UNIT ONE
Concepts and definitions of Public Relation 
1.1 Defining Public Relations 
Like most subjects or disciplines, public relations have as many definitions as there are authors and practitioners in the field. These authors and practitioners offer varying definitions based on their knowledge, experience and practices perspectives. However, as we examine these definitions, you will observe points of similarities and unanimity in them. Thus, a major point of agreement is that public relations involve creating mutual understanding between organizations and their publics. As an activity, PR is very complex, indeed it has many components. 
According to Herbert M. Baus, “Public Relations is a combination of philosophy, sociology, economics, language, psychology, journalism, communication and other knowledge into a system of human understanding." 
The management function of public relations is most frequently expressed in definitions. One of the most widely taught, especially in the United States, is that of Cutlip, Center and Broom (2000: 4): ‘Public relation is the management function that identifies, establishes and maintains mutually beneficial relationships between an organization and the various publics on whom its success or failure depends.’ This tells us that we cannot talk about public relations without reference to publics. It also reminds us that every public relations effort is aimed at a specific public per time. A public is any group whose members have a common interest or common values in a particular situation. Publics differ from one organisation to another and the publics of one organisation may not be the publics of another organisation. 
There are several phrases to note in this well-known definition. They first describe public relations as a ‘management function’ which implies it is a deliberate, planned action that has an outcome in mind. This is reinforced by ‘identifies, establishes and maintains’, which demonstrates research and a continuum of activity. ‘Mutually beneficial relationships’ relates to a two-way communication process through which the organization will act in the interests of both itself and the groups or publics with which it interacts. This Principles of public relations practice definition goes one stage further than others do by defining publics as those ‘on whom its success or failure depends’. This verges on tautology as publics by their very nature are of central importance to an organization by giving it a reputation and a commercial, governmental or other organizational raison d’être. However, this is a comment that queries an aspect of this definition, not its central thrust of being a managed process of two-way communications. 
In the UK, the common definition is that proposed by the Institute of Public Relations. It embodies many of the aspects of the US definitions but notably omits the management function and says: ‘Public relations practice is the planned and sustained effort to establish and maintain goodwill and mutual understanding between an organization and its publics’. Also note that the aim is not popularity or approval, but goodwill and understanding. Many think that PR is just about promoting an organization, whereas most PR work involves ensuring publics have an accurate view of the organization, even if they don’t like what it does. 
Public relations efforts must ensure that not only does the organization understand its publics; the public’s must equally understand the organization. It must understand its reasons for whatever actions it takes. As a public relations officer or manager of your firm, for instance, it is your duty to ensure that mutual understanding is achieved between your firm and its several publics. More often than not, the publics are passive at performing this role. Therefore, your organisation must take proactive steps towards achieving it. 
The Public Relations Society of America (PRSA) says “public relation is concerned with or devoted to creating mutual understanding among groups and institutions.” The PRSA recognises the place of groups and institutions in the public relations process. It admits that these entities have interests that must be protected. It also presupposes a streamlining of these benefits for mutual good. The concept of mutuality in this definition makes you as a public relations man or woman an intermediary between your organisation and its publics. This implies that you should be able to align the interests of these two parties for their mutual advantage. You do this by convincing your organisation that public relations attempts to put the broad interest of the public first before the special interest of the organisation. By doing this, the organisation is indirectly serving its own interest; hence PR has what is called “enlightened self interest”. 
Frank Jefkins, a British author, in his book Public Relation, says “public relations consist of all forms of planned communication both inward and outward between an organization and its publics for the purpose of achieving objectives concerning mutual understanding.” Jefkins’ definition includes a term common to many other definitions of PR: mutual understanding. Mutual understanding is a very broad concept which every organisation must seek to establish. ‘Inward and outward communication’ implies a two-way communication involving both the organisation and its various publics. 
Our last definition is the one often referred to as the Mexican statement. This definition was adopted at the first World Congress of National Public Relations Associations, held in Mexico in 1978. It states “ Public Relations is the art and social science of analysing trends, predicting their consequences, counselling organisational leaders as well as planning and implementing a programme of action that will serve the interest of not only the organisation but also that of its publics.” You will agree that this definition is broad, multidisciplinary and all-embracing. It suggests that public relations borrow knowledge and expertise from other fields, like psychology, politics, sociology, languages, etc.
Public relations are an art because it involves artistic skills, fine arts, language, writing, public speaking, etc. It is a social science because it uses social scientific instruments to understand and predict human behaviour. It attempts to understand its environment and relates with it mutually. Public relations monitors, surveys and researches issues and happenings in the environment. It advises the organisation so that the policies of the organisation are in line with the expectations of its publics. It implements programmes that will favour both the organisation and the publics in a win-win outcome. 
The definition also raises that strange word ‘publics’, which will be discussed more fully elsewhere. It is important, however, to stress that public relations is not about dealing with ‘the public’ as people often think. In PR we say there is no such thing as the public – there are instead many different groups of people – not just consumers, but suppliers, employees, trustees, members, local and national trade and political bodies, local residents, among many others. One of the key concepts of PR is the idea that these groups – or publics – have different information needs and exert different demands on organisations. Understanding these differences is a vital skill of PR.
Philip Kitchen (1997: 27) summarises the deﬁnitions as suggesting that public relations:
1. Is a management function...
2. Covers a broad range of activities and purposes in practice...
3. Is regarded as two-way or interactive...
4. Suggests that publics facing companies are not singular (i.e. consumers) but plural...
5. Suggests that relationships are long term rather than short term.
Wilcox et.al (2003 suggest that the following additional elements are also common to the various definitions:
· deliberate: Public Relations is intentional, not haphazard
· planned: It is organized, not short term
· performance: Public Relations cannot be effective unless it is based on the actual performance of an organization
· public interest: Public Relations should be beneficial to the organization and the general public
Nessman adds the following to the mix: creating and reinforcing trust; arousing attention; creating and preserving communication and relationships; articulating, representing and adjusting interests; influencing public opinion; resolving conflicts; and creating consensus (quoted in Wilcox et al. 2003: 4).
The IPR addressed these concerns by extending its definition:
 Public Relations practice is the discipline concerned with the reputation of organisations (or products, services or individuals) with the aim of earning understanding and support. This is sometimes simplified further to:
Public relations is about reputation – the result of what you do, what you say and what others say about you.
This is probably the most satisfying of the current definitions: it is simple and doesn’t attempt to catalogue all the tasks involved in managing reputation. It may even help students and practitioners explain what on earth it is they do.
1.2 What Public Relation is not/ misconception of PR
One of the greatest problems which public relations practitioners have had to grapple with over the year has been that of credibility stemming from society’s wrong perception of what a public relations person actually does. Worse still is the fact that lots of practitioners themselves do not have a clear idea of what public relations actually are. For this reason, many come into the profession with the wrong motives, intentions and perceptions. Ikechukwu Nwosu (1997) identified some of these misconceptions, thus:
1. Public relations are not about lying and selling falsehood about your product and organisation. It is not about denying every statement that does not favour your organisation. It is not about prevarication. Public relation is about telling the truth all the time.
2. Public relation is not about bribery. 
3. Public relation is based on moral principles and as such it is not ‘arranging’ pretty ladies for international visitors to government houses or to chief executives of companies, clients, board members, etc. If there is any profession where morality should be held in high regards, it is in public relations because it enhances public confidence in the profession.
4. Public relations is not magic, enchantment or paranormal. For this reason all its activities are based on scientifically provable and empirical methods. Public relation is based on high performance, quality performance, quality and credibility in terms of products, service, policies and practice. 
5. Public relation is not about organising parties and other social events. No doubt, public relation does activities of this nature, but not in the sense of making it its only preoccupation.  
6. Public relation is not about employing pretty ladies lacking in morals and principles to woo men into acting against their wishes. 
7. Public relation is not about being a yes-boy or a bag carrier for your boss’ madam or relations. Rather it is a dignified and noble profession that attracts self-confident, intelligent and self-respecting men and women.
1. 3 Evolution of Public Relations
1.3.1 Origins of Public Relations  
History is essential to a good understanding of any area of knowledge. In this part, we shall take a brief look at the global history of public relations. It is very safe to say that what we now refer to as public relations had actually been with us from the beginning of man’s existence. Although the phrase “public relations” was invented in the twentieth century, the practice of public relations had been since the dawn of recorded history. Before this phrase was invented, the 3rd American president Thomas Jeferson in 1807 used the word public relation in his 10th speech for the congress members when taking about external relation. 
Public relations practice, as it is observed today, has developed from press agentry and publicity since the turn of the last century. The US academics James Grunig and Todd Hunt (1984) consider that ‘public relations-like activity’ can be traced back to 1800 BC among Greek rhetoricians, but the direct line of descent from the Aegean to today’s public relations industry is difficult to detect.
It is seen by many as having evolved from the United States and practitioners their claim descent from Phineas T Barnum (of Barnum and Bailey Circus fame). More likely, it comes from a governmental base in the major combatant nations during World War I. The need to control information and to motivate the populations of Great Britain, France and the United States led to the formation of government propaganda organizations. An example given is the US Committee on Public Information, which conducted informational communication programmes to induce changes in public opinion. 
A significant contribution to the development of public relations came from Edward Bernays in the 1920s. He promoted a more sophisticated one-way approach to communications by contending that public relations attempts to engineer public support through the use of information, persuasion and adjustment. In his book Crystallizing Public Opinion (1923), Edward Bernays, whom many consider to be the father of public relations, wrote: “The three main elements of public relations are practically as old as society: informing people, persuading people, or integrating people with people. Of course the means and methods of accomplishing these ends have changed as society has changed.” Using Bernays’s deﬁnition, historians of public relations like Scott Cutlip and Don Bates reached far back into history to cite early examples of the industry’s practices, including Julius Caesar’s reports on his achievements as governor of Gaul, St. Paul’s Epistles to the Romans promoting Christianity, and, in the United States, the Founding Fathers’ writing of the Federalist papers to win ratiﬁcation of the Constitution. Following this line of thought, the earliest example of public relations could be Eve’s persuading of Adam to eat the forbidden apple. And if Satan had paid Eve to sing the fruit’s praises, that could be considered the ﬁrst advertisement. 
For Bernays and other public relations historians, professional public relation has always moved with civilization. Society was crude at the start of its life, so was public relations. Primitive society ruled mainly through fear and intimidation; whereas more advanced cultures employed persuasion and debate. Public relation has equally followed this trend.
Just when advertising was beginning to focus more on consumers’ perceptions than products’ speciﬁcs, public relations came under the spell of one of the all-time experts on public opinion. Besides Crystallizing Public Opinion Edward L. Bernays was also the author of the other inﬂuential PR works Propaganda (1928) and “The Engineering of Consent” (1947). In the 1920s he initiated the joining of corporate sales and social issues with the “Torches of Freedom event,” organizing women’s rights advocates in New York City to march while holding up Lucky Strike cigarettes (his client); and he pulled off the ﬁrst “global media event” with a worldwide celebration commemorating the 50th anniversary of the electric light bulb (sponsored by General Electric). 
Though Bernays’s theories may be too close to what we now call “spin” [turn, rotate, revolve] for contemporary PR practitioners to endorse wholeheartedly, they have had a lasting inﬂuence on the industry. In PR! The Social History of Spin, Stuart Ewen outlines Bernays’s steps that a public relations specialist should take to “become the creator of circumstance.” The specialist must ﬁrst study the media through which the majority of people from their “picture” of the world. Most people, according to Bernays, “like to hear new things in accustomed ways.” 
“Second,” Ewen explains, “those interested in fashioning public opinion must be sociologically and anthropologically informed; they must be meticulous students of the social structure and of the cultural routines through which opinions take hold on an inter-personal level.” Above all, Bernays believed, the PR specialist must closely study the public psyche. “If we understand the mechanism and motives of the group mind,” he asked rhetorically, “is it not possible to control and regiment the masses according to our will without their knowing it?” Bernays’s talk of “control,” “regiment,” and “will” smacks too much of propaganda (again, the name of one of his books) for today’s public relations professionals and for the public. The next generation of industry leaders would come to respect fact and reason considerably more than their often overbearing forefather. 
For many public relations practitioners, persuasion is the desired outcome of their activities, whether it is to change the attitude of government towards a client, promote an employer’s point of view or create awareness of a product or service and thus support sales. It is also the judgement applied by clients who ask whether the ‘PR effort’ made changes that were both beneficial and made an impact on profits. Yet Bernays did not simplistically advocate crude, one-way communications. His aim was to apply social science methods first to research the situation and then to create the most effective methods of communication. 
Absent from these early approaches was a developed concept of two-way communication, of strategy and of feedback applied to the programme of activity. Bernays and other leading US practitioners, some working closely with advertising agencies, were more methodical in their research and strategy, but press agents and publicity people remained short term in their approach. They concentrated on gaining column inches of copy in newspapers and magazines, not defining strategies to meet client objectives. From the 1950s onwards, notions such as ‘mutual benefit’ and ‘goodwill’ became more widespread and public relations began to move away from its roots in publicity towards a more planned approach. While significant progress has been made, this issue remains a major concern. 
With the invention of the movable type by Guttenberg in 1456, which heralded the use of mass communication technology, public relation was gradually pushed to the frontiers of modern civilization. In the 17th century, the Catholic Church established the Congregalio Propaganda Fide, the congregation for the propagation of faith. This was the origin of propaganda, a means at this time for spreading church doctrine. 
There are many hypotheses about public relation. In addition to the above thinking’s about it the following are some others. According to anthropologists,   in Babylon or the now Iraq there was cave/stone paintings that taught the society how they use irrigation, harvesting crops, and how they plough their farming land so that they think that public relation was starting at that time. The other one is in the medieval period of the 19th century in Europe church has a great power and forbid advertisings that are posted without promoting divinity. At this time the work of PR is goes down but craftsmen’s and merchants promote and post information about their products secretly. This action plays a great role of PR. 
1.3.1.1 Pioneers of Public Relations  
We cannot discuss the growth of public relations at the global level without a mention of persons who have played prominent roles in its development. We shall look at two important figures in world public relations. 
1. Ivy Ledbetter Lee (1877-1934)
Public relations historians have argued that Lee was the most famous of the early public relations practitioners. He is often regarded as a major player in birthing modern public relations. This    could be due to the major roles he played in the development of the profession. Lee helped develop many techniques and principles that practitioners use today. He believed in open communication with the media and was forthright and candid in his dealings with the press. Lee was recognised in the early twenties as the first public relations counsel. He understood that good corporate performance was the basis of good publicity. He advocated open and honest communication between an organisation and its clients. It was his principle that business had to tell its story honestly, accurately and openly in order to win public confidence and support. 
Two of Lee’s major clients were John D. Rockefeller and the Pennsylvania Railroad. He developed the publicity policy of ‘the public be informed’, which in his view was essential to good corporate image. Each time Lee sent a release to the press, he attached a copy of his famous declaration of principles which read in part “This is not a secret press bureau. All our work is done in the open. We aim to supply news. This is not an advertising agency; if you think any of our matter properly ought to go to your business office, do not use it. Our matter is accurate. Further details on any subject treated will be supplied promptly, and any editor will be assisted most cheerfully in verifying directly any statement of fact. In brief, our plan is, frankly and openly, on behalf of the business concerns and public institutions, to supply to the press and public of the United States prompt and accurate information concerning subjects which is of value and interest to the public to know about.”
At a time when public relation was at its infancy, Lee gave it credibility and ethical standards. Ivy Lee was however not a saint. Some authors believe that he did always apply the standards of truth and accuracy to his work. He was also believed to have secretly worked for Hitler.
2. Edward L. Bernays (1891-1995)
Bernays was an author, educator and public relations pioneer. He coined the famous public relations term ‘public relations counsel’ in his first book by the title ‘Crystallizing Public Opinion’ published in 1923. Bernays later published two other public relations books propaganda in 1928 and Public Relations in 1952. According to Bernays, he invented the phrase Public relations counsel because of the negative connotations attached to such terms as propagandist, publicist and press agent. In his words, “I wanted something broader than publicity and press agentry. I called what I did ‘publicity direction’, by which I meant directing the actions of a client to result in desired publicity. A year later, Doris {Bernays’ wife} and I coined the phrase ‘counsel on public relations’, which we thought described our activity better- giving professional advice to our clients on their public relationships, regardless of whether such an activity resulted in publicity”. 
Bernays had his downsides too. He is regarded as one person who encouraged smoking by women when in 1929 he, secretly working for the American Tobacco Company engaged ten carefully chosen women to walk down Fifth Avenue, smoking cigarettes. The women were advancing feminism while setting the stage for a surge in smoking. Bernays also helped establish beer as the ‘beverage of moderation’.
1.4 The Growth of Modern Public Relations 
The slogan of Public Relations in the 1960s was known as “The Customer Is King.” This decade was also a time of growth in the public relations industry. For along with the 1960s countercultural creativity came a new activism among many groups, including consumers. Groups were formed to protect citizens from unsafe products, dangerous working conditions, and other breaches of “the expanding social contract,” according to a paper by Don Bates called “Mini-Me History: Public Relations from the Dawn of Civilization.” Two popular targets of consumer activities were corporations, which then instituted customers’ “Bills of Rights” and other concessions to keep customers satisﬁed, and universities, many of which were epicenters of countercultural activity among both faculty and students. Both institutions suddenly became more accountable to their “publics” and needed to forge good relations with them. 
The ends to the civil war in America and the transition from an agricultural to an industrial society are closely linked to the march towards modern public relations in the West. The industrial revolution and its attendant pains redefined the relationships among the governments, businesses and the people. This is often referred to as the progressive era which ran from the 1890s to the United States entrance into the World War I in 1917.  The progressive era witnessed the birth of the mass media and modern public relations as natural outgrowths of the sweeping social change of that era. Through the use of the ‘new media’ at this time, organisations were able to communicate with groups essential to their success. We shall examine five social trends that have aided the development of modern public relations as outlined by Guth and Marsh (2000).

