cannot be successful, therefore, unless they are part of the top-management team that develops an organizational structure. Our research also demonstrated the importance of diversity in a public relations department and throughout the organization. Women and men are equally effective in top communication roles, but we also learned that women have a more difficult time than men developing the experiences needed for a top communication role. 

The study showed that excellent communication functions are integrated. However, they are not integrated through another management function, such as marketing or human resources. They are integrated through a senior communication executive—who usually has a background in public relations—or through a single public relations department. We found that integrated marketing communication (IMC) programs, which combine marketing public relations and advertising, are part of an integrated public relations function. IMC should not be the concept that integrates communication.

Finally, the Excellence study showed that activism is good for an organization rather than bad. Activism provides the impetus for excellent public publics. Excellent public relations departments develop programs to communicate actively, and symmetrically, with activists. Organizations that collaborate with activists develop a competitive advantage over organizations that do not because they behave in way that is acceptable to publics and, therefore, make fewer decisions that result in negative publicity and regulation, litigation, and opposition.

GLOBALIZATION OF THE EXCELLENCE THEORY


Among U. S. public relations practitioners today, the slogan initiated by environmentalist Rene' Dubos, "Think globally, act locally," has become nearly axiomatic. Practitioners use the slogan to make the point that all organizations have global relationships. Even a small, seemingly local business may have competition from other countries and purchase supplies from an international supplier. Thus, it becomes imperative for public relations professionals to have a broad perspective that will allow them to work in many countries--or to work collaboratively with public relations professionals, employees, or customers from many countries. Nevertheless, the "act locally" part of the slogan suggests that most organizations still implement global strategies at the local level.

 
Given this trend toward global public relations, both practitioners and scholars have begun to ask whether there are or can be global principles of public relations: Can public relations programs in different countries be standardized or must different, localized, programs be developed for each country--or indeed for different regions within a country with different cultures? The question is especially important for multinational organizations--those that work in more than one country or have publics in more than one country. The question also is important for public relations education and for the development of a global public relations profession: Can the same principles be taught in different countries and included in a body of knowledge that can be used throughout the world? Public relations scholars and practitioners are not alone in asking this question. Scholars and practitioners in related fields such as management and marketing also have asked whether the principles and practices of their profession are the same regardless of the country in which they are practiced or whether the profession must be enacted differently in each country. 

Although the Excellence study was conducted in only three English-speaking countries, it has generated a great deal of interest among public relations scholars and practitioners worldwide. This interest suggests that the theoretical principles we have identified are not limited to the United States and that they are applicable to public relations practice outside the three Anglo countries where the study was conducted. Although the United States, Canada, and the United Kingdom are similar in many ways, they also exhibit cultural, political, and social differences. Thus, the fact that we found no difference in excellent public relations among the three countries provides some evidence that the principles are not limited strictly to the United States.

As a result, we have begun research to determine if the Excellence theory can fulfill the need for a global theory of public relations. There is a substantial literature already on international public relations, but it consists mostly of descriptive research on and case studies of public relations practice in many countries of the world (as found, e.g., in Culbertson & Chen, 1996). Many of these studies suggest that public relations is practiced in substantially different ways in different countries—often reflecting cultural differences. At the same time, research has shown that the same four models of public relations we have used to describe U.S.  practice (press agentry, public information, two-way asymmetrical, and two-way symmetrical) also describe practice in other countries (J. Grunig, L. Grunig, Sriramesh, Huang, & Lyra, 1995).


Rather than continuing to conduct descriptive research on how public relations is practiced in different countries, we have proposed that scholars construct a normative theory of excellent global public relations. A normative theory would specify how public relations should be practiced. A good normative theory is based on sound theory; but it also is built from research to identify the existing practices of public relations that are most effective. That is exactly what we did in the Excellence study.


Before we can adopt the Excellence principles as a normative theory for global practice, we must do research to ensure that they are not an ethnocentric theory. At the same time, we do not believe that different theories are necessary for each country, region, or culture of the world. Verčič, L. Grunig, and J. Grunig (1996); L. Grunig, J. Grunig, and Verčič (1998); and Wakefield (1997, 2007) have developed a global public relations theory of generic principles and specific applications—a middle-ground theory between a theory that says public relations is the same everywhere and one that says it is different everywhere.


Generic principles mean that in an abstract sense, the principles of public relations are the same worldwide. Specific applications mean that these abstract principles must be applied differently in different settings. For example, the concept of employee participation in decision-making is the same concept throughout the world. However, when Stohl (1993) asked managers in Denmark, Germany, France, England, and the Netherlands how they implemented that principle, she found that they did so differently in each country--in ways that reflected the culture of their country.


We have proposed that our principles of excellence are generic principles. We also have proposed that public relations professionals must take six contextual conditions into account when they apply the principles: 

· Culture, including language.

· The political system.

· The economic system.

· The media system.

· The level of economic development.

· The extent and nature of activism.

Our research to date has provided evidence supporting this theory of generic principles and specific applications. The most extensive test of the theory came in Slovenia, a former republic of Yugoslavia that is now independent and a member of the European Union. L. Grunig, J. Grunig, and Verčič (1998) replicated the quantitative portion of the Excellence study with 30 Slovenian firms that had developed public relations departments at the time of the study. They found that the principles of excellence clustered into the same index of excellence in Slovenia as they did in the United States, Canada, and the United Kingdom in spite of a different cultural, political, and economic context. 

At the same time, the research showed that Slovenian practitioners were less involved in strategic management and were less valued by senior management than practitioners in the English-speaking countries.  We also found that privatization and political change in Slovenia had encouraged activism to the extent that it is now similar to that of the other countries. However, the old Yugoslavian cultural, political, and economic context in Slovenia had left its remnants inside Slovenian organizations, which still had more authoritarian cultures, asymmetrical communication systems, and low levels of job satisfaction than organizations in the Anglo countries.

To deal with these differences, public relations practitioners in Slovenia found it necessary to apply the generic principles differently than in the Anglo countries. For example, they learned that they needed to counsel CEOs to support and empower public relations managers. They also developed continuing education in public relations to deal with the lack of public relations knowledge, and they had to emphasize employee relations because of the negative context inside Slovenian organizations.

Using a method called a Delphi study, Wakefield (1997) asked a panel of 23 public relations experts in 18 countries to evaluate the extent to which they believed that the Excellence principles were generic principles that applied to their countries and whether additional principles were needed. He also asked them whether all of the six specific conditions were important for applying the generic principles. With the exception of the need for diversity in public relations departments, he found consensus that the principles are generic and that the list of specific conditions is sufficient. Wakefield (2000) conducted a second Delphi study, which extended the database to 54 experts in 29 countries, and again found support for the principles of excellence and the contextual variables


Wakefield (2000, 2001) has conducted research on the implications of this theory of generic principles and specific applications for the organization of a public relations function in a multinational organization and of the implications for using public relations firms in different countries. He found that in organizations with what he called a “world class” public relations function the generic principles provided a framework for public relations practice in all countries. However, he found that these world-class companies did not centralize the function or control it through the headquarters office. Rather:

· International public relations officers functioned as a global team with frequent interaction among headquarters and local officers and among local officers.

· The senior public relations officer at headquarters served as a team leader for achieving mutual goals and not as the only decision-maker in a hierarchical structure.

· Ideas and solutions came from any source in the global team.

· The global team cooperatively set public relations values and guidelines, but every unit created and carried out local strategies based on these guidelines. (p. 69)

Another test of the theory came in Korea. Rhee (2002) replicated major portions of the Excellence study and also produced an index of excellence almost identical to the Excellence factor. As was true in Slovenia, however, she found that fewer Korean professionals were involved in strategic management than in the Anglo countries; and she learned that they had less knowledge of the two-way models and managerial role. She also found that symmetrical public relations in Korea had been adapted to fit Confucian culture, with its emphasis on hierarchical relationships combined with collective responsibility.


Yun (2006) also replicated most of the Excellence study on an international sample of public diplomacy practitioners from 113 countries practicing in embassies in Washington, DC. Public diplomacy is a form of public relations in which a government of one country communicates with publics in other countries. Hence, it is a major form of global public relations. Using a complex statistical procedure, confirmatory factor analysis, Yun found that the principles of excellence were interrelated in the same pattern found in the Excellence study. He also found that two principles, knowledge needed to practice a strategic managerial role and participation in strategic management best defined public relations excellence. Finally, Yun tested the new dimensions underlying the models of public relations and found that they also related to each other as the updated Excellence theory predicted. He did find that public diplomacy practitioners practiced asymmetrical communication as well as symmetrical communication and that asymmetrical communication could be ethical. However, symmetrical communication showed stronger relationships with the two-way, ethical, and interpersonal dimensions of the models of communication than did asymmetrical communication.

As we search for and test generic principles of public relations, we have found it beneficial to begin with the Excellence principles. However, it is important to remain open to revision of these principles and to the addition of new ones so that the generic principles are truly global and not ethnocentric. In that regard, Verčič, L. Grunig, and J. Grunig (1996) interviewed three principals of the public relations firm Pristop in Slovenia to determine if they agreed that the Excellence principles are generic, to ask them how they adapted the principles in their country, and to suggest additional principles.


The interviews confirmed the importance of the existing principles and provided examples of specific applications of the principles in the Slovenian context. In addition, the Slovenian professionals suggested a new generic principle: Ethics is a necessary component of excellent public relations. They pointed out that in the post-socialist context of Slovenia, corruption was common and the suspicion of corruption even more common. Therefore, they suggested that ethical practice was a crucial element of excellent public relations in order to avoid damage both to their individual reputations as well as to the reputation of the public relations profession. 

Although we referred to integrity tangentially throughout the three books on the Excellence project, we did not include it as a principle of excellence or ask questions about it directly in our research. At this point, however, we have added ethical practice to our list of generic principles and consider ethics an important area that needs additional study.


Research, therefore, is well underway on a normative theory of global public relations; but much more research is needed in many countries of the world to confirm the importance of the generic principles, to refine existing principles, to identify new principles, and to provide positive examples of how to apply the principles in the different local contexts in which global public relations professionals work.
Chapter 3

PUBLIC RELATIONS IN STRATEGIC MANAGEMENT PROCESSES


The Excellence theory is a general theory that includes that includes the large number of principles discussed in Chapter 2. Of these principles, however, both the Excellence study and Yun’s (2006) research on practitioners of public diplomacy showed that two principles related to strategic management (participating in strategic management and the knowledge to practice public relations strategically) most distinguished excellent public relations from less-excellent public relations. These components of excellence, in turn, highlight the value of the behavioral, strategic management, approach to public relations—as I explained that approach in Chapter 1. Since the completion of the excellence study, scholars have continued to conduct research to develop and test concepts and ideas that public relations professionals can use to participate in strategic decision processes. As a result, it is now possible to explain how public relations practitioners should contribute to strategic management and to identify tools they can use in the process.

The idea that public relations should be strategic is widely popular among public relations practitioners. The International Public Relations Association, the Public Relations Society of America, and the International Association of Business Communicators have held seminars and issued publications on strategic public relations. Most of these discussions of strategic public relations, however, consist of references to the idea that public relations should be planned, managed by objectives, evaluated, and connected in some way to organizational objectives. Most do not reflect a full understanding of what public relations can do to contribute to organizational strategy and decision-making. 

In the Excellence study (J. Grunig & L. Grunig, 2000; J. Grunig & Repper, 1992), we explored the role of public relations in strategic management by reviewing scholarly research on strategic management and identifying the role of public relations in that process. Two words, mission and environment permeate theories and research on strategic management. Together, they suggest that organizations must make long-term strategic choices that are feasible in their environments. In most theories of strategic management, however, the idea of the environment is general and vague, according to Rumelt, Schendel, and Teece (1994). Public relations theory, however, helps managers make sense of their environment because a large part of the environment essentially consists of the stakeholder publics that are familiar to public relations managers.

IDENTIFYING THE STRATEGIC ROLE OF PUBLIC RELATIONS


Strategic management theorists distinguish between two kinds of environments--the economic, or task, environment and the social-political, or institutional, environment. The task environment consists of such groups as consumers, competitors, suppliers, and creditors. They provide the organization with necessary resources and purchase or use the organization's products and services. The social or institutional environment consists of publics that want to help determine the mission of an organization--such as governments, communities, stockholders, employees, and activist groups. In distinguishing between the task environment and the societal environment, Wheelen and Hunger (1987) explained that in accomplishing its mission, an organization works in its task environment but that the societal environment may divert its attention from the task environment.

The difference between the economic and institutional environments provides another way to distinguish between marketing and public relations. The marketing function essentially works with the economic environment and the public relations function with the institutional environment of organizations. Marketing helps the organization exchange products and services with consumer markets. As I said in Chapter 1, publics are different from markets. Markets consist of individuals who purchase goods and services. Publics consist of social groups who respond to the consequences that organizations have on them and in turn try to participate in management decisions in ways that serve their interests. 


In a comprehensive overview of theories of an organization's environment, Ring (1989) pointed out that researchers have paid more attention to the task environment than "to the categories and components of the external environment that do not fit within the scope of the task environment" (p. 56). He added that "historians, political scientists, and economists, among others, regularly chronicle changes in these [non-task] components of the external environment. Only rarely, however . . . do they focus on the impact that these changes have on the strategies of specific firms, or on how firms attempt to adapt to these changes" (p. 71).

To a public relations scholar, Ring's (1989) discussion of the inadequacies of strategic management theories in explaining how an organization should relate to the environment clearly suggests the role of public relations in strategic management. Although writers on strategic management discuss the environment and list its components, only a few of these writers have recognized or described the role of public relations in helping the organization to identify the most important components of its environment and in using communication to build relationships with them. The exceptions are Post, Murray, Dickie, and Mahon (1982), Gollner (1983), and Marx (1990).

Originally, scholars of strategic management conceptualized the environment in negative terms--as a constraint on an organization's decisions and mission. Harvard University scholar Michael Porter, however, has pointed out that the environment can provide a strategic advantage to an organization. For example, Porter (1990) found that multinational corporations with strong competitors in the economic environment of their home country compete effectively in other countries because of the pressure to excel at home. Porter also pointed out that corporations pressured by government or customers to improve the quality and safety of products or to reduce pollution have an advantage in other countries because they know how to work with publics that constrain their competitors.


Verčič and J. Grunig (2000) extended Porter's idea to include relationships with stakeholder publics in the institutional environment. For example, we explained that a corporation that successfully solves its pollution problems, usually when pressured by environmental publics, gains an advantage over competing organizations that refuse to collaborate with environmental activists to solve their pollution problems. For a business corporation, bad relationships with such publics as stockholders, employees, communities, government, and the media cost the organization money. Likewise, a government agency that responds well to pressures from its constituents will be more likely to gain support from those publics as it competes for limited public funding.


Out of this framework, the contribution of public relations to strategic management and, as a result, to organizational effectiveness becomes clear. Public relations contributes to strategic management by building relationships with publics that it affects or is affected by--publics that support the mission of the organization or that can divert it from its mission. Organizations plan public relations programs strategically, therefore, when they identify the publics that are most likely to limit or enhance their ability to pursue the mission of the organization and design communication programs that help the organization manage its interdependence with them.


The value of public relations to strategic management becomes even clearer if we also look at strategic management as the arena in which important organizational problems are identified and decisions are made about how to address those problems. Mintzberg (1994), for example, emphasized the process of strategic management more than the specific plans that result. He defined planning as "a formalized procedure to produce articulated result, in the form of an integrated system of decisions" (p. 31); and he defined strategic as "an adjective to mean relatively consequential" (p. 27)



In this decision-making arena, the primary actors do not make rational decisions in the way that classical economists envisioned. As I explained in Chapter 1, Knights and Morgan’s (1991) and Knights’ (1992) postmodern view of strategic management described it as a subjective process in which the participants from different management disciplines (such as marketing, finance, law, human resources, and public relations) assert their disciplinary identities. A rational approach to strategic management would suggest that participants come together to find the best solution to problems they agree on. The subjective view, however, suggests that participants in strategic management from different disciplines recognize different problems as important as well as different solutions. Marketing would see the problems of selling products as most important, manufacturing the problems of producing products, human resources the problems of motivating employees, and finance the problems of acquiring resources.


The value of public relations, therefore, is that it brings a different set of problems and possible solutions into the strategic-management arena. In particular, it brings the problems of stakeholder publics into decision making--publics who make up the environment of the organization. The environment, however, is not an objective reality that all managers will see in the same way. Instead, as Weick (1979) explained, managers enact their environment--that is, the environment to an individual manager is what he or she perceives it to be.


Robbins (1990) pointed out the difficulty of separating the strategic constituencies in the environment from the less-strategic constituencies when he said:


The task of separating the strategic constituencies from the larger environment is easy to say but difficult to do in practice. Because the environment changes rapidly, what was critical to the organization yesterday may not be so today. Even if the constituencies in the environment can be identified and are assumed to be relatively stable, what separates the strategic constituencies from the "almost" strategic constituencies? Where do you cut the set? And won't the interests of each member in the dominant coalition strongly affect what he or she perceives as strategic? An executive in the accounting function is unlikely to see the world--or the organization's strategic constituencies--in the same way as an executive in the purchasing function. Finally, identifying the expectations that the strategic constituencies hold for the organization presents a problem. How do you tap that information accurately?  (p. 67)

The theory of strategic management and public relations developed by the Excellence team provides the mechanism that Robbins called for in this passage. The public relations function will have value in strategic management if it can develop theories that enable the organization to enact those parts of the environment that representatives from other management disciplines are unlikely to recognize and if it can develop a method that can help strategic decision makers determine which stakeholder publics are "relatively consequential" to the decisions, to use Mintzberg's (1994, p. 27) term. In short, we need theories to identify stakeholders and strategic publics--theories that disciplines other than public relations have not developed.


At this point, therefore, we can explain what public relations practitioners do, specifically, when they participate in strategic management. As I explained in Chapter 2, in excellent public relations departments, the senior public relations manager was part of or easily could make contact with the members of the dominant coalition. When the members of a dominant coalition discuss strategic, long-term decisions, different managers (such as marketing, financial, or human resources managers) provide different kinds of insight into the decision. In a real sense, managers from different management disciplines recognize different problems for the organization to solve and propose different solutions to those problems. Each of these perspectives is important if an organization is to understand all of the consequences of its decisions.