1. The Growth of Organizations
As business, organized labor, and government grew bigger after World War II, the public saw them as more powerful and more remote. As a result, people were naturally curious and suspicious about these forces that seemed to be influencing all aspects of their lives. 
The Industrial Revolution brought about the growth of big companies. This in turn led to the emergence of men who had a large chunk of the nation’s money concentrated in their hands, (like J. P. Morgan, Andrew Carnegie, and John D. Rockefeller). However, the American system which was never disposed to a money-in-few-hands economy created laws that would spread these wealth among Americans. As businesses, government and labour grew, the need for effective communication also increased . 
2. Expansion of Democracy
With the expansion of democracy, as evidenced in such developments as women’s right to vote, and direct election of U.S Senators, civil rights movements, access of minorities to the political process etc., there was the need for effective communication. Due to the increasing importance of persuasion and consensus, public relations became an integral part of the democratic process. 
3. Advances in technology
Advances in industrial technology made possible mass production, distribution, and marketing of goods. Advances in communication technology (and their proliferation) made it possible to communicate more efficiently and effectively with ever larger and more specific audiences. 
4. The Growth of Advocacy
The last two centuries have witnessed a surge in social advocacy. Movements for women’s rights, civil rights, multinationalism, rights for persons with disabilities, children’s rights, gay rights, etc, have led to an increasing use of public relations. 
5. Growth of the middle class
A growing middle class, better educated and more aware of the world around it, required information about people and organizations. 
1.5 Basic principles of public relations 
As the definitions suggest the result must be the real behavior of the organization and perception of that behavior by its publics. Therefore among the various titles now being used for the role of the public relations function are communication management (or strategic communication management), reputation management and relationship management. In delineating these, Frazer Likely says all are managerial roles. We can describe the function and roles of public relations practices by stating ten basic principles:
1. PR deals with reality not falsehoods. Consciously planned programs put the public interest in the forefront are the basis of sound public relations policy. PR deals with facts not fictions. 
2. Public relations is a service-oriented profession in which public interest not personal rewards should be the primary consideration. PR is a public not personal service. 
3. Since the public relations practitioner must go to the public to seek support to programs and policies public interest is the central criterion by which he or she should select theses programs and policies. PR practitioners must have the guts to say no to a client or to refuse a deceptive program.
4. Because the public relations practitioner reaches many publics through mass media which are the public channels of communication the integrity of these channels must be preserved. PR practitioners should never lie to the news media, either outright or by implication. 
5. Because PR practitioners are in the middle between an organization and its publics, they must be effective communicators – conveying information back and forth until understanding is reached.  
6. To expedite two-way communication and to be responsible communicators, public relations practitioners must use scientific public opinion research extensively. PR cannot afford to be a guessing game. 
7. To understand what their publics are saying and to reach them effectively, public relations practitioners must employ social sciences - Psychology, Sociology, Social Psychology, Public Opinion, Communication and Semantics. PR does not end in intuition alone.
8. Because a lot of people do PR research, the PR person must adapt the works of others, related disciplines, including learning theory and other psychology theories, sociology, political sciences, economics and history. PR field requires multidisciplinary applications.   
9.  Public relations practitioners are obligated to explain problems to the public before these problems become crises. PR practitioners should alert and advise, so people would not been taken by surprise.
10. A public relations practitioner should be measured by only one standard: ethical performance. A PR practitioner is only as good as the reputation s/he deserves.
1.5.1 The Roles of Public Relations 
Public Relation plays a wide range of roles. Philip Henslowe (1999) summarized the major roles of Public Relations. He identified five major roles of Public Relations. These, according to him, include: 
1. Images
2. Knowledge and understanding
3. Interest
4. Acceptance
5. Sympathy 
Let us now discuss what Henslowe meant by each of these concepts.
· Images- Image which is an important role of Public Relations refers to “the impression gained according to the level of knowledge and understanding of facts (about people, products or situations)”.  A full picture or image of an organization is based on the necessary information one has about that organization. Wrong, partial or incomplete information will give a distorted image about an organization. 
2. 2.1. Kinds of Image
There are different kinds of image which have roles for Public Relations
A. The mirror image- it is what we think we look like-often an illusion due to wishful thinking
B. The current image- what people outside think of an organization or a person. Often this image is due to misunderstanding, lack of knowledge and understanding, or even to hostility.
C. The ‘wish’ image- the image that the organization wishes to achieve. This type of image mostly applies to something new. 
D. The corporate image- the image of an organization. This is very important in Public Relations terms, is made up of many facts, such as its history, reputation, stability, financial success, etc. The corporate image is how an organization presents itself to the outside world. 
E. The multiple image- sometimes organizations have different divisions, with each having its own, quit separate corporate identity, or image. This can be confusing to the public, but can be overcome by using symbols, or badges or other means to provide an identifiable ‘group’ image. 
Henslowe (1999) argues public relations is an important tool to correct people’s misunderstanding about an organization and to conceive the right image in the eyes of the public. Given the availability of these images, public relations plays a vital role the existence and further success of an organization. 
· The second major role of public relations outlined by Henslowe is the knowledge and understanding function. Public relations has a significant role in sharing information to both the internal and the external public and more the wider sphere so as to cross out their misunderstanding or lack of knowledge about the organization. 
The best example revealing such a role is the increasing use of public relations by various kinds of organizations ranging from businesses to charities so as to inform media organization and the public to communicate the activities they are engaged in.
· The third role of public relations, as witnessed by Henslowe is generating interest. It raises the interest of the public with respect to an organization with an aim to boost its importance by employing the proper roles 
· Acceptance- the public understanding towards an organization may goes to the extent of hostility just due to misunderstanding or lack of sufficient information about the organization and about what is going on within it. But an effective employment of public relations techniques can play a role in explaining the situation and in changing the “ignorance” and “hostility” in to acceptance and understanding.  
· Sympathy- this role of public relations is that by presenting facts and the reality about a situation or circumstances surrounding the organization in a manner that wins the attention of the public relations helps an organization to gain sympathy for the organization. Information which is unbiased and presented clearly presented often has the power to do that. 
In an attempt to summarize the afore-mentioned role of public relations Henslowe (1999: 4) writes   
“Poor images come from ignorance, prejudice, hostility and apathy. Public relations can convert these into knowledge and understanding, acceptance and interest.” 
1.6 Qualities of a PR practitioner in the digital age
What does it take to do PR in the digital age? Here are the top ten lists of qualities a PR practitioner must have to successfully make the transition from traditional PR to new PR:
1. Intellectual curiosity. If you’re the type of practitioner who is satisfied with what has been tried and tested, and who isn’t naturally inclined to check out new ways of thinking about and doing PR, you may want to step aside and let someone else run your client’s social media campaign. Social media isn’t about tools. It isn’t Twitter or Facebook, but what the popularity of Twitter and Facebook have to say about how people want to communicate, share and learn. It’s about a new mentality and new expectations. Right now, social media is still the Wild West. Anything can happen. Scary? Depends on your personality.
2. Passion. The advent of social media represents a new era for PR and the way in which it is practiced. This should excite you, and your significant other and friends should either find your enthusiasm contagious or start to complain that you’re sounding like a broken record. If you’re not passionate about how you spend a significant part of your day, not only is social media likely not for you, you may want to start thinking about a new career. Life’s too short and our industry’s reputation needs passionate advocates.
3. Dedication. Taking the social media plunge doesn’t mean staying in the wading pool and splashing a bit of water around. It means diving in to the deep end. It means getting wet. Very wet. It means knowing what a blog is, by blogging. What a podcast is, by podcasting. What an online community is, by becoming part of one. It doesn’t have to be a PR blog or a PR community. If you’re nervous about swimming with your peers, then check out the pool of fellow scrapbooking, cycling, photography or Sherlock Holmes fanatics.  If you’re going to add social media to your box of tricks, then commit to it fully. If not, outsource, because you’re better off working with someone who does.
4. Integrity, authenticity and transparency. In the world of social media, there is a code to live by. Transgress this code by putting up a fake blog, for example, and not only will your client suffer the wrath of the public once the subterfuge is uncovered, your own reputation will take a hit. No one likes a fake. It’s just lame. Any future endeavours will automatically be considered suspect.  Flogs are the clearest indication that your PR philosophy remains old school. Be real. Be straightforward. Don’t play games or try to manipulate. Be confident in who you are, and in the value of the message, product or service your client has hired you to communicate, or walk away.
5. Humility. There is no such thing as a social media expert, just yet. All leaders in the space have wisely, and firmly, refused the crown. Anyone who claims to be one is delusional, self-aggrandizing or a liar. The space changes too quickly. We’re gaining competence, but true expertise remains elusive. So why bother pretending? Ask questions, solicit advice, get help. Work with like-minded peers and the community you’re reaching out to for feedback and advice. Read their tweets, blogs and books, listen to their podcasts. Comment and call in. Engage them at the next networking opportunity or online.
6. Generosity. This is the flipside of #5. Share your discoveries and learnings with your peers. Do someone .. even a competitor .. a favour. You’ve made a mistake? Humility will have you admit it. Generosity will have you share it with others so that they can avoid the same pitfall. Do it in the interest of raising industry standards. Such goodwill will come back to you in spades.
7. A touch of geekiness, or at the very least a desire to learn about tech. While you can hire people to help you with the technical side of social media, a basic understanding of things like RSS, iTunes subscriptions, WordPress, sound editing and website navigation can go a long way towards helping you help your clients. If you ignore the nitty gritty and only spend time on the theoretical, you won’t feel as though you have a complete handle on the tools you’re proposing that your client leverage in his next social media campaign. You won’t appreciate their complexity, or the time and effort involved in their implementation. There’s no way around it: to sell something well, you need to understand it. Only then will you understand its potential and limitations and be in a position to intelligently counsel your clients. 
8. Respectfulness and courteousness. No one owes you or your client anything. Apply the Golden Rule, and do unto others as you would have them do unto you. Need examples? End pitch-blasting. Instead, take the time to know the journalists and bloggers in your field of interest. Know what they write/talk about. Know if they’re receptive to hearing from PR consultants and, if so, know the best way to reach them. If they prefer Twitter, tweet. It also means always taking the high road. Remember that there is a human being behind each blog or newspaper article. It is your job to engage that person appropriately. A little « savoir-vivre » takes you far in life, both online and off.
9. Ability to embrace a service mentality. Journalists have high praise for PR practitioners who are effective and efficient, who serve as resources even when they’re not running campaigns and who apply the effort required to support requests and, perhaps, even anticipate them. Similarly, experienced bloggers are already pleading with PR types not to waste their time with poorly targeted pitches that clearly show that they haven’t even bothered to get to know them or their blog. A good PR practioner aims to serve both his client and the traditional or social media person he or she is working with. We need to keep our ear to the ground, do our research, know our stuff and develop and share our network even when there’s no immediate or apparent payoff.
10. Ability to embrace change. As PR practitioners, we are known as guard dogs when in reality we should be known as facilitators.  Once you’ve gotten a handle on the reality of social media, you’ll realize that our industry’s guard dog days are over. Stop deluding yourselves. Controlling the message is an outdated PR imperative which, in the real world, has officially been relegated to the past thanks in large part to the growth of social media. Don’t become an anachronism. Embrace the future.
Elements of Public Relations
· A planned effort or management function.
· The relationship between an organization and its publics
· Evaluation of public attitudes and opinions.
· An organization’s policies, procedures and actions as they relate to said organization’s   publics.
· Steps taken to ensure that said policies, procedures and actions are in the public interest and socially responsible.
· Execution of an action and or communication program.
· Development of rapport, goodwill, understanding and acceptance as the chief end result sought by public relations activities.
Functions of Public Relations 
· Public Relations is establishing the relationship among the two groups (organization and public).
· Art or Science of developing shared understanding and goodwill.
· It analyses the public perception and attitude, identifies the organization policy with public interest and then executes the program for communication with the public.