The senior public relations person brings the problems and views of publics--both employee publics and external publics--to the attention of other managers when crucial decisions are made. The senior public relations person is able to point out the consequences that decisions such as closing a manufacturing plant, introducing a new product, or changing labor relations will have on publics. He or she makes it possible, through communication programs with publics, for the people affected by these consequences to be aware of them and to discuss them formally or informally with management before a decision is made so that they have an opportunity to influence the final decision that affects them.


Public relations practitioners identify consequences of decisions and the presence of publics by engaging in environmental scanning and issues management. Environmental scanning means that they do research and talk to community leaders, leaders of activist groups, or government officials to find out who the publics are and what issues these publics might create. They then help the organization manage these issues by communicating personally or through media with the publics who create them.


In the Excellence study, therefore, we found that the most effective public relations departments participated in the making of overall strategic decisions in organizations. Less-effective departments generally had the less-central role of disseminating messages about strategic decisions made by others in the organization. By participating in organizational decisions, excellent public relations departments were in a position to identify the stakeholders who would be affected by organizational decisions or who would affect those decisions. Once they had identified stakeholders, excellent public relations departments strategically developed programs to communicate with them. They conducted formative research to identify potential issues and define objectives for programs to communicate with the stakeholders, they specified measurable objectives for the communication programs, and they used both formal and informal methods to evaluate whether the objectives had been accomplished. Less-excellent departments conducted no formative or evaluative research and generally had only vague objectives that were difficult to measure.


Figure 1 depicts this role of an excellent public relations department in the overall strategic management process of an organization and the nature of strategic management of public relations programs. The central concepts in Figure 1 are Management Decisions at the top, Stakeholders and Publics on the right, and Relationship Outcomes on the left. Connecting management and publics are the consequences that the behavior of each has on the other—the interdependence between an organization and its environment that creates the need for public relations.
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The double arrows between management decisions and stakeholders at the upper right of Figure 1 show that strategic decision-makers of an organization should interact with stakeholders through the public relations function because their decisions have consequences on publics or because the organization needs supportive relationships with stakeholders in order to implement decisions and achieve organizational goals. Stakeholders also might seek a relationship with an organization in order to seek a consequence from the organization to solve a problem it recognizes—such as an environmental group that seeks a reduction in pollution from a chemical plant or nuclear laboratory. Thus the consequences of organizational decisions (and behaviors resulting from those decisions) define who the stakeholders of an organization are and, therefore, the stakeholders with whom the organization needs a relationship. 


I define stakeholders as broad categories of people who might be affected by management decisions or affect those decisions—such as employees or community residents. When a strategic public relations manager scans the environment, therefore, his or her first step should be to think broadly in terms of stakeholder categories. Then he or she should use a theory of publics (e.g., J. Grunig’s [1997a] situational theory of publics) to identify and segment active, passive, and latent publics from the nonpublics that might also be present in the stakeholder category.


It is important to segment active publics, because active publics typically make issues out of the consequences of organizational decisions. This behavior may be individual or it may be collective—when members of publics organize into activist groups. Sometimes publics react negatively to harmful consequences of an organization’s behaviors—such as pollution or discrimination. At other times, they act positively to try to secure a behavior from an organization that has useful consequences for them—such as a community public that wants cleaner rivers and streams. At still other times, publics collaborate with organizations to secure consequences of benefit to both. Figure 1 then shows that publics that cannot stop the consequences that harm them or secure the consequences that benefit them generally make issues out of the consequences. Issues, in turn, can become crises if they are not handled well. When issues or potential issues are discussed and negotiated with publics, the result is improved relationships with publics. 


At the center of the strategic processes described in Figure 1 is an oval representing communication programs—programs to cultivate relationships with publics and to manage conflict with them. Communication with potential publics is needed before decisions are made by strategic decision-makers, when publics have formed but have not created issues or crises, and during the issue and crisis stages. Communication programs at the latter two stages are generally termed issues management and crisis communication by public relations practitioners. What Figure 1 illustrates, however, is that communication with publics before decisions are made is most effective in resolving issues and crises because it helps managers to make decisions that are less likely to produce consequences that publics make into issues and crises. If a public relations staff does not communicate with publics until an issue or crisis occurs, the chance of resolving the conflict is slim. 


The center oval in Figure 1 depicts the strategic management of public relations programs themselves—as opposed to the participation of public relations in the overall strategic management of the organization. Communication programs should begin with formative research, then develop achievable and measurable objectives, implement the program, and end with evaluation of whether the objectives have been met.


The final path in Figure 1 can be found in the dotted lines from Management Decisions to Organizational Reputation to Relationship Outcomes—a path labeled No Consequences. This path depicts  the approach taken by public relations practitioners who believe that positive messages about management decisions—mostly disseminated through the mass media—can by themselves create a positive organizational reputation. Such a path would produce what I have called a reputational relationship (J. Grunig & Hung, 2002). 

I believe that publicity about management decisions can create such a reputational relationship between an organization and the audience exposed to the messages, but only to a limited extent. Therefore, I have labeled the dotted line No Consequences because I believe that organizations have reputational relationships only with people for whom the organization has no consequences. We describe such people as audiences because they are not truly publics. As such, these audiences have little importance to an organization. As soon as an organization or public has consequences on the other, it begins to develop an involving behavioral relationship rather than a low-involvement reputational relationship. It is at that point that a group of people becomes an active and strategic public rather than a passive audience.

TOOLS FOR THE STRATEGIC MANAGEMENT OF PUBLIC RELATIONS

Figure 1 provides a theoretical overview of how public relations executives should participate in the strategic decision-making processes of the organizations they serve. Nevertheless, these executives need additional and more specific theoretical and applied tools to help them in this process. Public relations researchers have responded by identifying and researching what these tools are and how public relations practitioners can use them. Although this research is only beginning, the rest of this chapter explains some of these tools and how practitioners can use them.

Environmental Scanning


Strategic public relations begins with environmental scanning—i.e., with research designed to identify stakeholders, publics, problems, and issues. Through environmental scanning, researchers in a public relations department or in an outside firm provide essential information that the senior communication executive needs to participate in the strategic decision-making processes of the organization. In Figure 1, environmental scanning takes place when public relations researchers monitor the environment to determine how organizational consequences affect and create stakeholders and publics.


Traditionally, public relations managers have scanned the environment by monitoring the media and political processes. These sources still are useful, although they are not the best for environmental scanning. By the time the consequences of a management decision hit the media and become political, it is too late to affect a decision. Then issues management becomes reactive—damage control. In a book on environmental scanning, Stoffels (1994) put it this way: 


The most productive sources …are those that can reliably signal what will happen. …the executive who uses The Wall Street Journal or The New York Times… learns more about what has happened and what is happening, categories of strategic intelligence of high immediacy but low value for learning about the future. The real value of such instantaneous sources is in confirming the resolution of strategic issues the organization should already have identified and tracked. (p. 114)


After scanning the media and political processes, public relations professionals most often use large-scale public opinion polls. They, too, typically identify issues too late. What is better? Sources of scanning information can be internal or external—from sources inside the organization as well as from external publics. They also can be personal or impersonal—from published sources or directly from personal contacts. Chang (2000) found that senior public relations executives rated personal sources as more useful overall than impersonal sources and external sources as more useful than internal sources. In order, the public relations executives ranked external personal, internal personal, external impersonal, and internal impersonal as most useful. They said the most useful external personal contacts were customers, activist groups, journalists, and government officials. The most useful internal personal sources were supervisors, cross-division staff, and employees.


Based on Chang’s (2000) and Stoffels (1994) research, I recommend the following process of environmental scanning for public relations managers:


1. Begin environmental scanning by monitoring decisions that the organization’s strategic managers are considering. Ask what stakeholders might be affected and what issues they might raise if certain decisions are made.


2. Do qualitative research on activists and personal contacts. Set up advisory boards and send employee envoys to meetings of key stakeholders. Systematically monitor and classify problems, publics, and issues identified through these personal sources.


3. Monitor discussion groups, chat rooms, listservs, social media, and web sites on the Internet related to problems and issues of concern to your organization. Set up your own interactive forum on the web to allow publics to bring problems and issues to your attention.


4. Systematically interview boundary spanners in your own organization—managers with frequent contact outside the organization, other employees with community contacts, and people in divisions or functions with frequent contact with stakeholders.


5. Identify the stakeholders and publics most likely to be affected by and to actively do something about the problems and issues identified in the previous analysis.


6. Systematically content analyze and categorize all of the information and put it in a database—classified by type of management decision, problem, public, and issue. Use this database as research evidence to present to management during strategic deliberations and decisions.


7. Monitor the media and printed sources to track your effectiveness in dealing with publics and issues. In addition, do research systematically to assess and evaluate your relationships with publics. This takes us to research on the nature and quality of good relationships with publics. 
Stakeholders and Publics


Step 5 in the process of environmental scanning described in the previous section states that a public relations manager should identify the stakeholders and publics most likely to be affected by and to actively do something about the problems and issues identified through monitoring management decisions and scanning the environment. To be able to do that, a public relations manager must understand what publics and stakeholders are and to have theoretical and research tools that allow him or her to identify them.