UNIT TWO
Components of Public Relation and other Disciplines 
2.1 Public relations and audiences
Virtually all of us consume public relations messages on a daily basis; the content of many of the stories we read in our daily newspapers or hear in radio news comes from PR-provided press releases. A charity organization we support, a poster encouraging us toward safe sex or corporation-sponsored art exhibition we attend are all someone’s public relations efforts. Public relations professionals interact with seven categories of publics:
1. Employees: An organization’s employees are its life bloods, its family. Good public relations begins at home with company newsletters, social events, and internal and external recognition of superior performance. 
2. Stockholders: own the organization if it is public corporation. They are family as well, and their goodwill is necessary for the business to operate. Annual reports and stockholders reports provide a sense of belonging as well as information. 
3. Communities: organization has neighbors where it operates. Courtesy and good business sense requires that an organization’s neighbors be treated with friendship and support. Information and meetings strengthen ties between organizations and their neighbors. 
4. Media: little communication with organization’s various publics can occur without the trust and goodwill of professionals in the mass media. Press packets, briefings and facilitating access to organization newsmakers built that trust and goodwill. 
5. Government: ‘the voice of the people’ and as such deserves the attention of any organization that deals with the public. From a practical perspective, governments have the power to tax, regulate and zone. Organizations must earn and maintain the goodwill and trust of the government. Providing information and access through reports and meetings with personnel keeps government informed and builds its trust in an organization. Government is also the target of many PR efforts as organizations and their lobbyists seek favorable legislation and other action. 
6 Investment communities: Corporations are under the constant scrutiny and analysis of those who invest their own money, invest others’ money or make recommendations on investment. The value of business and its ability to grow are functions of investment community’s respect for and trust in it. As a result all PR efforts that build an organizations good image speak to that community. 
7. Customers: pay the bill for companies through their purchase of products or services. Their goodwill is invaluable. This makes good PR in all its forms invaluable. 
2.2 The Components or practices of Public Relations
Today, large numbers of the world’s major companies have PR departments. Some of them are full-service public relations firms and those that provide only special services. Media specialists for companies, chief executive officers, newspaper clipping services and makers of video news releases are special service providers. Public relation firms bill for their services in a number of ways; they may charge an hourly rate for services rendered or they may be on call, charging clients a monthly fee to act as their public relations council. They may have fixed-fee arrangements where in the firm performs a specific set of services for a client for a specific and pre-arranged fee. Others bill for collateral materials for handling, printing research and photographs. Regardless of the way public relations firms bill their clients, they earn their fees by offering interrelated services and activities.
Public relations have divergent parts. According to the Public Relations Society of America, the components of public relations include the following:
· Counseling: Providing advice to management concerning policies, relationships, and communication with its various publics.
· Research: Determining attitudes and behaviors of publics through research in order to plan public relations strategies. Such research can be used to (1) generate mutual understanding or (2) influence and persuade publics.
· Media Relations: Working with the mass media in seeking publicity or responding to their interest in the organization. It is the number of media outlets grows and as advances in technology increase the complexity of dealing with them, public relations clients require help in understanding the various media, in preparing and organizing materials for them, and in placing those materials. Media relations require that public relations professionals maintain good relationship with professionals in the media, understand their deadlines and other restraints and earn their trust. 
· Publicity: Disseminating planned messages through selected media to further the organization’s interest. Publicity is placing information in to a news medium, the practice of getting media coverage for the client. Often it is a quest for good publicity, having the client throws out the first ball at a baseball, for example.  Publicity is not always good news. Just as often, however, it can be the more difficult task of countering bad publicity by getting media coverage for the client’s point of view in front of the public. A PR officer may be crafting a response to an unpleasant situation. Publicities are primary writers, one of the technical support team for public relations. Publicists working for government are often called information officers.
· Employee/Member Relations: Responding to concerns, informing, and motivating and organization’s employees or association or club members.
· Community Relations: This type of public affairs work focuses on the communities in which the organization exists. If a culture & tourism bureau wants to establish a new park for the purpose of eco-tourism, for example, those whose land will be taken or devalued must be satisfied. If they are not, widespread community opposition to the project may develop. This type of public affairs’ work focuses on the communities in which the organization exists. If a city wants to build a new road for example those whose houses will be under the new plan or be taken or devalued must be satisfied. If they are not, widespread community opposition may develop. 
Banks, big business houses and media organizations organize programs for establishing good community relations. Let us see what types of programs are taken up by such organizations.
· maintaining well developed parks in residential area
· cleaning and beautification drive involving the local community
· setting up charitable dispensaries
· sponsoring events such as football matches
· setting up public libraries
· raising funds in the case of natural calamities such as floods, earthquakes
· Public Affairs: Public affairs: The public affairs function includes interacting with officials and leaders of the various power centers with whom a client must deal. Community and government officials and leaders of pressure groups are likely targets of this form of public relations. 
Public affairs emphasize social responsibility and building goodwill, such as when a company donates money for a computer lab to the local high school.
· Governmental Affairs: Relating directly with legislature and regulatory agencies on behalf of the organisation. Lobbying can be part of the government affairs programme.
· Issues management: Monitoring political, social, economic and technological environment of the organization. Identifying and addressing issues of public concern that affect the organisation. Often an organization is interested in influencing public opinion about some larger issue that will eventually influence its operation as it is in the improvement of its own image. Issues management typically uses a larger-scale public relations campaign designed to move or shape opinion on a specific issue. Usually the issue is an important one that generates deep feelings. Environmentalists for example employ a full range of communication techniques to sway people to their side. Mobil’s advertorial sometimes address environmentalism and public transportation - important issues in and of themselves, but also important to the future of the manufacturer of gasoline. 
· Financial Relations: Also known as Investor Relations or Shareholder Relations. It involves creating and maintaining investor confidence and building good relationships with the financial community. 
It Practiced primarily by corporate organizations, financial PR is the enhancement of communication between investor-owned companies and their shareholders, the financial community (for example, banks, annuity groups, and investment firms), and the public. 
Practiced primarily by corporate organizations, financial PR is the enhancement of communication between investor-owned companies and their shareholders, the financial community (for example banks and investment groups), and the public. Much corporate strategy, such as expansion in to new markets and acquisition of other companies, is dependent up on good financial public relations. Included here is marketing which is directed toward consumers of a service or product. Marketing is a process of planning and executing the conception or product, pricing, promotion and distribution of ideas goods, and services to create exchanges that satisfy individual and organization objectives.
· Industry Relations: Relating with other firms in the industry of an organization and with trade associations. Companies must interact not only with their own consumers and stockowners but also other companies in their line of business, both competitors and suppliers. They must also stand as a single voice in dealing with various state and federal regulators with the goal of the maintenance and prosperity of the company as a whole. 
· Development/Fund-Raising: Demonstrating the need for and encouraging the public to support an organisation, primarily through financial contributions.
· Special Events: Stimulating an interest in a person, product, or organisation by means of a focused "happening". They are activities designed to interact with publics and listen to them. Organization of complex events and exhibitions like trade show, annual conference. 
· Marketing Communications: Combination of activities designed to sell a product, service, or idea. These activities may include advertising, collateral materials, publicity, promotion, direct mail, trade shows, and special events.
In addition to the above mentioned components of public relations by the PRSA, others also added the following components:    
· Educational Relations: Public relations play a vital part in almost every educational institution. Fund raising is an important part of educational public relations. In urban areas, elementary and high school districts frequently employ public relations officers to assist the news media and to work with parents and school groups. Collegiate public relations practitioners may distribute news releases containing information about campus events and personalities, prepare periodicals, brochures and catalogues, maintain ties with alumni, maintain relations with local, state and federal government officials, recruit students, maintain internal relations with faculty, staff and students, solicit donations from foundations, alumni, federal and state governments and special interest groups (a serious task in private institutions).
· Speech Writing: The ability to write easily, logically, and succinctly is vital in public relations. The object of most PR writing is to grab the reader’s attention. Most press releases and other written communications for the media use an inverted-pyramid style, with the most important and relevant information at the top, followed by gradually less important information.
· Crisis Communications:- communicating clear messages in fast-changing situation or emergency. A very special type of work that PR practitioners do is helping their organisations to resolve crises whenever they occur. They do this essentially by managing the flow of information between the organisation and the public, via the mass media, and by advising management on what to do and how to do it, so that the crisis is not aggravated.  To practice preventive public relations, it’s necessary to plan extensively to avoid crisis, but since crisis must occur, it is your duty to counsel management in crisis situations. Similarly, Tymorek (2010:83) states that crisis communications/preparedness planning—raises issues that could become a crisis for clients and then organizes a response strategy—materials and messages that the client will need to handle the most likely situations. Involves simulation training to confront senior executives with crisis vulnerability and risks, and to help them make decisions in a simulated crisis environment. Usually leads to steps that can be taken to avoid potential problems.
· Propaganda:- This word has primarily negative connotations but Propaganda (the generation of more or less automatic responses to given symbols) is used by the good guys as well as the bad. Example: “Their soldiers are cowards who hurt the innocent; ours are freedom fighters doing God’s work”. Because propagandists want an automatic reaction free of reflection, ethical public relations professionals today avoid practicing it as essentially manipulative and unfair. 
· Image Building 
· Advocacy PR 
· Entertainment PR 
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2.3 Public Relations and Related Concepts 
So far, we have succeeded in defining public relations, but we must go a little further by explaining the relationships that subsist between public relations and similar or related concepts. The nature of public relations is quite broad and as such it includes a wide range of activities which are sometimes confused as public relations rather than elements of public relations. As with dentitions, the lines are not always clear. To repeat PR draws on expertise and experience from many ﬁelds, it overlaps with other disciplines; it tends to integrate rather than exclude – this is its strength as a practice, but a weakness when it comes to descriptions and deﬁnitions. We shall take a look at some of these concepts and attempt an explanation of the differences and similarities between them and public relations. 