Public relations practitioners often use the term public to refer to the mass population, which they also call the general public. At other times, they use the plural term publics to refer to the groups for which public relations programs are planned—especially journalists, employees, consumers, investors, governments, local communities, and members of associations and nonprofit groups. Practitioners also commonly use the terms “stakeholders” and “publics” interchangeably. In contrast, I distinguish between stakeholders and publics and use the two concepts to segment the general population into categories that help communication professionals identify strategic publics and to plan and evaluate public relations programs. I consider the term general public to be a contradiction in terms because a public is always a specialized group whose members have a reason to be interested in the activities and behaviors of organizations.


I have spent over 40 years developing a theory of publics I call a situational theory of publics (J. Grunig, 1989, 1997a; J. Grunig & Hunt, 1984). It is now an important tool that can be used in implementing the role of public relations in strategic management. Following the lead of Dewey (1927), a philosopher who wrote about publics in the 1920s and 1930s, I have theorized that publics arise when organizations make decisions that have consequences on people inside and outside the organization who were not involved in making that decision. In addition, publics often want consequences from organizational decisions that organizations might be reluctant to provide—such as lower prices, stable employment, or less pollution.


The strategic management of public relations depicted in Figure 1 requires different communication strategies at different stages in the evolution of active publics. J. Grunig and Hunt (1984) said that a crucial distinction for segmenting a population of people into publics is the extent to which they passively or actively communicate about an issue and the extent to which they actively behave in a way that supports or constrains the organization's pursuit of its mission. Publics are more likely to be active when the people who make them up perceive that what an organization does involves them (level of involvement), that the consequences of what an organization does is a problem (problem recognition), and that they are not constrained from doing something about the problem (constraint recognition).


If none of these conditions fits a group of people, these people constitute a nonpublic; and they are of no concern to an organization. Whenever an organization does something that has consequences on people or people have consequences on the organization, there is a likelihood that they will perceive an involvement and recognize a problem. Thus, consequences produce, at the minimum, a latent public--a public that is passive but has the potential to be active. As level of involvement and problem recognition increase and constraint recognition decreases, however, these publics can become aware and active.


Strategic public relations mangers, therefore, need to be able to determine the extent to which publics exist, whether they communicate actively or passively, and what media and other communication methods can be used to communication with them. I believe this process of segmenting publics begins with the identification of stakeholders.

Identifying Stakeholders

Often the terms stakeholder and public are used synonymously. There is a subtle difference, however, that is important in the practice of strategic public relations. I define stakeholders as general categories of people who are affected by the actual or potential consequences of strategic—or important—organizational decisions. Stakeholders are people who have something at risk when the organization makes decisions. Stakeholder categories generally are the focus of public relations programs such as employee relations, community relations, investor relations, consumer relations, or government relations. Although people are stakeholders because they are in a category affected by decisions of an organization or if their decisions affect the organization, many people in a category of stakeholders, such as employees, are passive. These passive stakeholders also can be called latent publics. The stakeholders who are or become more aware and active can be described as aware and active publics. 


Stakeholders are people who are linked to an organization because they and the organization have consequences on each other (J. Grunig & Hunt, 1984, pp. 139-143).  People linked to an organization have a stake in it, which Carroll (1989) defined as "an interest or a share in an undertaking” (p. 56). A stakeholder, therefore, is "any individual or group who can affect or is affected by the actions, decisions, policies, practices, or goals of the organization" (Freeman, 1984, p. 25).


The first step in the strategic management of public relations, therefore, is to make a list of the people who are linked to or have a stake in your organization. Freeman (1984) called this list a stakeholder map of the organization. He suggested that a stakeholder map of a typical corporation consists of owners, consumer advocates, customers, competitors, the media, employees, special interest groups, environmentalists, suppliers, governments, and local community organizations. You can draw a stakeholder map by thinking through the consequences your organization has on people and that they have on your organization. You can make this map more meaningful by doing environmental scanning research, as described in the previous section.


After thoroughly researching their stakeholders, public relations managers should rank them or assign weights to them to indicate their impact on the organization J. Grunig & Hunt, 1984, Chapter 8). They then should plan ongoing communication programs with the most important--the most strategic--stakeholders--working down the ranked list until the resources available for public relations are used up. Communication at the stakeholder stage--ideally before conflict has occurred--is especially important because it helps to build the stable long-term relationships that an organization needs to build support from stakeholders and to manage conflict when it occurs.

Segmenting Publics


As public relations managers develop communication programs for stakeholders, they can improve their chances for successful communication by segmenting each stakeholder category into passive and active components. Active publics affect the organization more than passive ones. When they support the organization, they also support it much more actively than passive publics. Active publics also are easier to communicate with because they seek out information rather than passively wait to receive it. Active publics are not easy to persuade, however, because they seek information from many sources and persuade themselves more than they are persuaded by others. In other words, active publics make their own decisions. Even passive stakeholders can become active, however, and should not be ignored. Thus, the organization should pay attention to all members of a stakeholder category but should devote most of its resources for public relations to those that can be identified as active publics.


Active publics communicate with and about an organization that affects them, either directly with the organization or through other sources such as the media, other people, community and political leaders, and activist groups. When they feel an organization is unresponsive to their interests, they not only communicate actively but they behave actively in other ways. They may boycott a product, support government regulation, oppose a rate increase, or join an activist group. Others active publics support the mission of the organization, and buy its stock, support its policies, or give it money.


I have developed and used a quantitative survey method to identify and segment publics and to predict the probability that communication programs will affect the ideas, attitudes, and behaviors of different kinds of publics. Instructions on how to use this method can be found in J. Grunig and Hunt (1984, Chapter 7) and J. Grunig (1997a). Other scholars (e.g., Aldoory, 2001; Aldoory & Sha, 2007; Kim, 2006; Sha, 1995; Sriramesh, Moghan, & Wei, 2007; and Tkalac, 2007) have also written about the theory and developed improvements to it. As a result, the theory continues to evolve as a major tool to be used in the strategic management of public relations.


Once active publics have been identified, public relations managers should develop programs to involve them in the decision making processes of the organization--such as committees of employees or community residents or open hearings before decisions are made. If active publics are involved early in the process, their concerns can be addressed before conflict occurs and before they feel they have no recourse other than to pressure the organization to change a decision. When their concerns are not addressed, many join formal activist groups to bring pressure on an organization through lawsuits, government regulation or taxation, boycotts and protests, and media campaigns (J. Grunig, 1989). 


Active publics are most likely to create issues and crises for organizations—stages in the strategic management process to which we now turn.

Issues Management and Crisis Communication


Public relations practitioners in many organizations and public relations firms view issues management and crisis communication as specialized public relations programs, rather than as integral parts of the overall role of public relations in strategic management. Typical practitioners conduct normal public relations programs such as media relations and product publicity. They may even have crisis communication plans ready in advance, plans that emphasize the logistics of communication during a crisis rather than a policy that specifies what to do about the problem that produced an issue or a crisis.


In contrast, I believe that strategic public relations always involves issues management. Public relations professionals identify potential issues by scanning the environment for publics likely to be affected by the consequences of organizational decisions. Then they manage issues by participating in the management decisions that create the consequences that publics are likely to make an issue of.  A large portion of all crises are caused by management decisions rather than by accidents or natural disasters. As a result, most crises occur because management did not communicate with strategic publics about potential issues before the publics created an issue and eventually a crisis. 


I recommend four principles of crisis communication. The first principle actually applies before a crisis occurs. That principle is:

· The Relationship Principle. Organizations can withstand both issues and crises better if they have established good, long-term relationships with publics who are at risk from decisions and behaviors of the organization. This principle, for example, has been used in the program of the U.S. chemical industry called Responsible Care—in which chemical companies have avoided crises such as the Bhopal accident in India by developing good relationships with publics in the communities where chemical plants are located.

Organizations can work to avoid crises, but crises sometimes still occur—especially accidents, natural disasters, and product tampering. The next three principles apply when a crisis occurs.

· The Accountability Principle. Organizations should accept responsibility for a crisis even if it was not their fault. Johnson and Johnson, for example, accepted responsibility for poison placed in Tylenol capsules, even though someone else put the poison there.

· The Disclosure Principle. At the time of a crisis, an organization must disclose all that it knows about the crisis or problem involved. If it does not know what happened, then it must promise full disclosure once it has additional information. This has been the case at the Brookhaven National Laboratory in the United States, for example, which disclosed all information about the leak of radioactive Tritium from a nuclear reactor into the groundwater and about pollution in a river whose source is on the laboratory’s grounds.

· The Symmetrical Communication Principle. At the time of a crisis, an organization must consider the public interest to be at least as important as its own. Public safety, for example, is at least as important as profits. Therefore, the organization has no choice other than to engage in true dialogue with publics and to practice socially responsible behavior when a crisis occurs.
One of the key roles of a public relations executive is to counsel other senior managers when he or she believes management decisions or actions are likely to create active publics, issues, and crises. Often, however, it is difficult to convince management that it might need to make a different decision or change the organization’s behavior to avoid the damage of public opposition to the organization. The next tool, scenario building, provides a means for making that task easier.