2.3.1 How Public Relations Differs from Journalism
Writing for mass audiences is a common activity of both public relations practitioners and journalists. In addition, public relations professionals use a number of journalistic techniques to communicate with various publics. 
This practice has led many people, including former journalists who enter public relations, to wrong conclusion that little difference exists between public relations and journalism. The two fields, however, differ fundamentally in scope, objective, audiences and channels. 
Scope 
· Public relations has many components, ranging from counseling to issues management and special events.
·  Journalistic writing and media relations, although important, are only two of these elements.
·  In addition, effective practice of public relations requires strategic thinking, problem solving capability, and other management skills more than journalists. 
Objective
· Journalists, usually employed by a news organization, are paid to gather and select information for the primary purpose of providing “objective” news and information. In such a setting, as David Dozier and William Ehling explain, “… communication activities are an end in themselves.” Public relations personnel also gather facts and information, but their objective is different.  
· Communication activity is only a means to end. Dozier and Ehling write, “Conceptually, the effects achieved by public relations programs include awareness, knowledge, opinion, attitudes, and behavior of those affected by the program.” In other words, public relations personnel are not “objective” reporters, but advocates.
Audience 
· Journalists write primarily for one mass audience: readers, listeners, or viewers of the medium for which they work. 
· By definition, mass audiences are usually large and ill defined, and they have little in common with each other.
·  In contrast, effective public relation is based on carefully defining an audience and segmenting it into demographic and psychological characteristics. 
· Constant research allows messages to be tailored to audience needs, concerns, and interests. 
Channels 
· Most journalists, by nature of their employment, reach audiences through one channel- the medium that publishes or broadcasts their work. Public relations personnel use a variety of channels to reach targeted audiences.
·  The channels employed may be a combination of mass media outlets newspapers, magazines, radio, and television. Or they may include direct mail, pamphlets, posters, special events. 
· Any combination of channels may be selected to achieve message penetration and maximum understanding. 
2.3.2 How Public Relations Differs from Advertising 
Both advertising and public relations have a lot in common. But, obviously there are many differences between selling with paid-for advertising and the “softer” promoting of goods and services that is PR’s specialty. Public relation, broadly deﬁned, goes back much further than advertising, to the earliest communications in society. Then each profession developed its own specialties when public relations and advertising agencies were founded around the same time, in the late 19th and early 20th centuries. 
The distinction between advertising and PR is more easily made: advertising involves paying a medium or works almost exclusively through mass media outlets (TV, radio, newspaper or magazine, for example) for airtime or column inches in which to put across a promotional message. The content of an ad is always controlled by the advertiser
Public relations practitioners try to persuade journalists to cover their products and services on the grounds of newsworthiness. An ad doesn’t have to satisfy any news value – it just has to be legal and paid for. The Institute of Practitioners in Advertising deﬁnes advertising as follows: “Advertising presents the most persuasive possible selling message to the right prospects for the product or service at the lowest possible cost.” Here, the phrase ‘selling message’ distinguishes the two disciplines – generally PR aims not to increase sales, but to increase understanding. Sometimes, of course, understanding a product or service improves sales, but PR does not claim a direct causal link. 
However, there are grey areas:  corporate advertising is where an organization purchases space in a paper, magazine or broadcast programme to put across a general message about itself, not its products. This message might extol its efforts to be green or socially responsible, or it might put the management view in an industrial dispute or takeover. The content of the message is likely to be PR-driven, related to the corporate strategic aims of the organisation rather than product support. 
Generally;
In Public relations
· relies on number of communication tools- brochures, slide presentations, special; events, speeches, news releases, feature stories, and so forth.
· presents its message to specialized external audiences (stockholders, vendors, community leaders, environmental groups, and so on) and internal publics (employees).
· is broader in scope, dealing with policies and performance of the entire organization, from the moral of employees to the way telephone operators respond to calls.
·  PR calls for dealing with economic, social, and political factors that can affect the organization. 
· Editorial space is not paid for. It is only available on merit.
·  Public relation is all about disseminating information about a company; correctly projected, it will reach a wide audience. 
Advertising on the other hand is 
· paid for by buying space in the various media available. 
· something a company says about itself. It can say almost anything it wants to as long as it does not infringe advertising codes or laws. 
· with advertising a company has control over what and when it will appear. 
· with advertising you get as much as you pay for. 
· addressed to external audiences- primarily consumers of goods and services
· works almost exclusively through mass media outlets
· The major disadvantage of advertising, of course, is the cost. Because of this, companies increasingly are using a tool of public relations- product publicity- that is more cost-effective and often more credible because the message appears in news context. 
The major difference between advertising and Public relations is that “PR aims not to increase sales but to increase understanding. Sometimes, of course, understanding a product or service improves sales, but PR does not claim a direct causal link”.   
2.3.2 How Public Relations Differs from marketing 
The American Marketing Association (AMA), which represents marketing professionals in the United States and Canada, deﬁnes marketing as “the process of planning and executing the conception, pricing, promotion, and distribution of ideas, goods, and services to create exchanges that satisfy individual and organizational objectives.” Effective marketing requires that managers recognize the interdependence of such activities as sales and promotion and how they can be combined to develop a marketing program.
Whereas public relation is charged with taking into account all of an organization’s stakeholders, marketing typically focuses on customers or clients.
“PRs and marketing are two major management functions within an organisation, but how they are organised depends upon managerial perceptions, organisational culture, and historical precedent.” 
In PRs texts (and this is no exception), marketing is described as primarily concerned with sales and sales-related functions. In marketing texts, public relations is rarely considered to be more than publicity. 

Individual Assignment
Max. Value   10%
1. If you are a public relation practitioner in Ethiopian Ministry of Health what kind of PR activities you will perform and in what way you disseminate the information about the current Corona Virus issues and related events?  
Attach your documents that you will post or disseminate for your organization publics. E.g., your news, letters, public opinions etc. 
Please discuss it briefly. 
· It contains 3-5 pages 
· Deadline 24/07/2012 E.C





Unit Three: Models of Public Relations
3.1 The Four Models of Public Relations
Grunig and Hunt (1984) introduced four different ways of studying PR history highlighting communication relationship with public in a historical context and came up with the following four models
1. Press Agentry/ publicity model
The public relations practitioner as a press agent or a publicist aims at securing coverage for a ‘ lient. Here truth is not perceived to be an absolute requirement. This type of public relations is usual in “show business-celebrity PR where individuals are promoted through media coverage.” In Grunig and Hunt exact terms “practitioners in these organizations concern themselves most with getting attention in the media for their clients” (P. 25). According to this model understanding the situation or the publics an organization is dealing with and sending its message is not as such necessary. Success in the eyes of this model is to be measured in terms of column inches or airtime used in the media to communicate a message irrespective of the quality of the message. Press agents are the figures at the centre of any ‘hype’ and have also been derogatively called ‘flacks’ by journalists. 
The focus this model of communication is on sending message from the source to the receiver. Relatively it is an old form of communication model where one way traffic is assumed to be productive. As Seitel (2011) put it, "This model is basically one way communication where messages will be sent from a source to a beneficiary with the express aim of winning great media consideration.” This model was marked by manipulation, exaggeration and deception (Sriaramesh,K and Vercic,D ,2009). 
2. Public Information Model
The main focus of this model is providing information to people. Accuracy and quality of message/information is very crucial here. The aim of this model is not to persuade or convince the public and or change their attitudes. Hence such a role is usually associated to the role of an in-house journalist, releasing a relevant content/information to the concerned public. Here the PR practitioner may not have knowledge of who the audiences are and inclines to depend on one way communication, from sender to receiver. Spokespersons of organizations-local or international, government or non-governmental who are meant to deliver information through different mechanisms including, for instance, writing press releases on a new phenomenon.  
Nowadays, local and central governments are practicing public information communication. Press releases, giving details of committee decisions, budget allocation, or movement of personnel are typical public information activities. In recent years, the trend in the world is to shift from public to private sector utilities and it resulted in the need to explain pricing policies to customers. Many large organizations have improved their ‘transparency’- the availability of information to the public. Much of this has been improved or driven by improved technology and the proliferation of new media like the Internet. 
The early 1900’s, was a time when huge business organizations were under serious attack from the media on issues of corruption and other forms of injustice. This situation has forced private organizations to establish public relations offices and hire practitioners. This period was marked with a communication model known as public information (Grunig, 1992).
This is another early type of one way communication planned not really to influence yet rather to inform. Both this and the press a gentry’s model have been connected to the common notion of public relations as publicity (Seitel, 2011).
Indeed, this stage was identified as public relations practice having a significant influence on public opinion that may have its own contribution to prevent policy changes of social significance. During this time the principle of Lee which promotes telling the truth is the best way to effective public relations was a widely accepted way of doing public relations business.
3. Two-way asymmetric PR 
This model puts the notions of feedback or two-way communication forward. “However it is asymmetric or imbalanced because the intended change is in the audience’s attitude or behavior rather than in the organizations practices.  This model is also sometimes described as persuasive communication. Instances of it include health campaigns. 
“Persuasive communication relies on an understanding of the attitude and behavior of the targeted publics, so planning and research are important to this kind of public relations. “This model proved itself to be effective and saw its honeymoon during the First World War especially in the United States manifesting itself in the wartime propaganda. 
This model seems to be a bit complicated compared to the two models discussed previously. The idea of two ways communication was introduced as a result of looking for a feedback for information disseminated that began to be considered as part of the communication process. However, the purpose of seeking feedback wasn’t to change position that has been seized by an organization, instead the feedback was to be used to introduce another form of persuasion so that the audience would accept the interest of the organization (Seitel, 2011). This third model of public relation is known as the period of propaganda and persuasion. It is also a period when some social science research such as opinion polling, random sampling and organized feedbacks and the likes were introduced to the public relations practice.
4. Two-way Symmetric PR
This model is perceived to be the ‘ideal’ of Public Relations. It describes a level of equality of is not usually common in real life, where each party in the communication process “is willing to alter their behavior to accommodate the needs of the other”. 
Unlike the other models that are characterized by monologue type of communication this model entails ideas of dialogue. Here the management of an organization exchanges views and ideas to different groups, possibly leading to both the management and the publics being influenced by the message communicated to adjust their mindset, attitudes and behavior. In this model, communication is fully reciprocal and power relationships are balanced. “The terms ‘sender’ and ‘receiver’ are not applicable in such a communication process where the goal is mutual understanding”. 

In both of the two way models (two-way symmetric and two-way asymmetric) the public relations practitioner can act as “a negotiator between the interests of an organization and the interests of the particular public.” This idea is sometimes called ‘boundary spanning’. 
Here public relations’ role is similar to that of public diplomacy. The role of a diplomat fits to two-way symmetry and the role of an advocate falls in the two-way asymmetry model. The diplomacy role works to foster mutual understanding.

Many scholars argue this model is the most ethical as it establishes a platform where there is equality of exchange between the two parties. But others suggest that organizations rarely act against their own interests making the whole lot of the communication process asymmetrical. One of the authors in the area of public relations, Grunig claims that there are  examples of the two-way symmetry in real life is difficult and this approach proved to be mainly theoretical “as taught in universities rather than practiced in the workplace”. 

The argument here is these models do not reflect the real world. The models, as argued, are not placed in chronological order and they do not exist in isolation from one another. It is suggested that an organization may use different models as strategies for dealing with different publics or different public relations problems. 
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Ethical issues in PR
Although extremely complex, the study of ethics falls in to two broad categories: 
1. Comparative Ethics is the purview of social scientists. Comparative ethics sometimes called descriptive ethics is the study of how different culture observes ethical standards. Both diversity and similarity are of interest to social scientists. However, social scientist looks for evidence that can be verified, and in as study of ethics such questions as whether ethical behaviors are a part of human nature spill over in to other areas, such as theology and philosophy. 
2. Normative Ethics is generally the domain of philosophers and theologians. According to PR educator Hugh Culberston, the philosopher and author Sissela Bok takes a near position that decisions are either morally right or wrong.
There is another basis for decision making often referred to as situational ethics, which sees ethical standards not as constant but as varying or flexible in application to specific occasions or situations. Culberston’s observations of students suggest that they lean more toward situational ethics. Bok, too, recognizes that lies can sometimes serve a good purpose. A more ordinary example may be telling a friend who asks your opinion that you think her new and expensive outfit is becoming when you think it is not. 
But, Bok asserts in choosing between lying and truth telling, the presumption is always against lying, for the following reasons:
1. Dishonesty leads to lack of trust and cynicism such as when a reporter later discovers that a public relations person has told half-truths resulting in an inaccurate story.
2. Lying is an exercise in coercion, forcing someone to act differently from the way s/he would have behaved if given the truth. 
3. Lying is resented by those deceived, even if the deceived are liars themselves. 
4. Dishonesty is likely to be discovered and no climate for credibility can be reestablished.
5. Decisions about when lying are often made without calculating either alternatives or consequences.
6. Lying often demands another lying to cover it up, and then others to maintain the prevarications.    
Complexities in ethical decision making
Part of the problem for the public relations people trying to behave in an ethical way is that they are hired to be advocates, whether they are employees of an organization or employees of a firm hired to represent an organization. Furthermore, publics can change the organization as much as the organization’s public relation’s efforts can change the beliefs, attitudes and even behaviors of publics. 
Ethics and values
At the base of ethics are values. Values refer to those behavioural patterns we hold dear as yardsticks for accessing our relationship with others. There are personal values, social values community values, national values. Personal values however form the foundation of other values that we may exhibit. Below are ten universal values that any ethical-minded individual would embrace. They are the blocks for building ethical values in other areas of the human life.
Certainly someone who is ethical would tell the truth, right. One problem is inherent in the use of the word “truth” to mean factually accurate, in which case one can be factually accurate and still deceive. The other problem is that for something to be a fact, it has to be something about which most people agree. Our own bias and view of the world affects how we see things and react to information. Then, too, our beliefs and personal values influence how we define “truth”. 
As a practical matter, Arthur Page offered six management principles that lead to ethical behavior:
1. Tell the truth. Let the public know what is happening, and provide an accurate picture of the organization’s character, ideals and practices.
2. Prove it with action. Public perception of an organization is determined 90% by doing 10% by talking.
3. Listen to the customers. To serve the public well you need to understand what the public needs and wants. Keep top decision-makers and other employees informed of public reaction of organization products.
4. Manage for tomorrow. Anticipate public reaction and eliminate practices that create difficulties. Create goodwill.
5. Conduct public relations as if the whole organization depends on it. It does. Corporate relation is a management function. No corporate strategy should be implemented without considering its internal and external public relations impact. The public relations person is a policy-maker not just only a publicist.
6. Remain calm, patient and good-humored. Lay the groundwork for public relations miracles with consistent, calm and reasoned attention to information and contacts, when a crisis comes you will be prepared and know exactly what to do to defuse it.  
These principles underscored the Page philosophy: “Real success both for big business and the public, lie in large enterprise conducting itself in the public interest and in such a way that the public will give it sufficient freedom to serve effectively.” Organization’s standing depends on its action, and organization’s good standing depends on its acting in an ethical manner. 
Once again beliefs are important to the public perception of an organization. When a public’s view of an organization’s ethics is measured, it means asking the public if the organization deserves to exist. A keen public relations person should not be surprised if the public sees the organization’s existence is undeserving.
 Ethics are often defined as just doing “what is right”.  But in different cultures “right” may be “wrong”. The fact that ethics are culture-bound creates some difficulties for global public relations practices. The view of an organization’s ethics is likely to be based not so much on a definition of morality as on an understanding of the consequences of what the organization says and does which are seen as either moral or immoral by its publics. Beliefs about social responsibility strongly influence whether and to what extent publics see the organization as being good citizen, either locally or globally. 