Scenario Building

 Once a public relations professional who participates in strategic management identifies strategic publics related to a decision, he or she needs tools that can be used to show other managers what those publics might do, what issues they might create, and what crises might develop if different decisions are made. Management scholars have used scenarios for some time as a way of visioning the consequences of different decisions, and public relations executives can use the technique to help the other managers they counsel to envision “alternative futures” and uncertainties and “refine their present actions” (Sung, 2007, p. 178).


Sung (2004, 2007) reviewed the literature on scenarios and integrated it with theories of the role of public relations in strategic management, the situational theory of publics, and issues management. She used these theories to construct a nine-step model of scenario building that public relations executives can use as they participate in strategic management:

1. Task analysis. Define the time and geographic scope of a decision and analyze the present situation.

2. Environmental influence analysis. Identify stakeholders through environmental scanning and analyze their interrelationships with other stakeholders.

3. Issue selection and analysis. Select the most critical issues identified by the review of the environment, environmental changes, and strategic plans of the organization.

4. Key uncertainty identification. Classify key uncertainties, strategic stakeholders, and driving forces originating in areas such as politics, economics, society, and technology.

5. Key Public Identification. Use the situational theory of publics to identify and segment strategic publics.

6. Scenario plot and component identification. Use the outcomes of environmental scanning and interviews of strategic publics to identity components of scenarios and combine them into scenario plots.
7. Scenario development and interpretation. Develop a draft of scenarios and get feedback from others to make sure the scenarios are consistent and plausible and make sense.

8. Final decision scenarios. Check the final scenarios by anticipating how major stakeholders would react to them.

9. Consequence analysis and strategy development. Evaluate the scenarios based on the opportunities and risks they suggest and use them to develop a strategy. (Sung, 2007, pp. 179-180)

Sung (2004, 2007) evaluated this model in a case study in which she worked with public relations professionals at a major insurance company to identify publics and construct scenarios related to issues. The professionals with whom she worked concluded that scenarios improved their ability to contribute to strategic organizational decisions.

Evaluating Public Relations Programs
As Figure 1 indicates, the ultimate goal of communication programs such as community relations, media relations, or employee relations—and even of specific communication activities such as an open house, a media interview, or an employee publication—is a quality relationship with a strategic public. Relationships develop slowly, however, and a particular communication activity or short-term program can be expected only to have an incremental effect on the quality of a relationship. In most cases, that incremental effect will be too small to measure.
The next section of this chapter will discuss how to identify and measure the long-term effects of communication programs on relationships and reputation. This section is devoted to setting objectives for and evaluating the outcomes of communication programs that fit within the center oval of Figure 1. Setting such objectives and measuring whether they have been achieved is the essence of the strategic management of individual communication programs—one of the generic principles of excellent public relations.

Communication research has identified five short-term objectives that can be attained through discrete activities and programs (J. Grunig, 2005, J. Grunig & Hunt, 1984, Chapter 6). Each can be measured either quantitatively or qualitatively, depending on the nature of the evidence desired to show the effect of the programs. Sometimes qualitative evidence is sufficient; at other times management or a client demands quantitative evidence. In most of the communication literature, these objectives are defined as one-way effects—as effects on the public. These one-way effects also can be measured on management, however, to determine effects of symmetrical programs. When we think of two-way effects, different terminology makes the objectives more meaningful.


The one-way effects are the following, with examples and measures included:

· Exposure. Members of a strategic public or of management receive a message. Stories are placed in the media and members of publics read them. Members of a public see an advertisement, attend a special event, go to a web site, or read a brochure. Managers meet with public leaders, read the results of a public opinion survey, or view a videotape of a focus group. Exposure can be measured through such methods as readership surveys, attendance counts, web hits, or management attendance at meetings. Note that media monitoring alone usually is not a sufficient measure even of exposure because it cannot tell you if anyone has read or seen a news story.

· Retention of messages. Members of the public not only are exposed to a message; they also remember the message. Recipients of the message do not necessarily agree with the message or plan to do anything about it. They simply remember what you said. This objective can be measured through questions about the recall of messages. 

· Cognition. Recipients of messages not only remember messages but they understand them and develop new knowledge. To measure a cognitive effect, for example, survey participants could be asked a multiple-choice question testing knowledge of the organization.

· Attitude. Members of a public or of management not only receive and understand a message; they also evaluate its implications favorably and intend to behave in a way that is consistent with a message. Attitudes can be measured through conventional evaluative questions.

· Behavior. Members of a public or of management behave in a new or different way—changing the behavioral relationship of an organization and public and the consequences that each has on the other. Behaviors can be measured by asking what publics have done that affects the organization or that management has done that affects a public.


The conventional wisdom in communication research has been that these five effects constitute a hierarchy of effects—that changes in behavior, for example, must be preceded by changes in exposure, message retention, cognition, and attitude. However, these effects can occur independently of each other or in a different order. For example, people often hold attitudes that are based on limited or no knowledge. Or, behavior sometimes changes before attitudes or cognition changes. Therefore, a public relations manager should decide which objectives are most likely for each communication process that he or she wants to evaluate. The objectives become more difficult to attain as we move from exposure to behavior.


When a public relations department thinks of its objectives in two-way terms, it should use somewhat different terminology for the above five effects. Two-way objectives envision the effect of communication activities on management and publics simultaneously. Ideally both change, although sometimes one must change more or less than the other.

· Exposure becomes mutual awareness. Both management and public are aware of the effect they have on the other.

· Message retention becomes accuracy. Both can accurately remember and repeat what the other said.

· Cognitive effect becomes understanding. Both have similar cognitions about a problem or issue or purpose of the organization.

· Effect on attitude becomes agreement. Both have similar evaluations of what the organization or public wants and intend to behave in a way that enhances their relationship.

· Effect on behavior becomes symbiotic behavior. Both behave in a way that serves the interests of the other as well as their own interests.

Public relations professionals should recognize that the main reason to measure short-term objectives is not so much to reward or punish individual communication managers or the entire public relations function for success or failure as it is learn from the research whether a program should be continued as is, revised, or dropped in favor of another approach. If pretesting is conducted of programs, rather than just post testing, such decisions can be made before large expenditures of time and money are made on a program.


Over the long term, successful short-term communication activities and programs in the center oval of Figure 1should contribute to the development and maintenance of quality long-term relationships with strategic publics and the reputation of the organization—the concepts on the left side of Figure 1. Relationships and reputation have value to the organization and make it more effective. To understand the nature of relationships and reputation and how to evaluate them, I turn next to these long-term objectives because of their logical relationship to the outcomes of communication programs.
Relationships and Reputation


As I have emphasized throughout this chapter, strategic public relations consists of 1) identifying the most strategic publics with which an organization needs to develop a relationship; 2) planning, implementing, and evaluating communication programs to build relationships with these publics, and 3) measuring and evaluating the long-term relationships between the organization and these strategic publics. The previous section described how to determine the effects of specific communication programs on the cognitions, attitudes, and behaviors of publics in the short-term. There is a link, however, between short- and long-term outcomes of public relations; and the overall value of public relations to an organization can be shown only by measuring the extent to which public relations achieves long-term relationship outcomes.


The Excellence study provided evidence that there is a correlation between achieving short-term communication effects and maintaining quality long-term relationships (see, especially, Dozier with L. Grunig & J. Grunig, 1995, Chapter 16). The senior communicators in excellent departments  reported more often than those in less-excellent departments that that their departments had outcome objectives for their short-term programs aimed at the media, employees, community, customers, members, government, and investors. They also reported that their departments engaged in all forms of short-term evaluation more than did the less-excellent communicators—especially scientific evaluation but also media placement and seat-of-the-pants evaluation.


At the same time, the excellent communicators more often reported that their programs had change-of-relationship effects such as changes in behavior of a public, greater cooperation between the organization and public, and the development of a stable long-term relationship. They also reported more frequent conflict avoidance effects, such as avoiding litigation, fewer complaints from publics, and less interference by government. As a result, the Excellence study provided evidence that public relations departments that had set objectives and measured the outcomes of their short-term communication programs also believed that they experienced greater success in building long-term relationships with publics.


In-depth interviews of the most excellent public relations departments in the Excellence study showed that good communication changes behavior of both management and publics and, therefore, results in good relationships. If public relations managers help management to understand that certain decisions might have adverse consequences on a public, then management might make a different decision and behave in a different way than it might have otherwise. That is a behavioral change by management that should lead to a behavioral change by a public. For example, a public would be more likely to accept a new road or building in its neighborhood, buy a product that is now more acceptable, or support a reduction in the number of employees that takes employee interests into account. There also are times when communication helps a public to trust management and to accept a decision that management wanted to make before communication took place.

Measuring Characteristics of Relationships


Public relations professionals, therefore, need a way to measure relationships to establish that short-term communication programs contribute to the quality of long-term relationships with publics. Recently, academic public relations researchers have studied the literature on relationships in related disciplines such as interpersonal communication, social, and organizational sociology to identify key characteristics of relationships and to develop measures of the quality of long-term organization-public relationships. My graduate students at the University of Maryland and I have identified two types of relationships (communal and exchange) and four relationship outcomes (trust, mutuality of control, satisfaction, and commitment) that define the quality of long-term relationships. These indicators can be measured to monitor the overall effect of public relations programs on each strategic public and, therefore, the value that the public relations function has to an organization. 


We also have conducted research to develop valid and reliable measures of the six indicators of the quality of long-term relationships—the two types of relationships and the four relationship outcomes. Details of the research can be found in a report published by the U. Institute for Public Relations (Hon & J. Grunig, 1999).  In addition to quantitative measures that can be used in survey research, we also have developed qualitative measures for the indicators that can be used both in formative and evaluative research on the quality of relationships (J. Grunig, 2002). Many public relations practitioners already have used these measures in practice, as described by J. Scott (2007), who used them as research director for the Edelman and Ogilvy public relations firms, and by Paine (2007), who uses them extensively in her work as a public relations research consultant and trainer.
Public relations managers can use these measures as indicators of the quality of their relationships with strategic publics—such as community members, journalists, and employees. Although individual communication programs do not usually produce a short-term change in these indicators, communication programs have a cumulative effect on the indicators over time. Therefore, public relations professionals should measure these indicators periodically to monitor the quality of the relationships their organizations have developed with each of their publics and, therefore, the value that the public relations function has contributed to the organization. Ideally relationships should be measured yearly. Minimally, they should be measured every three years.


The four indicators of the quality of organization-public relationships are:

Control mutuality--the degree to which organizations and publics are satisfied with their ability to influence the other.  Although organizations and publics seldom have equal power, each must be satisfied with the degree of control it has over the relationship.
Trust--each party’s willingness to open itself to the risk of entering into a relationship with the other party.  Trust is a complicated concept, which has several underlying dimensions. One of these is integrity, the belief that an organization is fair and just. A second is dependability, the belief that an organization will do what it says it will do. A third is competence, the belief that an organization has the ability to do what it says it will do.  

Satisfaction--the extent to which one party feels favorably toward the other because positive expectations about the relationship are reinforced

Commitment--the extent to which each party feels that the relationship is worth spending energy to maintain and promote.  

In addition to these four indicators of the quality of an organization-public relationship, we identified a fifth pair of relationship indicators—exchange vs. communal relationships—that define the kinds of relationships that public relations programs attempt to achieve: 

In an exchange relationship, one party gives benefits to the other only because the other has provided benefits in the past or is expected to do so in the future. In an exchange relationship, a party is willing to give benefits to the other because it expects to receive benefits of comparable value to the other. In essence, a party that receives benefits incurs an obligation or debt to return the favor. Exchange is the essence of marketing relationships between organizations and customers and is the central concept of marketing theory.  However, an exchange relationship often is not enough. Publics expect organizations to do things for them and for society for which organizations often get little or nothing in return.


In a communal relationship, both parties provide benefits to the other because they are concerned for the welfare of the other. The role of public relations is to convince management that it also needs communal relationships with publics such as employees, the community, government, media, and stockholders—as well as exchange relationships with customers. Theorists of relational marketing also point out that organizations need communal relationships with customers.  Psychologists Clark and Mills (1993), who developed the concept of communal relationships, have pointed out that communal relationships are not completely altruistic. People achieve broader goals from communal relationships with their families, friends, and acquaintances. Organizations, likewise, benefit by building a reputation for being concerned about communal relationships and encounter less opposition and more support over the long term from their publics.


Public relations professionals add value to an organization when they develop communal relationships with all publics affected by organizational behaviors—not just those who provide the organization something in return. Communal relationships are important if organizations are to be socially responsible and to add value to society as well as to client organizations. They also greatly reduce the likelihood of negative behaviors from stakeholders mentioned above—litigation, regulation, strikes, boycotts, negative publicity, and the like. Exchange relationships are necessary for customers, stockholders, and suppliers. However, exchange relationships never develop the same levels of trust and the other three relationship indicators that accompany communal relationships. Therefore, public relations can enhance the relationships with these stakeholders by using their unique expertise to produce communal as well as exchange relationships.


This is not to say, however, that exchange relationships are bad for an organization or that public relations professionals should not attempt to develop them. Clark and Mills (1993) have pointed out that most relationships begin as exchange relationships and then develop into communal relationships as they mature. Often mutually beneficial exchanges can begin to build trust, control mutuality, commitment, and satisfaction. Then, a public relations professional can help to build a long-range communal relationship where the level of these four indicators will become even higher and remain stable over time.


At other times, public relations professionals may need to build a communal relationship with a public before an exchange can occur. For example, fundraisers need to cultivate a communal relationship with potential donors before they can ask for money. Likewise, community relations specialists need to build a communal relationship before they can ask to build a new plant or ask for trust in disposing of toxic waste. All in all, however, it is the expertise needed to build communal relationships with publics that distinguishes public relations from similar professions such as marketing. And a measure of the degree to which a public perceives that it has a communal relationship with an organization is perhaps the purest indicator of the success of the public relations management function.


Hung (2005, 2007) examined these two types of relationships in a qualitative study of multinational and Taiwanese corporations working in China. She found many examples of corporations whose objectives were to establish exchange and communal relationships with their publics. At the same time, she identified six other types of relationships used by these corporations, which ranged on a continuum from pure concern for the organization’s self interest (exploitive relationships) to pure concern for the interest of publics (one-sided communal relationships). In between these extremes, she identified manipulative, contractual, symbiotic, exchange, covenantal, and mutual communal relationships. 


Eventually, researchers will develop and test measures of all of these types of relationships to make it possible for public relations professionals to evaluate the types of relationships they have with publics. In the meantime, public relations people should use this classification of types of relationships to choose objectives for public relations programs. Public relations should aim for mutually communal relationships, or nearby types of relationships on Hung’s (2007) continuum. At the same time, the measures we have developed for communal relationships in general serve as good indicators of success in establishing such relationships.

Relationship Cultivation Strategies


Most of the knowledge that public relations professionals possess has something to do with how to communicate with publics to cultivate a relationship with them. Not all strategies for cultivating relationships are equally effective, however. Therefore, we must recognize that not all public relations strategies, techniques, and programs are equally likely to produce quality relationship outcomes. Strategies that are symmetrical in nature generally are more effective than asymmetrical strategies. 


Our research on the models of public relations and the dimensions that underlie these models, therefore, has expanded into research on specific symmetrical and asymmetrical strategies that can be used in communication programs to cultivate relationships with publics. Public relations professionals should be able to list symmetrical and asymmetrical strategies they have used. Researchers, similarly, have begun to identify such strategies and organize them in a catalogue from which practitioners can get ideas to use in their work. Hon and J. Grunig (1999) and J. Grunig and Huang (2000) used research by Canary and Stafford (1991), Plowman (1995), and Huang (1997) to provide these examples of symmetrical cultivation strategies:

· Access. Members of publics or community or activist leaders provide access to public relations workers. Public relations representatives or senior managers provide representatives of publics similar access to organizational decision-making processes. Either party will answer telephone calls or read letters or e-mail messages from the other. Either party is willing to go to the other when it has complaints or queries, rather than taking negative reactions to third parties. 

· Disclosure or openness. Both organizations and members of publics are open and frank with each other, willing to disclose their thoughts, concerns, and problems as well as their satisfaction or dissatisfaction with each other. 

· Assurances of legitimacy. Each party in the relationship attempts to assure the other that it and its concerns are legitimate and to demonstrate that it is committed to maintaining the relationship. 

· Networking. Organizations build networks or coalitions with the same groups that their publics do, such as environmentalists, unions, or community groups.

· Sharing of tasks. Organizations and publics share in solving joint or separate problems.  Examples of such tasks are managing community issues, providing employment, conducting high-quality research, and maintaining funding, which are in the interest of the organization, the public, or both.

· Integrative conflict resolution strategies. Integrative approaches are symmetrical because all parties in a relationship benefit by searching out common or complementary interests and solving problems together through open discussion and joint decision-making.  The goal is a win/win solution that values the integrity of a long-term relationship between an organization and its publics. Integrative strategies are more effective than distributive strategies, which attempt to impose one’s position onto that of an adversary without concern for the adversary’s position.

Plowman (2007) studied how public relations professionals use conflict resolution techniques; and, in doing so, identified a number of strategies that can be used to cultivate relationships when organizations and publics disagree. In addition to integrative and distributive strategies, he identified two related strategies:

· Be unconditionally constructive. When either a public, or management, refuses to come to an agreement, practitioners can follow the advice of Fisher and Brown (1988) to behave in a way that is good for the relationship, even if the other side does not reciprocate. This strategy is still two-way and win/win because the organization does everything it can to affect the interests of the public while still serving its own interests—even though the public doesn’t participate in the process.

· Win/win or no deal. If there is a stalemate in a negotiation, the best strategy might be to postpone the negotiations until the other is willing to look for a solution that would benefit both—to agree to disagree until a later time. Covey (1990) named this strategy win/win or no deal.
Hung (2007) provided another example of a relationship cultivation strategy from her research on multinational and Taiwanese corporations in China:

· Keeping promises. Keeping promises to publics increases trust by demonstrating dependability and competence (two dimensions of trust).

Rhee (2007) conducted an extensive case study of community and employee relationships at the Brookhaven National Laboratory in New York, a physics research laboratory operated for the U. S. Department of Energy. She identified these additional cultivation strategies:

· Visible leadership. The director of the laboratory was visible in the community and interacted frequently with community groups and a community advisory council established by the public relations department.