· Caring for others 
· Respect for others 
· Responsible citizenship 
· Pursuit of excellence 
· Accountability 

· Honesty 
· Integrity 
· Promise-keeping 
· Fidelity 
· Fairness






1.2.1. Issues of responsibility


(From Josephson Institute for the Advancement of Ethics) (NOUN, 2006:158).
Social responsibility, another term for good citizenship, means producing sound products or reliable services that do not threaten the environment and contributing positively to the social political and economic health of the society. It also means compensating employees fairly and treating them justly, regardless of the cultural environment. 
Financial responsibility generally refers to an organization’s fiscal soundness as indicated by such measures as market or audience share. It also includes how the organization interacts with investors and investment advisors. PR has it own financial responsibility to detail its contribution. 
Responsibility to whom
Professional public relations persons must recognize that they and their organization have ethical responsibilities to at least ten different publics:
1. Clients: being responsibly to a client means not only being judicious with his/her money but also saying sometimes no because the customer is not always right. When a client is wrong it is important to tell truths substantiated by facts discovered through honest research. 
2. News media: deserve honest and valid use of their channel; public relations should not involve media in compromising situations, such as feeding misleading information. 
3. Government agencies: Public relations person should be a source and resource for substantive information needed and required by the government.
4. Educational institutions: there should be two way systems for sharing research ideas and resources and for offering learning opportunities. Both sides can enhance their reaches through close professional cooperation.
5. Consumers of the products and services of the organization’s clients: an increasingly skeptical and demanding consumer public can be exasperating especially to those watching to the profit-and-loss-sheet but sincerity and quality go long ways. Consumers have a right to expect goodwill and integrity in products and services.
6.  Stockholders and analysts:  many public relations persons owe their job to investors in their business and to those who counsel such investments, since such investors provide the economic framework and the overall climate of confidence in an organization. Both investors and counselors need adequate information to make good decision and these calls for interpretations of financial status, reliable report and full explanation of organization development.
7. Community: because the local community often provides critical elements such as utilities, community has a right to expect environmental protection, fair tax return, employment of local people and corporate contribution of funds and time to community projects.
8. Competitors: other business has a right to expect from public relations-advised firms a fair competitive environment that stays within the limits of the law and does not violate individual rights.
9. Critics: Public relations practice is likely to generate criticism from all of the preceding publics, but its very existence as an organizational role and function is criticized at least from two philosophical points of view: One set of critics complains that public relations practitioners impede rather than facilitate corporate social responsibility by rationalizing corporate actions and manipulating public opinion. These critics think the organizations should voluntarily provide improvements in quality of life as well as economic wellbeing. They see public relations people as a cushion between management and the public’s demand for social responsibility. Another set of philosophical critics might be categorized as human rights defenders; this group tends to speak out against public relations practitioners who represent unpopular clients-for example leaders that reputed to be oppressive. 
10. Public relations practitioners: other practitioners in the field expect practitioners to uphold standards of behavior that will win respect for the practice of public relations. 
Responsibility in practice
Some areas of public relations practice considered legitimate by most practitioners nonetheless cause public concern and arouse criticism. Among the most obvious of these are how to conduct research, how to use the resulting information, how to handle internal problems with management and what to do about international activities when these involve working with foreign government.  
Research and ethics
Research is critical in all areas of public relations. However, the uses of public relations research and the purposes of persuasion based on the research must be examined to minimize opportunities for abuse. 
1. The first ethical problem to resolve is how to collect the data. Critical standards should be maintained in any kind of research toward the subjects used in the research. The following practices must be safeguarded in any kind of public relations research:
· ensuring the voluntary participation of all subjects including employees when the research is of internal publics.
· preventing harm to the subjects either psychologically (through participation itself or as a result of facing issues they would prefer to avoid) or through analysis and reporting (when self identification could cause damage to self image).
· protecting participants through anonymity and /or confidentiality, the latter occurring when the researcher identifies the participant but does not reveal the information. 
· avoiding deceiving participants, something not always possible but highly desirable.
· reporting and analyzing the results fairly and accurately so that others are not misled by the findings. 
2. The second ethical problem in research involves the actual accumulation and storage of information. Many government records are supposed to be off-limits to commercial researches. Concern over possible misuse of this kind of data should not be overlooked.
3. The third problem has to do with how research information is used. Issues related to privacy also have ethical implications. A lawsuit may be appropriate to challenge such practices.
Public relations people generally try to persuade management to act in socially responsible ways toward all publics. Occasionally the interests of two or more public conflict or the profit interests of the company conflict with the interests of one or more of its publics. Management decisions are not always in line with what the public relations person recommends. What happens then? The public relations person can first try to reach a compromise. If that does not work, s/he must review the situation to decide just how serious the problem is. 
Public relations practitioners are constrained in their efforts to persuade management by at least four factors: 
1. lack of access to management 
2. restraints in information collection 
3. roadblocks to dissemination of timely and accurate information
4. narrow definition of the role of public relations
















UNIT Four: Concept of Organization and Organizational Communication
4.1. Strategic management in public relations practice      
The main role of the leader of an organization and its senior managers (board) is to provide vision and direction. Effective organizations have a sense of purpose. They know where they are going, and they know how they are going to get there. Whatever the type of organization, successful ones have a strategy that determines long-term direction and the scope of the operation. The contribution that public relations can make to the strategy-making process is twofold: helping to collect and interpret information from the social environment so that strategic decisions can be made, and aiding in the communication process of strategic vision. 
4.1.1. Organizational types: a systems approach
Applying a systems theory perspective, organizations can be classified into two main categories. The way that public relations is conducted is critically influenced by the type of organization within which it is practiced. Systems can be categorized by the level and nature of interaction they have with their environments. At one extreme those systems that have impenetrable boundaries and have no or very little ‘exchange’ with their environment can be called ‘closed’, whereas those where the boundaries are permeable and there is a great deal of exchange can be called ‘open’.
The parallel is that organizations can be seen to be relatively closed or relatively open; social systems can never be entirely closed or open. Thus, relatively closed organizations do not take much account of the environment, they do not adapt to changing circumstances and usually they eventually cease to exist. Relatively open organizations are very responsive to the environment. They are acutely aware of change, and adjust and adapt to either counteract or accommodate it. A key concept is that the organization both affects and is affected by the environment in which it operates.
Relatively closed organizations react only when they must and usually to resist change. Open organizations, on the other hand, monitor their environment to gauge and anticipate change and decide on a course of action before they are driven to one by external events. Applying this approach to public relations brings some interesting insights. Public relations activity is often referred to as being ‘reactive’ or ‘proactive’.
Closed systems’ public relations
Reactive public relations is reflective of closed systems and is characterized as being of the ‘corporate mail room’ variety: measuring success by volume of output rather than by results. For example, media relations is judged on the number of releases produced and the level of press cuttings achieved, not on the appropriateness or effectiveness of the output. Activity is usually confined to publics which have an obvious contact with the organization and the emphasis is on keeping publics informed of decisions that have already been made. Genuine feedback is rarely sought, only feedback on what techniques will make the transmission of information more effective. In closed systems public relations practitioners are usually not part of the dominant coalition and have responsibility for communicating decisions in which they have had no part. ‘They do not function in decision-making or even in advisory roles in relation to environmental concerns. Therefore they have little to say about what is said: they are mainly concerned with how things are said’. This approach assumes that
· the purpose of public relations is limited to effecting changes in the environment and more mistakenly, and
· organizations have the power to change their environments, thereby eliminating the need to change themselves.
‘Open systems’ public relations
Proactive public relations is allied to open systems approaches and its role involves changing and influencing both the environment and the organization as a result of changes in the environment. The emphasis here is on reciprocity – communication with publics takes the form of a genuine dialogue (the relationship view referred to earlier) and the organization is as likely to change as the target publics as a result of the communication exchange. The purpose of this approach is to have organizational goals that are mutually acceptable and supported by both the organization and its publics. Where there is a difference in what these should be, change can be initiated before real issues or problems arise. This proactive stance is important for organizational decision-making and that is why public relations practitioners who operate in this fashion are often part of the dominant coalition.
Proactive public relations is characterized as involving a broad range of publics, not just the most obvious ones, being research-based, influential in bringing about attitudinal and behavioral change both inside and outside the organization, essential in strategy-making and integral to the decision-making process. In other words, practitioners are principal decision-makers as opposed to just communicating results of decision-making. The internet provides great opportunities for the public relations practitioner to undertake the research and monitoring required to fulfill this proactive role. It is relatively simple to set up discussion groups to ascertain the opinion of key stakeholders. However, more is possible. The internet can be used to build dialogue in a potent and dynamic way by providing a level of immediacy, reach and interactivity that has been impossible in the past. 
3.3 Structure of the public relations department 
Different writers structure the public relations department based on two main variables. One is according to functional lines i.e. what activities each specialism of public relations does. The other is along task lines. This is based on tasks each category should discharge.   
The following structuring of the public relations department is based on functional structure. 
Community relations   
Marketing Communications   
Business to Business 
Investor relations  
Internal Communications
Public Affairs 
Director of Public relations    







In this kind of structure an individual or group will look after all the activities falling within the area. 
Cutlip et al. (2000), on the other hand, categorise public relations task along with task lines. They list about ten elements. Care should be taken such a specialized classification not to make individuals rigidly individual task- oriented disregarding the overall picture of organizational priorities. 
Cutlip et al.’s (2000) list is presented as follows:
1.  Writing and editing 
It is writing and editing print and broadcast news releases, feature stories, newsletters, correspondence, website/online media, shareholder/annual reports, speeches, brochures, AV scripts, advertisements, product and technical materials.
2. Media relations and placement- 
 It refers to contacting news media, magazines, supplements, trade publications and freelancers to get them to publish material about the organization. It also involves responding to media requests
3. Research 
This deals with gathering information about public opinion trends, issues, political climate, legislation, media coverage, special interest groups and other concerns relating to stakeholders, online searches, designing research, surveys and hiring research firms
4. Management and administration
It deals with programming and planning with other managers, determining needs, prioritizing, defining publics, setting goals, and objectives, developing strategy and tactics, administering personal budgets and managing programmes 
5. Special events
This is concerned with arranging and managing news conferences, conventions, openings, ceremonies, anniversaries, fund-raising events, visiting dignitaries, contests, awards, facility visits
6. Speaking 
It deals with gaining speaking platforms, coaching others, speaking to groups. 
7. Production 
It is production of multimedia, artwork, typography, photography, layout, DTP, AV, either personality or by other specialists.
8. Training 
Such training ranges from media training and public appearance, preparation for others, to coaching others in writing and communication skills. It also deals with helping introduce change in culture, policy, structure and process.
9. Contact 
It is liaising with media, community, internal and external groups. It also includes listening, negotiating, managing conflict, mediating, meeting and entertaining guests and visitors.
10.  Counseling 
It is advising management on social, political and regulatory environments, crisis avoidance and management, working with others on issues management.
4.1.2. Public relations influences in organizations
Public relations practice varies from organization to organization. There is no single blueprint for either the structure or the range of activities that should be undertaken, and priorities will differ in every organization. There are a number of influences that will establish priorities for public relations programs in an organization and determine the way it is practiced. Some of the most significant are given here.
Sector
Working in a well-established, stable sector will be more conducive to planned and sustained public relations programs. New, fast-growing and turbulent sectors environment will require fast-moving, reactive as well as proactive programs. Working in different sectors requires different emphases too. 
Size
Small organizations will have a small multi-skilled public relations department, indeed public relations may be subsumed into another department, typically marketing, or be a part of a single individual’s job. The range of activities may well be restricted and undertaken by a public relations generalist. However, their input may have significant importance because the role of every individual is central to the operation of the whole organization. Large organizations will have larger public relations departments. 
Publics
The range of public relations activities can be influenced significantly by the types of public involved. A number of factors need to be considered.
· Range, that is, the breadth of publics involved. 
· Numbers and location.
· Influence and power. There are publics which, although small, can gain a great deal of influence and power, for example pressure groups, especially if they enlist public support. 
· Connection with organization. Employees are an example of a public intimately connected with an organization. 
Development stage
Public relations activities are often dictated by the stage of development that the organization has reached.
· Start-up. Usually organizations start small.
· Growth. More employees, customers and suppliers mean that one-to-one communication becomes difficult. 
· Maturity. Now the organization is likely to be well established. 
· Decline. Open organizations usually avoid decline by adjusting their activities or moving into new areas. However, organizations do move into periods of temporary or permanent decline. 
4.1.3. Public relations links to other functions
There are areas where there are clear links and overlaps and occasionally conflicts. It is the relationship between public relations and marketing that usually takes up most space and generates most heat. There have been extended and at times unprofitable debates about whether public relations is a part of marketing or marketing is a part of public relations: three themes are identified for discussion here.
Terminology
To public relations people, public relations means managing the total communication of an organization with all its publics. To most marketers public relations means publicity, that is, obtaining media coverage in support of products and services. To distinguish between public relations in its broad strategic sense and public relations as part of marketing communication mix, the latter has been called marketing public relations. Again, public relations professionals have tended to restrict the meaning of marketing to the notion of profit-based exchange between an organization and its customers. This is now an outmoded concept. Marketing has broadened its parameters to include relationships with internal customers (employees) and the broader external stakeholder community. 
Encroachment
Public relations professionals fear the taking over of the discipline by non-specialists, especially marketers, but also management consultants. However, there is rejoicing when public relations professional is chief executive or director of corporate communications (with marketing as a subservient partner). What is good for public relations is that as many people as possible from as many disciplines as possible are aware of the contribution that public relations can make in both strategic and tactical ways.
Status
For some public relations professionals it is important that public relations is seen to be a dominant and ascendant communication discipline. It is a sign that public relations has come of age that its unique contribution in stakeholder relations is recognized. Organizations need both marketing and public relations.