· Listening. Listening to community groups and members of the advisory council and not prejudging their views, even when they disagreed with the laboratory.

· Responsiveness. Responding to community requests and to issues in a timely manner.

· Continued dialogue and patience. Continuing to work at the relationship through open communication, even though disagreement and conflict persists.

Relationship cultivation strategies provide ideas and objectives to plan communication programs. In addition, they can serve as process objectives—objectives that can be used to evaluate programs before specific relationship outcomes have occurred. A public relations staff can measure these process objectives to provide meaningful information in the short term that their communication programs are leading to desired long-term effects. For example, public relations managers can measure disclosure by publics to the organization by counting suggestions, complaints, inquiries, and other contacts that members of publics, the media, government, or leaders of activist groups make with the organization, rather than to regulatory bodies, legislators, or the media.  

Reputation


As discussed in the section on the value of public relations, public relations practitioners and management scholars have paid a great deal of attention to an organization’s reputation in recent years, in the belief that reputation is an intangible asset that adds both monetary and nonmonetary value to an organization. Research conducted by my colleagues and me (J. Grunig & Hung, 2002; Yang, 2005; Yang, 2007; Yang & J. Grunig, 2005) has shown, however, that public relations has a greater long-term effect on relationships than on reputation and that reputations are largely a byproduct of management behavior and the quality of organization-public relationships. Thus, attending to relationships will ultimately improve an organization’s reputation. Reputation, however, cannot be managed directly; it is managed through the cultivation of relationships.


Hung and I (J. Grunig & Hung, 2002) compared our understanding of the value of relationships with the value attributed to reputation by both public relations professionals and business scholars. We explored definitions of reputation and similar concepts such as brand, image, goodwill, and impressions. We concluded that all of these terms actually describe a single concept that cognitive psychologists call a cognitive representation. For ease of communication, we called the single concept a reputation. 


Definitions and measures of reputation, both in the psychological and business literature and in the professional public relations literature, suggest that reputation consists of what members of publics remember about an organization and talk about among themselves. In the research literature, the British psychologist Bromley (1993) defined reputation as “what is collectively said or believed about a person or thing” (p. 1). In the first issue of the journal Corporate Reputation Review, business scholars Fombrun and VanRiel (1997) defined it as the “collective representation of a firm’s past actions and results” (p. 10). In the professional literature, Walker Information, Inc. (1998), a research firm, defined reputation as “the reflection of an organization over time as seen through the eyes of its stakeholders and expressed through their thoughts and words” (p. 1).

Nevertheless, we found that most popular measures of reputation—such as the Fortune reputation index or Fombrun’s Reputation Quotient developed with the support of the Weber Shandwick Worldwide public relations firm (Genasi, 2001) and the Harris Interactive research firm (Harris Interactive Reputation Quotient, 2001)—measure attitudes toward corporations rather than reputations. Attitudes are cognitions (thoughts) with an evaluative judgment attached to them. Most measures of reputation consist of the averaged evaluations of a number of areas of corporate performance (such as ethical behavior, treatment of employees and workplace conditions, financial performance, leadership, quality of management, social responsibility, customer focus, quality, reliability, and emotional appeal) as rated by several quite different publics (such as financial analysts, CEOs, and the “general” public). Because of the wide differences in publics and in the areas evaluated, the single average measure of reputation produced by most of the reputational surveys means little.


In contrast to these averaged measures, most writers about reputation (such as Fombrun, 1996) do actually argue that reputation is a product of organizational behavior and of relationships with publics. Yet they measure neither the behaviors that publics recall nor relationships. I do not believe that reputation can be managed directly. Rather, it can be influenced by affecting the behavior of management—when public relations executives participate in the strategic decision-making processes of an organization. I also believe that reputation is a direct product of organization-public relationships and that relationships should be used as the focal variable for measuring the value of public relations to an organization.


In contrast, writers about reputation seem to believe that public relations serves a strategic messaging function rather than a strategic management function. For example, in his book on reputation Fombrun (1996) discussed public relations in the chapter on Shaping Consistent Images, which contains headings such as Spin Doctoring, Swayed by the Media, and Public Facades. In contrast, I believe that public relations can help shape management behaviors by using communication to allow publics to make input into the making of important organizational decisions. The role of public relations goes beyond communicating messages after decisions are made. Reputations are shaped by organizational behavior, and messages alone cannot change the way publics think about these behaviors.


To support this theory, J. Grunig and Hung (2002) developed a cognitive theory of reputation. We used the work of cognitive psychologists and communication theorists (Anderson, 1996, 2000; Anderson & Lebiere, 1998; Bromley, 1993; Carter, 1979; Kruglanski, 1989; W. A. Scott, Osgood, & Peterson, 1979) to develop an open-end measure of the cognitive structures that publics have of organizations. We defined reputation as a distribution of different cognitive representations (rather than an average score) held by members of a collectivity—such as the general population or a specific public of an organization. These representations may or may not include an evaluation—an attitude. To measure this concept of reputation, we asked a sample of the general population to “describe in a sentence or two what comes to mind when you think of” five organizations that we chose for different reasons. We coded these responses into different categories and then scores on the six relationship variables described above for participants who mentioned and did not mention each category.


Our data showed associations among organizational behavior, relationships, and reputation. Although organizational behaviors recalled by participants in the research were not at the top of the distribution for all of the organizations we studied, they were at the top for organizations that were particularly popular or unpopular. The recall of either good or bad behaviors, in turn, had the most significant effect on the way our research participants viewed the type and quality of relationships with an organization. These associations support our theory, especially for more involved publics, that management behaviors affect relationships and that the type and quality of a relationship lead members of these publics to associate either positive or negative attributes with an organization (to have positive or negative “images”). 


At the same time, we found evidence that there can be a reputational relationship between an organization and a less-involved public—in the way described in Figure 1. People who do not have experience with an organization can, and do, evaluate their relationship with it solely on what they have read or heard from others. In the case of one organization we studied, the National Rifle Association, this reputational relationship lead people to stigmatize or shun the organization—even though they did not perceive an involvement with it or have more than superficial knowledge about the organization.


Rather than focusing on reputation as a sole measure of the value of public relations, therefore, our research suggests that public relations professionals should focus on relationships as an indicator of both the value and the success of their work. Our research also suggests that public relations activities have a much stronger link to relationships than to reputation, and that relationships should be the focus of evaluation research in public relations. However, we also found that it is useful to measure reputations, using the open-end question we devised, along with relationships to help understand what people think and say about an organization as well as how they evaluate their relationship with that organization.
An Ethical Framework for Public Relations


At the end of Chapter 2, in the section on the Globalization of the Excellence Theory, I pointed out that public relations professionals in Slovenia had suggested that we add ethics as a generic concept when we asked them if the list of principles from the Excellence study was complete. Public relations scholars and practitioners have written a great deal about ethics, and most public relations societies have codes of ethics. However, most of what has been written has concerned the personal ethics of practitioners and the relationships among practitioners and their clients. Such ethical problems have included the giving and taking of gifts, dealing with the media, competing for new business, service to clients, fee structures, lying, accuracy, concealment, accountability for results, confidentiality, whistle blowing, gender and diversity, and multicultural issues. In addition, much has been written about the ethics of public relations as a profession, including the role of advocacy and the balancing of loyalty to a client or employer with the public interest.


Even more important than these personal questions, however, is the role of public relations in the ethical decision-making of organizations. Our research on excellent public relations suggests that the public relations function can be an ethical counselor to an organization—the management function primarily responsible for introducing moral values and social responsibility into organizational decisions. A unique contribution of public relations to strategic management could be serving as the voice of ethics and social responsibility when important organizational decisions are made. 

Management theorists have suggested the need for such an ethics role, although few have realized that public relations can fill it. For example, Freeman and Gilbert (1988) pointed out that management theorists have made two "discoveries": 1) organizations consist of human beings who have values, values that help to explain how managers make strategic decisions; and 2) in making strategic choices organizations have found that outside groups--stakeholders--such as customers, suppliers, communities, governments, owners, and employees affect and are affected by the choices organizations make. Thus Freeman and Gilbert stated two axioms of corporate strategy:

· Corporate strategy must reflect an understanding of the values of organizational members and stakeholders.

· Corporate strategy must reflect an understanding of the ethical nature of strategic choice. (pp. 6-7)

Many organizations have developed the position of an ethics officer to monitor the ethics of behavior in those organizations (Petry & Tietz, 1992). Ethics officers can incorporate ethics and responsibility into the formal rules and structure and the cultural values of those organizations; but most ethics officers are not public relations practitioners or even part of a public relations department. Nevertheless, as Budd (1992) said, public relations can be the formal mechanism that incorporates questions of ethics and responsibility into organizational decision-making. Public relations is the function that introduces the values and problems of stakeholders into strategic decisions and that introduces a moral element to those decisions.


For public relations practitioners to serve as ethics counselors for organizations, however, it is necessary to address the ethics of public relations as a profession and to incorporate ethics and social responsibility into our normative theories of how public relations should contribute to the strategic decision processes of organizations. Most importantly, we must build our theories of ethical public relations from established philosophical theories of ethics—something rarely done in the literature on public relations ethics.


Ethicists throughout history have developed two major kinds of theories: 1) teleological 

theories, which emphasize the consequences of one’s behavior on others, and 2) deontological or rules-based theories. Consequentialist theories seem to be a relevant starting point for public relations ethics because of the central role of consequences in public relations. A public relations problem exists when an organization has consequences on a public or a public on an organization. In addition, organizations have a social responsibility when they have consequences on publics or on society as a whole. 

In addition to this consequentialist approach to ethics, Pearson (1989) developed a deontological theory of public relations ethics based on the idea of an ideal communication situation proposed by the German philosopher and communication scholar Jurgen Habermas. Pearson proposed two rules of ethical public relations:


1. It is a moral imperative to establish and maintain communication relationships with all publics affected by organizational action.

2. It is a moral imperative to improve the quality of these communication relationships, that is, to make them increasingly dialogical [symmetrical]. (p. 377)

The first of these rules essentially specifies that it is necessary for an organization to take consequences on publics into account when it makes strategic decisions. The second states that organizations have the moral obligation to communicate with those publics even though the organization cannot always accommodate the public.


J. Grunig and L. Grunig (1996) proposed that Pearson’s two moral imperatives can be translated into an ethical theory of public relations that incorporates both a teleological and a deontological perspective:

· Teleology: Ethical public relations professionals ask what consequences potential organizational decisions have on publics.

· Deontology: Ethical public relations professionals then have the moral obligation to disclose these consequences to publics that are affected and to engage in dialogue with the publics about the potential decisions.

Bowen (2000, 2004, 2005, 2007) has developed a deontological theory of ethical decision-making in public relations based on Immanuel Kant’s concept of a categorical imperative and extensive interviews with public relations professionals in case studies of two highly ethical organizations. Her model proceeds in stages that essentially elaborate on the two principles of Pearson (1989) and J. Grunig and L. Grunig (1996).

· Stage 1 asks whether one is acting on the basis of reason alone and not because of political influence, monetary influence, or pure self-interest.

· Stage 2 applies the Categorical Imperative and asks questions such as, “Would this organization accept this decision if it were on the receiving end?”

· Stage 3 asks the organization to consider its duty, its intention, and dignity and respect for the organization, publics, and society.

· Stage 4 calls for symmetrical communication about the results of the decision-making process.
I believe that the most important question for public relations ethics is the problem of divided loyalties that is inherent in public relations: How can one balance the interests of the organization with the interests of its publics, as well as the interests of society, of the public relations profession, and of the individual professional? I do not believe that pure advocacy or total loyalty to the client organization is the answer to this problem. Rather, I believe ethical principles that help one balance divided loyalties and engage in symmetrical communication provide a better answer. 

EMPOWERMENT OF THE PUBLIC RELATIONS FUNCTION

Chapter 3 has explained the role of public relations in strategic management—to identify stakeholders and publics affected by the consequences of organizational decisions and to serve as the voice of publics in the arena of strategic management. The chapter then identified and described a number of tools that public relations executives can use when they participate in strategic management. Public relations executives can use these tools to scan the environment, identify and segment stakeholders and publics, deal with issues and crises, build scenarios, evaluate public relations programs, cultivate and evaluate relationships and reputation, and serve as ethical counselors to the organization. Nevertheless, public relations officers cannot serve this strategic management role unless the organization empowers them to do so.  Sadly, a large number of organizations, especially in developing countries, do not empower their public relations staff to fill this strategic management role.


Fortunately, public relations researchers have studied why some public relations practitioners are empowered and others are not. This research began with the Excellence study, which showed that the relationship of public relations to an organization’s dominant coalition is a key characteristic of excellent public relations. In the Excellence study, we conceptualized power as empowerment, the expansion of power throughout the organization and to its external stakeholders. We found that organizations that included a larger number of people from both inside and outside the organization in the dominant coalition also were more likely to include the head of public relations and outside stakeholders and activists in that powerful group. 
The Excellence study also showed that public relations executives are most likely to enter the dominant coalition when they develop extensive knowledge of the organization and knowledge of public relations as a strategic function. Lastly, it showed that public relations executives become empowered when the dominant coalition most needs their expertise. That expertise is most relevant when organizations confront issues and crises. Thus, public relations executives should use techniques such as environmental scanning and scenario building to anticipate issues and crises and to be ready to help other managers deal with those issues and crises when they occur.


In a study of power and the public relations function, Berger (2005) added to our understanding of how public relations executives can relate to the dominant coalition. Like Mintzberg (1983), Berger found that there is no single dominant coalition in an organization. Rather different coalitions of strategic managers develop for different problems and decisions. Thus, different coalitions are dominant at different times. Berger found that a public relations executive typically was a member of these coalitions when his or her expertise was relevant to a decision. This finding again reinforces the necessity for public relations managers to have the expertise needed to scan the environment, construct scenarios, and build relationships with strategic publics—the key roles of public relations in strategic management.
Activism and Resistance 

Nevertheless, Berger (2007) correctly pointed out that the Excellence study demonstrated the importance of empowering public relations executives but that it did not reveal what practitioners do in practice to become empowered and what precisely they do when they try to exercise power inside the dominant coalition or in interaction with the dominant coalition. He explained:

What happens at the table, for example, and how does it happen? What opportunities and constraints do public relations managers confront? What communication tactics and strategies are brought to bear as decision makers debate, posture, exchange, and attempt to advance their ideas in this power-control center? What influence tactics work best in various conditions? When and how do public relations managers dissent or embrace activist approaches in their organizations. (p. 229)


Some critical theorists, who have analyzed the Excellence theory, have argued that it is theoretically inconsistent to say that public relations should attempt to provide a voice to publics, build trust, and cultivate relationships and still attempt to be at the center of power—in the dominant coalition. For example, Pieczka (2006) asked, “how can it be possible to talk about decentralization, empowerment, and trust, and at the same time claim that to be effective public relations needs to be in the dominant coalition” (p. 355).

Some theorists, therefore, have argued that public relations should maintain a position outside of the dominant coalition where it can challenge those in power. Holtzhausen (2000, 2007;  Holtzhausen & Voto, 2002), for example, argued that public relations executives should be in-house activists who “speak up about unfair treatment and stand up to power” (2007, p. 367).  Berger (2007) described this activist role as “engaging in resistance activities (forms of advocacy, dissent, and activism against the forces that constrain them” (p. 229). 

Berger and Reber (2006) interviewed nearly 200 public relations professionals and conducted survey research of more than 1,000 other professionals to understand how they relate to the dominant coalition and what resistance activities they use to increase their influence and legitimacy. Berger (2007) said this research showed that practitioners “rely heavily on just three types of influence tactics—rational advocacy, coalitions, and pressure—and use consultation, legitimation, exchange, and emotional and inspirational appeals far less often” (p. 231). Berger added that Reber’s and his research showed that practitioners fail to use a number of power resources and tactics described in their book (Berger & Reber 2006) and continue to use only a few resources and tactics that years of experience have shown are not effective. 

The research on activism and resistance helps public relations executives understand what they should do when they find themselves without influence, outside the dominant coalition, or without access to the dominant coalition. Rather than lamenting the fact that they do not “have a seat at the management table,” the research shows what they can do to exercise power in spite of “being outside the door” when decisions are made. They can develop expertise and use resources and tactics described by Berger and Reber (2006) to influence or become parts of the shifting coalitions that become “dominant” when different types of organizational problems occur and decisions must be made. 
Institutionalization of Public Relations as a Strategic Management Function

Anyone who attends a typical meeting of a professional public relations society or reads a professional publication seldom can avoid hearing complaints that organizational executives, journalists, and members of the general population fail to understand the public relations function and trivialize its value for organizations and society. Berger (2007) reported the same thing after interviewing 97 successful public relations executives. Although he said most of the professionals interviewed defined public relations as a strategic management process, “Nearly half of the participants … also said that the biggest impediment to empowerment of public relations in their organizations was the inaccurate or narrow perceptions of the function’s role and value by other organizational executives” (p. 230).
This narrow and inaccurate understanding of public relations is perhaps the greatest problem facing the profession. Throughout the world, public relations too often is understood as a symbolic, interpretive, function rather than as a strategic management function, as described in 
Chapter 1—a view of the profession that reduces its effectiveness, both for organizations and publics, and limits its acceptance by society. In sociological terms, public relations has become institutionalized (i.e., commonly understood and practiced) as an interpretive function. Yi (2005) has made a compelling argument that research is needed to learn how to reinstitutionalize public relations as a strategic management function so that organizations come to understand and accept the profession in this way rather than solely as a messaging, publicity, and media relations function.

I believe that a primary research challenge, therefore, is to learn how to convert public relations from the buffering role described in Chapter 1 into the bridging role that modern organizations need to be effective and that societies around the world need to become more harmonious. At the same time, there is a danger that institutionalizing public relations as a strategic management function might ossify its practice as much as its institutionalization as an interpretive function has frozen and limited the practice. I agree, therefore, with L. Grunig (2007), who has said that public relations must continually evolve as a strategic management function and continually reinstitutionalize itself to adjust to changes in organizations, communication technologies, and societal expectations. 
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