Chapter Five: Corporate Identity
A strong corporate identity and positive corporate image are believed to deliver tangible bottom line benefits for a wide range of organisations. 
But how easy are they to achieve?
Managing corporate identity (CI) is about identifying the right image for an organisation, and communicating it effectively. Critics such as Christensen and Cheney consider CI management to be the domain of a small elite within organisations who become self-absorbed and deluded about the role and importance of identity:
In a world saturated with symbols, where there is a great demand for every organization to keep communicating, it is easy to think that each message and every campaign are taken seriously and received in the ways designed. But such meanings are often malleable, unstable and of only ephemeral interest. In fact in many cases, cynicism may be the most prominent outcome.
(Christensen and Cheney in Schultz et al. 2000: 267)
Nevertheless CI management is considered by many to be a vital aspect of motivating a wide range of stakeholders (including voters, employees, shareholders and consumers).
Nike is tough, aggressive and trendy. The Body Shop is socially responsible, it cares about animals and the environment. The term ‘corporate identity’ refers to the combination of ways in which an organisation’s personality is expressed. As such, identity includes design aspects such as logos, colour, typeface and house style but also embraces less tangible elements such as behaviour, culture, values, mission, communication style and associations (with personalities, charities, political parties or other organisations via donations or sponsorship).
The term ‘corporate identity’ refers to the combination of ways in which an organisation’s personality is expressed. As such, identity includes design aspects such as logos, colour, typeface and house style but also embraces less tangible elements such as behaviour, culture, values, mission, communication style and associations (with personalities, charities, political parties or other organisations via donations or sponsorship. 
The terms ‘corporate identity’ and ‘corporate image’ are sometimes confused with each other.1 Corporate identity is what the organisation communicates (either intentionally or unintentionally) via various cues, whereas its image is how its publics actually view it. An image is a perception and exists only in the mind of the receiver. To formulate an image, publics interpret an identity in a wider context with broader frames of reference.
For example, Nike’s corporate identity is a carefully managed amalgam of associations (with fashionable sports personalities, major sporting events such as the Olympics as well as local and charitable events), clear design and mission. Many people exposed to these aspects of its identity may well formulate an image of Nike as a high-quality and fashionable arbiter of good design. Others, aware of some negative media coverage of Nike’s manufacturing policy in third world countries (interpreting the identity in a broader context), may form an image of Nike as exploitative and thus boycott its products.
Clearly, then, organisations cannot construct a corporate image because they cannot control the context in which their communication is received, interpreted or understood. Nevertheless, a clear, well-managed corporate identity can go some way to effecting a strategically important image, and a neglected corporate identity may send out all the wrong messages: ‘An organisation may commonly assume that it only communicates when it wants to, but unfortunately for many companies, a failure to control communications results in a confused image’ (Ind 1990: 21).
But managing an identity well means embracing all aspects of what van Riel (1995) calls the corporate identity (CI) mix – symbolism, communication and behaviour. The Nike case illustrates this well. Despite well-managed symbolism and communication, perceptions of aspects of its behaviour (reported treatment of third world workers) has affected some publics image of the company.
Key concepts of corporate identity
Corporate identity management commonly involves: 
· conducting research to determine senior management and a range of stakeholders views on an organisation’s actual and desired image
· an audit of all elements of corporate identity to determine if they are congruent with the desired image
· Formulating a plan to adjust the corporate identity if necessary. It all seems simple enough. Clearly though, controlling identity is not simple or straightforward. So, before considering the management process, it is important to consider a range of questions and issues.
Corporate strategy
One of the key issues of corporate identity management is its role in achieving overall organisational strategic objectives. The aim of a corporate identity plan is to determine and communicate a corporate identity to meet these future strategic objectives. For example, the Labour Party’s introduction of a new corporate identity in the 1990s (involving the introduction of a new logo, a red rose, and a new name, New Labour) was linked to its overall strategic plan to modernise the party to make it electable.
However, a number of thinkers in this area, most notably Grunig, would argue that the corporate identity management process should not just be designed to help implement a predetermined strategy. Instead, strategy should be formulated partly in response to stakeholders’ needs and views. ‘Excellent’ organisations (Grunig 1992), practising a two-way symmetric5 approach to communication management, should adapt their corporate strategies according to publics’ opinions identified through research. Indeed, many would argue that the Labour Party’s strategic objective to modernise was formulated in response to research conducted into publics’ perceptions of the party’s image.
Symbolism
Using cultural codes and associated meanings, designers choose particular colours, shapes and typefaces to provoke particular emotional responses or to connote particular meanings.
The controversy triggered by Labour’s adoption of the red rose logo to replace the red flag illustrates the power of the symbol. The change in visuals was interpreted as symbolising a major ideological shift from hard left to centrist politics. A semiotic analysis would infer that ‘Labour abandoned the symbolism of the red flag (viewed by the leadership as a sign with negative connotations of bureaucratic, Soviet-style socialism) in favour of the red rose, a logo first successfully employed by the French socialists’ (McNair 1994).
Olins (1999: 73) suggests that
The problems in developing symbols are complex. In addition to avoiding negative connotations, technical, creative, fashion and cost requirements all have to be considered. Creating something which will encapsulate the idea behind the organisation, that won’t go out of date, that is flexible and cheap in use, and that will evoke strong, positive emotional feelings in all those who come into contact with it, is actually a very difficult thing to do.
Of course, the significance of symbols within an organisation goes beyond aspects of design, such as the logo. It includes the existence (or absence) and distribution of status symbols such as executive washrooms, plush carpets and parking spaces. This aspect will be referred to later as part of a consideration of organisational culture.


Consistency
To ensure that a visual identity communicates the messages for which it was painstakingly designed, it must be applied consistently across all media. So ‘house style’ manuals are developed to control every aspect of application, from Pantone number (representing exact colours) to typeface. But not all organisations want to represent themselves as a homogenised unit. Some are decentralised and a corporate identity should signal this.
Olins (1999) specifies three categories to encapsulate different structures of identity:
1. Monolithic – where one name and visual identity are used throughout (e.g. IBM).
2. Endorsed – where an organisation has a group of activities or subsidiaries which it endorses with the same name and identity (e.g. Chanel).
3. Branded – where an organisation operates through a series of brands which may be unrelated (e.g. Procter & Gamble).
This seems relatively straightforward, but can, and should, other aspects of identity, such as communication and behaviour, be homogenised? Markwick and Fill (1997) argue that ‘it is important to establish consistent and sustainable internal images among all employees in order that this consistency be projected as a positive cue to other stakeholder groups’. Clearly, organisations should involve a range of stakeholders in determining core philosophies and values and clearly communicate the agreed goals.
But different stakeholder groups often have differing needs and expectations of single organisations, so expecting uniformity seems an unrealistic goal. This demonstrates the importance of defining what is meant by the term ‘consistency’. Van Riel (1995) overcomes the problematic notion of imposed uniformity with his concept of ‘common starting points’ (CSPs). CSPs are central values developed by communications staff from research into an organisation’s desired corporate identity and image. Examples of CSPs include reliability, innovation, quality, profit-making and synergy (ibid.). CSPs function as ‘wavelengths’ or ‘parameters’ to guide communication activity. The concept of CSPs fosters a notion of an organic process of developing and communicating organisational images rather than a top–down approach which limits staff to static, agreed perceptions. As Leitch and Motion (1999: 195) explain: ‘An organisation may present multiple images to its various publics provided that these images are consistent, not with each other, but with the organisation’s CSPs. The corporate identity task is to manage the multiplicity rather than to suppress it.’ This approach has more recently been progressed in relation to developing a ‘sustainable corporate story’ (van Riel in Schultz et al. 2000).
A corporate story is a comprehensive narrative about the whole organisation, its origins, its vision, its mission. However, the emotionally formulated core story is much more than just a vision or mission statement. By incorporating elements such as competencies, fundamental beliefs and values, it mirrors something deep within the organisation and provides a simple yet effective framework guiding the organisation in all its actions.
 (Holten Larsen in Schultz et al. 2000: 197)
Perhaps it is important to note that the source of these carefully constructed stories is an issue: ‘To have employees internalise corporate narratives requires a more direct involvement of them in the articulation of the organisation’s identity’ (Christensen and Cheney in Schultz et al. 2000: 256). Christensen and Cheney (ibid.) critique the creation of corporate identities on a number of levels – an important one being that over enthusiastic CI zealots can get carried away with their mission and only pay lip service to employee involvement. Another dimension of their criticism is the level at which employees want to become involved; they argue that managers can misinterpret the importance of the intricacies of corporate identity to most employees.
Corporate culture
An organisation’s behaviour reflects, or is reflected in, its culture (sometimes referred to as ‘the way we do things around here’8). Changing organisational cultures to improve performance in our global economy is the subject of an entire industry of ‘culture change’ gurus.
Understanding the realities of a corporate culture, revealed through research, will influence the CI management process. 
Corporate personality
Many approaches to corporate identity management are informed by the concept of corporate personality.
Corporate personality is made up of the organisation’s history, culture, values and beliefs (which drives its philosophy, mission and strategies) as realised through its staff, structures systems, its products and or services.
(Gregory 1999: 1)
Van Riel (1995: 34) explains that personality is displayed or revealed by corporate identity: ‘unique corporate characteristics’ are ‘revealed in the company’s products and buildings, in the nature and scale of its communication, and in its behaviour’.
In the same way that an actor would express human personalities through cues such as body language, tone of voice and choice of clothes, the public relations strategist highlights cues via ‘behaviour, communication and symbolism’ (van Riel 1995) to express a desired personality. 
Researching actual and desired corporate image
Identifying the desired corporate identity
From a public relations perspective, this is one of the controversial aspects of CI management. This is because much of the literature has emerged from a marketing paradigm and often considers an ideal identity as being determined by senior management and communicated to an audience (often of consumers). A public relations perspective may well consider that formulation of a desired identity should involve a range of stakeholders in a dialogic (or two-way) process. In other words allow key stakeholders
(including employees) an influence.
Large organisations have become so preoccupied with carefully crafted, elaborate and univocal expressions of their mission and ‘essence’ that they often overlook penetrating questions about stakeholder involvement. (Christensen and Cheney in Schultz et al. 2000: 265)
Auditing existing corporate identity
Van Riel’s (1995) CI mix (behaviour, communication and symbolism) provides a useful guide to the aspects of identity to be audited.
Communication and behavioural audits - Behavioural audits, more commonly known as attitude surveys, measure job satisfaction, gather feedback on the effectiveness of internal policies and provide insight into the attitudes and behaviour of staff at all levels.
The term ‘behaviour’ also refers to consequences for external publics, however, and implies aspects such as the manifestation of an organisation’s corporate social responsibility.
A comprehensive audit of ‘behaviour’ would include analysis of an organisation’s impact on the environment as well as a full range of stakeholders.
Communication audits survey the ‘communication climate’ including communication style and structures as well as content.
The visual or design audit
The design audit is led by one of the designers on the corporate identity consultants’ team. Its task is to study and document the way in which the different parts of the organisation present themselves in terms of the three traditional areas of design – factories, showrooms and so on; product, packaging and information material; vehicle liveries, signs, brochures, advertising, instruction manuals and every other form of graphics. What does it all look like? What message is it meant to convey? (Olins 1999: 162)
A visual audit is not superficial and should reveal more than where a new coat of paint is needed. Baker and Balmer (1997: 378) illustrate the value of the visual audit as a research tool and its contribution to strategy formulation at Strathclyde University, for example, where ‘the visual audit revealed important characteristics of the University’s identity i.e. the University was highly decentralised and had fragmented corporate communications’.
However, the design audit is only one aspect of the research into an organisation’s corporate identity. ‘The design audit is in a sense both complementary to, and an integral part of the communications audit, and both are inextricably involved with the behavioural audit’ (Olins 1999: 162).
Corporate identity planning
Researching the actual and desired image and identifying which aspects of corporate identity should be changed to connote appropriate meaning is to use this information to formulate a corporate identity plan. Such a plan would often aim to manipulate the variables of corporate identity (symbolism, communication and behaviour) ensure they suggest a coherent and desirable personality. 
The corporate identity management plan should raise the following questions to be answered:
1. What is our current image?
2. In order to meet strategic objectives, what do we need our image to be?
3. What is the difference between 1 and 2?
4. What changes must be made to our corporate personality to narrow any gap between 1 and 2?
[image: ]van Riel’s model of corporate identity management                              Source: Adapted from van Riel 1995
Van Riel’s suggests that the objectives of the corporate identity policy programme could be:
·  to maintain an organisation’s current position (research shows that 1 and 2 are the same), or
·  to adjust its current position (1 and 2 are slightly dissonant), or
·  to determine an entirely new position (1 and 2 are vastly dissonant).
Chapter Six: Publics, Public opinion and Persuasion in PR
6.1 The Concept of Public in Public Relations 
A public in the context of Public opinion and public relations refers to a group of people who have similar interests and a common opinion on a certain controversial subject. A group of workers confronted with the controversial question of whether to strike or not is a public with a similar interest in employment, involved in the process of forming public opinion. On the other hand, the same group of workers standing at a bus stop and unanimously agreeing on the perfect weather is not involved in public opinion formation since no controversial question confronts the group. 
Moore & Kalupa (2002) argue every person is identified with several publics at a time, each of which may be involved in the process of opinion formation, on one or more controversial subjects. For instance, an individual can be a member ethnic, family, neighborhood, social, political, religious, educational, craft, professional, and other groups faced with controversial questions and involved in public opinion formation.
6.1.1 Identifying and describing publics
In any public relations situation, it is very important for a certain organization to identify its publics. It is also essential that a practitioner should identify the distinction between public and audience. 
The term publics traditionally mean any group or possibly individual that has some involvement with an organization. Public thus include the organization’s neighbors, customers, employees, competitors and government regulators. Publics and organizations have consequences for each other; what a public does has some impact on the organization and vice versa. 
From public relations perspective, the term audience suggests a group of people who are recipients of something – message or performance. Audience is thus inherently passive. But this conflicts with the goal of most public relations programs, which are designed to stimulate strong audience participation. To help resolve the semantic conflict, the term publics evolve to distinguish between passive audience and active audience. 
In public relations the term public (active audience) encompasses one group of people who are tied together however loosely by some common bond of interest and concern, and who have consequences for an organization. The best way to understand these concepts is to think of various publics that you as an individual might be part of. In traditional PR literature, publics are divided in to two basic categories: external and internal.
External publics exist outside an institution. They are not directly or officially part of the organization, but they do have a relationship with it. Certain external publics such as government regulatory agencies have substantial impacts on the organization.
Internal publics share institutional identity. They include management, employees and many types of supporters (investors for example). Occasionally the term internal publics is used in PR practices, to refer exclusively to employees. This usage is unfortunate however because it results in employees being considered as unrelated to management instead of as part and parcel of the same team. Such thinking has a marginalizing effect that creates serious communication problems.
However, the categories (internal and external) are too broad to be very useful in identifying publics. A more definitive typology has been developed by Jerry A. Hendrix who identifies publics as media employees, members, community, government, investor, international, special and integrated marketing. Overall, every organization needs to thoughtfully compile comprehensive list of its publics. Any particular public regardless of its category may become the focal point for public relations efforts. When that occurs, the public singled out (identified) for that attention is called target public or priority public. Though the connotation of the term target is not approved by everyone in the context of an important public, certainly most PR practitioners would agree that target public tends not to be passive and may exhibit unpredictable behavior. Still, the idea behind the term is valid. Although priority public might be more accurate, the term target public continues to be used today to signify some definable audience for whom advertising and information are specifically produced. 
Categorization of publics
We shall study the categorization of public relations publics from two points of view. First, we look at the Wragg (1993) categorization and later the Guth and Marsh (2000) categorization. According to Wragg (1993), public relations publics or audiences can be divided into four categories which include:
1. Functional publics: They are those publics which enable the organisation to perform its chosen tasks. These include its customers, consumers, business firms with which it relates, employees, trade unions which represent it in its given line of trade or business,
suppliers of raw materials and components.
2. Enabling publics: These are publics which permit the organization to function within the framework of the society to which it belongs. Such publics include regulatory bodies (e.g. the Nigerian Institute of Public Relations, Advertising Practitioners Council of Nigeria, National Broadcasting Commission, etc.), community leaders, politicians and shareholders.
3. Diffused publics: Within this group are media organisations, pressure groups and local residents. These are varied audiences and often, especially in the case of the media and pressure groups are avenues to other major audiences.
4. Normative publics: This term refers to trade associations and professional bodies, but it could also include political parties. Among the four categorizations, the functional publics are usually closest to the organization and may exhibit the highest level of interaction.
It is clear from the above that some of these classifications overlap, since in some situations political parties, pressure groups and politicians can include many of the same people and they might equally be consumers or employees. But the reason for this is not far-fetched because public relations is a dynamic field in a capricious world. This poses a challenge a public relations practitioner in implementing a campaign for an organization. For example if you were a public relations man for an airline you would have your customers as your functional publics, however, among them could be individuals who reside around the airport who are complaining about the noise of your planes through the formation of resident associations to exert pressure on your company to change its noisy planes. Some of them could be very influential politicians. Thus you can have your publics streaming down into enabling publics, diffused publics and normative publics.
Guth and Marsh (2000) categorized public relations publics as follows:
1. Traditional publics
Traditional publics refer to groups with which your organization has ongoing, long term relationships. They include employees, the news media, governments, investors, customers, multicultural community groups, etc. These publics are always there, however, they must not be taken for granted as they can in one minute be allies and in another minute could be foes depending on how your organization relates to them. For instance any organization that takes the mass media for granted will learn too soon that ‘pen is mightier than sword.’ Same goes for your employees. All it takes to bring down a manufacturing company is for an aggrieved employee to produce a contaminated version of a product and for such product to get to the market. 
2. Non-traditional publics
These are groups that usually are not familiar with the organization; that is your organization has not had an ongoing, long term relationship with them. Non-traditional publics emerge either due to changes in organization, the society or those publics themselves. They have always been there but not very relevant to the organization, but due to those changes, it could become imperative for them to form one of the publics. After several years of relevance and interaction between an organization and its non-traditional publics, such publics could become traditional publics.
3. Latent, aware and active publics
A latent public is one which, by evolving developments, common grounds of relationship is opening up between it and an organization, but whose members are yet to realize or explore it. There is no active relationship between both parties presently. The members of that public are not yet aware of the existence of the relationship. An aware public is that whose members are aware of the existence of a commonality of values or interest with the organization but have not made any organized effort to respond to such relationship. On the other hand, an active public has realized the relationship between itself and the organization, and is working to manage that relationship on its own terms. Several publics at the evolving stages of their relationship with organizations would usually find themselves at one of these levels of relationships.
4. Intervening publics
Any public that helps to send a message to another public is known as intervening public. Naturally the mass media fall into this group. Without the media, there is very little any organization can achieve in its relationship with other publics.
5. Primary and secondary publics
We could also divide public relations publics into primary and secondary publics depending on the extent to which they affect an organization’s pursuit of its goals. If a public can directly affect the organization’s goals so that they have to be taken into consideration virtually on all PR matters, then that public is definitely a primary public. Such publics as employees, immediate community, the media, the government, the shareholders, the financial institutions, etc are examples of primary and secondary publics.
Primary publics are of great importance to any organization. Secondary publics are equally important and organizations must strive to have good relationship with them. However, the degree to which they affect the organization’s pursuit of its goals is minimal. In a world of limited resources in relation to time and money, most companies concentrate on building and managing relationships with primary publics. With abundance of resources, secondary publics could also get some attention.
6. Domestic and international publics
Domestic publics are those within the organization’s country. International public exist beyond the country’s borders. More and more organizations are realizing the place of international publics in their overall corporate success. It is important to note however that the fact that a public is close to you does not make it familiar to you. To court the close relationship of a company requires well thought out communication strategies. International public relations is not just about the specific group or persons that the organization relates to in another country, it entails knowledge of such a country in such areas as culture and value systems, taste and preferences, religion, business ethics, important holidays, weather, etc.
7. Internal and external publics
Internal publics exist within an organization while external publics are outside. For a higher institution of learning for instance, some of its publics would include students, academic staff, non-academic staff, food vendors, etc., while external publics would include its immediate community, providers of social amenities like water and electricity, other institutions in its state or country of location, education ministry.
Management’s perception of priority publics (both internal and external) is not always accurate. Knowing who your target publics are implies knowing what to say to them and how to say it. PR practitioner needs to know how messages are likely to affect various publics the organization depends on. 
Awareness of publics and their responses requires heightened sensitivity and alertness and a lot of guessing and/or having regularly updated statistical profiles based on scientific researches. As Wayne Danielson summarizes, scientific research is more than necessary for public relations activities and for understanding publics:
The point is simply this: interest in science and in asking the scientific question is part of the spirit of our times. Professional communicators cannot avoid these questions. They encounter them all the time. They frequently ask them themselves. And they cannot indefinitely avoid giving a scientific as opposed to an artistic answer. This is basically what communication research is all about. It is an attempt to give scientific answers to scientific questions about communication. 
Being aware of publics and their opinions depends on having ready access to information that helps give an accurate picture of where they stand on issues facing an organization. Institutions accumulate a wealth of information in their daily operations. Unless some thought is given to how that information might be used it is useless.  Research for sound PR planning can be built in to a record-keeping system, provided that retrieval is also carefully considered. Information about PR audience is critical.
 6.2 Public opinion
Let’s begin with a definitive statement: No good public relations effort can succeed without attention to public opinion. Public opinion is one concept in the social sciences that is somewhat nebulous [vague, imprecise]. Majority opinion is a curious [interested] and elusive [obscure, vague] thing. Charles Frankel an American newspaper columnist once observed “Majority opinion on a public issue depend very much on how the issue is posed to them, and the circumstances in which they are asked to express themselves. A majority today may well be a minority tomorrow depending on what transpires between today and tomorrow.” (NOUN, 2006:138-39).
The problem with identifying public opinion springs from the fact that few issues generate unanimity of opinion among the population and public opinion on any issue goes in several directions. It is also noteworthy that only a small number of people at any given time take part in opinion formation on matters of social relevance. The reason that could be adduced for this is that the public tends to be passive. An individual may be informed on an issue but may not have an opinion on it. Even when he or she does have an opinion, except it is expressed, it is not public opinion. (NOUN, 2006:139).
Public opinion represents the thoughts of any given group of people in a society at any given time towards a given object. It may also be defined as “the collective expression of opinion of many individuals’ opinions on an issue affecting those individuals.”  “Public opinion is what most people in a particular public think. It is a collective opinion of what a segment of public think about a specific issue.’  (NOUN, 2006:139).
Another popular definition states “public opinion is a collection of views by persons interested in the subject.” The definition suggests that a person unaffected by or uninterested in an issue does not constitute part of public opinion on that issue. (NOUN, 2006:139).
According to Dennis Wilcox, Phillip Ault and Wanner Agee (1992: 234), the following are points of consensus in the literature on public opinion. (NOUN, 2006:139-140).
1. Public opinion is the collective expression of opinion of many individuals bound in a group by common aims, aspirations, needs and ideals.
2. People   who are interested or who have a vested or self-interest in an issue – or who can be affected by the outcome of the issue – form public opinion on that particular issue. 
3. Psychologically, opinion basically is determined by self-interest. Events, words or any other stimuli affect opinion only in so far as their relationship to self-interest or general concern is apparent. 
4. Opinion does not remain aroused for a long period of time unless people feel their interest is acutely involved or unless opinion- aroused by words – is sustained by events.
5. Once self-interest is involved, opinion is not easily changed. 
According to Decatur study the role of opinion leaders as they influence others in four areas of decision making in day-to-day life. These areas include: (NOUN, 2006:140-41).
1) Marketing: Making choices regarding food, household products and small consumer items.
2) The world of Fashion: Deciding on matters concerning clothing, hairstyles and cosmetics.
3) Public affairs: This is an area where people need interpretation on political and social matters in the news, civic activities like election census, and other local and national events.
4) Selection of movies: Here again, the followers are not sure of which movies would give them value for their money. They have to choose between local and foreign movies, television programmes, etc. 
6.3 Persuasion
Persuasion is a common feature of everyday life. It is present in everything we do, from persuading oneself to persuading others. In a family life, persuasion manifests in children convincing parents on the kind of product to buy for then and even for general family use. A prospective employee through his application and at interviews attempts to persuade an organisation to employ him. Governments attempt to persuade citizens to accept its policies, corporate organisation attempt to persuade their several publics to support them on some corporate matters. (NOUN, 2006:144).
Winston Brembeck and William Howell describe “persuasion is a process that changes attitudes, beliefs, opinions or behaviours.” Public relations practitioners are among the greatest users of persuasion strategies, often with the objective of influencing people in some desired ways. Persuading someone or a group to think in a different way is not an easy task. It is more difficult when the views they hold are hostile. A good understanding of persuasive communication would however make it easy to get your public thinking your own way. 
The rhetorician and scholar Richard Perloff defines persuasion this way: “Persuasion is a symbolic process in which communicators try to convince other people to change their attitudes or behavior regarding an issue through the transmission of a message, in an atmosphere of free choice.”
Generally, persuasion is used to: 
1. Change or neutralise opinions
2. Crystallise latent opinions and positive attitudes, and
3. Conserve favourable opinions.   (NOUN, 2006:144-45).
6.3.1 Factors in persuasive communication
For many public relations practitioners, persuasion is the desired outcome of their activities, whether it is to change the attitude of government towards a client, promote an employer’s point of view or create awareness of a product or service and thus support sales. It is also the judgement applied by clients who ask whether the ‘PR effort’ made changes that were both beneficial and made an impact on profits. Yet Bernays did not simplistically advocate crude, one-way communications. His aim was to apply social science methods first to research the situation and then to create the most effective methods of communication. (Tom Watson & Paul Noble, 2005:4).
Achieving persuasive communication is dependent on a number of factors. Public relations practitioners would find some of these put forward by Wilcox, Ault and Agee very useful:
1. Audience Analysis: Every audience has its own features, mindset, and characteristics. To get a message across successfully, requires a detailed understanding of the target audience. Knowledge of how the belief system and attitude of a group is a useful tool in helping a communicator prepares his message. 
2. Source Credibility: There are general standards of message forms from specific communication sources. To make a message believable, it must come from a trusted source. For a public relations person, this tells you that in order to achieve persuasion; some forms of communication must be handled by some specific persons. For example, there are crisis situations when your public would only believe what the managing Director or Chairman of your organisation says. Any word from the public relations director may not sell. 
3. Appeal to Self-Interest: people get involved in issues or pay attention to messages that appeal to their psychic or economic needs. To get a message across, you must let the target know what is in it for them. They must know in specific terms what good they stand to enjoy if they do your bidding. Would it adds to their sense esteem, gratify their ego of give them a sense of belonging?
4. Clarity of the Message: The clearest message is the simplest message. Two important questions that would help you achieve clarity are: (a) what do I want the audience to do with the message (b) will the audience understand the message? A persuasive message must not leave the audience confused as to what it wants it to do.  
5. Timing and Context: There is a time and context for everything. Telling a consumer of an increase in electricity bill when at that very point there is a power cut would not attract any favourable response. 
6. Audience Participation: People are committed to making a thing work if they had been a part of the idea. Productivity is increased if employees are carried along in the decision making process. Getting people involved in a street march or walk for HIV/AIDS creates a participatory satisfaction that will make them donate more to it in financial terms.
7. Suggestions for Action: A good principle of persuasive communication to accompany the message with a proposed action. The suggestion must be easy to carry out with minimal technical or bureaucratic complexities. 
8. Content and Structure of Messages: To achieve persuasion, content and structure must key into the audience. Communicators and writers have employed some useful devices over time for 
achieving this. Each of these devices must be used in consideration with other factors discussed above. Some of these devices are: drama, statistics, surveys and polls, examples, testimonials, mass media endorsements, emotional appeals, etc. 
9. Persuasive Speaking: The use of appropriate persuasive techniques is vital to eliciting responses from targets of such messages. Depending on the audience, a persuasive message can give a one-side or two-sides to an issue.  Studies by Carl Hovland have shown that one-sided speeches are most effective with audiences that are favourably disposed to a message, while two-sided speeches work better with audiences that might be opposed to the messages.
6.3.2 Persuasion and Ethics
We have examined the above propaganda techniques not to arm public relations practitioners with devices for deceiving or manipulating people. Ethical considerations demand that these techniques are not turned against our publics but to their favor. As public relations professionals, we are advocates of our clients and employees as well as the conscience of the public’s of which we are a part. The use of persuasive techniques demands additional guidelines as put forward by Professor Richard L. Johannesen of Northern Illinois University. 
According to him, the following criteria must be borne in mind by every public relations practitioner using persuasive devices. 
1. Do not use false, fabricated, misrepresented, or irrelevant evidence to support arguments or claims. 
2. Do not intentionally use specious, unsupported, or illogical reasoning. 
3. Do not represent yourself as informed or an “expert” on a subject when you are not. 
4.  Do not use irrelevant appeals to divert attention or scrutiny from the issue at hand. Among appeals that commonly serve such a purpose are “smear” attacks on an opponent’s character, appeals to hatred and bigotry, innuendo, and “God”, “devil” terms that cause intense but unreflective positive or negative reactions. 
5. Do not ask your audience to link your idea or proposal to emotion- laden values, motives or goals to which it actually is not related. 
6. Do not deceive your audience by concealing your real purpose, your self-interest, the group you represent, or your position 
7. Do not distort, hide, or misrepresent the number, scope, intensity, or undesirable features of consequences. 
8.  Do not use emotional appeals that lack a supporting basis of evidence or reasoning or that would not be accepted if the audience had time and opportunity to examine the subject itself. 
9. Do not oversimplify complex situations into simple, two-valued, either/or, polar views or choices. 
10. Do not pretend certainty when tentativeness and degree of probability would be more accurate. 
11. Do not advocate something in which you do not believe yourself 
Chapter Seven: The public relation process
7.1 Public relations is a process- that is a series of actions, changes or functions that bring about a result. One popular way to describe the process, and to remember its components, is to use the RACE acronym, by John Marston 
· Research: What is the problem? 
· Action and Planning: What is going to be done about it? 
· Communication: How will the public be told? 
· Evaluation: Was the audience reached and what was the effect? 
7.2 PR campaign
A campaign is the strategic design of a series of messages sent to one or more targeted populations for a discrete period of time in response to a positive or negative situation affecting the organization.
An organization or agency plans a campaign by utilizing paid messages or unpaid message outlets such as press releases or other news events to respond to a crisis affecting the organization or to create a proactive campaign that enhances the corporation’s images. The key to the definition of a campaign is that it is created by an organization such as a profit-oriented corporation, a political candidate, or a social agency to communicate to a single small audience such as employees within one office or to millions of persons in multiple audiences across the nation.
· Campaigns are a significant part of the public relations profession and should be carried out with meticulous planning and thorough management. 
· Specific step-by-step measures should be taken when planning any PR campaign to ensure it meets the objectives set. Here I’ll list the 10 stages/steps of planning a successful PR campaign
· → Research→ Situation Analysis → Objectives → Identifying Publics → Identifying Stakeholders → Key Messages → Communication channels → Timescale → Budget → Evaluation
1. Research
· No matter what kind of PR activity you’re involved in, research will be at the core of it. Depending on what you’re doing, different research methods can be used at various times. Research methods are categorized into two groups: This is finding out the information you want first hand: Questionnaires, one-to-one interviews, telephone interviews, focus groups, etc. Secondary: Often called desk research and involves gathering information from already published sources: Books, journals, papers, libraries, etc.
2. Situation analysis
· The research you’ve carried out should clearly define the current situation with regard to the campaign. Depending on what’s involved, this might include an organisation’s current situation in the market, how it’s perceived by customers or staff or how it’s fairing financially.
· From this you can carry out a SWOT analysis to examine Strengths, Weaknesses, Opportunities and Threats of the current situation, and a PEST analysis to examine the external environment Politically, Economically, Socially and Technologically.
3. OBJECTIVES
· Once you’re aware of the problem(s) your organization is facing, you can then define the objectives of the campaign. The objectives are what is hoped to be the end result of the PR activity. Each objective must be SMART: Specific, Measurable, Achievable, Realistic, and Time. Depending on the situation, sometimes the objectives set can initially be before the research has been undertaken.
4. Categorizing publics
· Who do you want to talk to? The research carried out in the initial stage of the planning process should have identified each public relevant to the campaign. This is crucial to ensure your key messages are communicated efficiently as possible. The research also should have identified each public’s current attitude to the situation allowing you to tailor your key messages appropriately. 
5. Identifying stakeholders
· Once the public’s of this campaign have been categorized, it is then important to identify who the stakeholders are. A stakeholder analysis may involve employees, identified publics, suppliers, senior executives, investors, Etc
6. Key messages
· Once you know the issue you’re facing, the current situation of the organization (both internally and externally) and who you want to talk to, you then have to plan what you want to say. Every PR campaign needs to have a set of messages that forms the main thrust of the communication. These messages need to be clear, concise and readily understood.
7. Communication channels
· Again, depending on what type of campaign you’re involved you might use media relations, events, interviews, blogger relations, presentations, consultations, newsletters, competitions, podcasts, stunts, websites, conferences, photography, video news releases, etc.
8. Timescale
· Now you know the overall strategy and which tactics you’re going to use, you’ve then got to allocate a time to do it. 
9. Budget
· Allocating the budget is an essential part of a campaign so all costs should be taken into consideration. The primary reason for a budget lets you know what you can or can’t do, but it also allows you to allocate money to the specific areas of the campaign
10. Evaluation
· The evaluation is an ongoing process particularly in a long-term PR campaign so it is critical to constantly review all specific elements. Evaluating a campaign should be done in two ways: Ongoing or End.
· Assignment
· Identify a case problem in a given organization that needs PR campaign. By applying the PR campaign steps, write a good PR campaign plan. You should submit the campaign plan and present for class discussion.
7.3  Crises communication/ management

7.3.1 What is crises communication/management?
No community and no organization public or private is immune from crises (www.sagepub.com/journal of crises communication.)
The following are some of the definitions Crises by different scholars. 
According to William F. Eadie (2009) ,crises is not just a simple occurrence, rather the damage that it cause may go to the extent of severely harming business  ,  to get   getting it out of computation. it may also goes to creating a public anger which later goes to overthrowing of the gov’t.
“any situation that threatening or could threaten to harm people or property, seriously interrupt business ,significantly damage reputation and/or negatively impact the bottom line.” (Jonathan bernstein, 2013)
John Doorley and Heilo Fred Garcia, defines a crises as a change of state in an organization b/c of the occurrence of some harmful events which hinder the overall operational and financial activities. 
According to Hermann (1963) the three x-ics that differ crises from other events are surprise, threat and short response time.
Stages of crises communication
· William F. Eadie(2009)  categorized the stages of crises in to five.
Pre-crises: 
1. Detaction stage –should be a process of constantly monitoring once operation for signs of coming crises.
· Develop a policy of watching and paying attention to warning signs.
· Watch for the revealing of corporate secret that may damage the organization’s reputations.  
2. Prevention stage –is taking steps to avoid a crises, putting out little fires before they become inferno.
· Design  public relation program for all key publics(stakeholders) E.g using fliers broachers
· The head of communication should be important to atop level management. In order to build credibility and to be a part of decision making. 
· Develop and maintain strong relationship with news media.
· Develop relationship with communication departments at other org.that may share the same crises.(experience sharing) 
· Have a crises communication or crises management plan.
           key points in planning
· Develop a serious of scenarios that reflect the kinds of crises your organization may face.
· Identify crises management team.
· In so far, as is possible, implement policies and strategies designed to minimize the impact of crises.
· Review the entire plan at least annually. 
Post-crises stages
3.  Containment stage- is the stage after the crise has occurred, and the goal is to end it as soon as possible. Get out of the newspapers and not let ones bad news be a continuing topic of popular conversation.
4. Recovery stage-is the desire and effort to return to normal operations. In this case the PR specialist should be primary spokesperson in a news making. 
Some points to be considered in the recovery stage.
· Other than the presence of the organizational head in a news-making crisis, the PR specialist should be the primary spokesperson.  
· An organizational spokesperson should express sincere concern if there are injuries or loss from a crisis no matter who is responsible.
· If the organization has erred, admit guilt and be sincerely sorry. Whether at fault or not, convince publics of a plan to try to prevent a recurrence of the crisis.     
· Don’t blame others.
·  Shifting the blame is a strategy tried but rarely successful in the recovery stages of crisis.
5. Learning stage –is the process of being careful not to make mistakes, oversight decision, and omissions that caused the crises. the symbol of crises in Chinese mandarin language is interpreted as dangerous opportunity.
If there is an organization, problems are also there, and some organization managers think that these problems are crises but every problem is not crises. Unless they are unique/ surprising, big threat and which gives short response time. These organizations needed to realize the Chinese character for crises. They take crises as a dangerous opportunity. In fact it is paradox that, there is no opportunity, if it has a danger. But if we focus on the irony of the message, it tells the fact that challenge is also a better learning environment. Therefore, crises are an advantage to learn and find out a better. 
7.3.2 Steps in crisis communication
Jonathan L. Bernstein suggests what he calls The Ten Steps of Crisis Communication.
· Identify your crisis communication team
· Identify spokespersons
· Train your spokespersons
· Establish communication protocols
· Identify and know your audiences
· Anticipate crisis
· Assess the situation
· Identify key messages
· Decide on key communication methods
· Ridding out the storm
What to do before, during and after a crisis
Before we draw the curtains on this very important topic, let’s briefly look at (call it a blueprint if you like) what to do before, during and after a crisis. To be sure, there cannot be a straight jacket approach to addressing a crisis, so we may not be using the word ‘blueprint’ in the strictest sense of it, but we are thinking of a general approach to handling crises. As we have seen earlier, crises can sometimes be inevitable, but having a clear idea of what to do when they occur is vital to maximizing their adverse consequences. 
The following are useful advice:
Before crisis
· Maintain trustworthy, credible relationships with the media all of the time .if you do, the media will be less suspicious and more cooperative in the midst of a crisis.
· Select someone to be the crisis manager.
· Have the crisis manager collect information on potentially troublesome issues and trends. Evaluate them, gather data on them, and develop communications strategies to prevent or redirect their course.
· Identity members of a possible crisis management team. Have in place their roles, actions to be taken and possible scenarios. Have a list of their office, home, and cell or mobile phone numbers. Also have copies of their biographies. In a crisis, the press may want to know the backgrounds of those dealing with it.
· Give designated spokespersons training in dealing with the media.
· Determine the message, target, and media outlets that could be used in various crisis plans.
· Have a list of the office, home, and cell or mobile phone numbers and deadliness of reporters who might cover your organization in a crisis.
· Have a plan for setting up a media crisis centre. This should cover such items as desks, chairs, phones, parking, electrical outlets, placement of satellite trucks, copy machines, even coffee. You also need to think about how to keep an office secure, particularly for your own staff.
During crisis
· When a crisis hits, immediately get the word to the press. Otherwise, the media will get their information through other means.
· Set up an all crisis and media centre at a central place from which news is released, rumors dealt with, facts gathered, and briefings held.
· Immediately ‘go public’ with a trained spokesperson at the scene to conduct press briefings. Let the media –and therefore the public know that you are dealing with the situation.
· Say what you know and only what you know. Don’t speculate. Don’t be bullied into saying anything based on rumor. If you don’t know something, admit it. Saying ‘the matter is under investigation’’ may be the best response. 
· Gather information as quickly as possible. Determine the basic who, what, when, where, and how. You might not get the ‘why’’ until later.
· Get the government or agency leader and other top management to the crisis centre. Cancel other plans. People want to see the leader, not just the public affairs staff. Having top management in front of the press during a crisis lends credibility and shows that the organization is not treating the situation lightly. 
· Inform your internal audiences – the staff and other government offices, at the same time you inform the press. If the press is the only source of information for the staff, morale can be damaged and employees can become confused and hurt, especially if the incident is reported inaccurately in the press. Because of where they work, the staff will be viewed as sources of information, and they can be the origin of leaks and rumors. Be sure they have it right.
· Communicate with your internal audiences by e–mail, if available, or through press releases and statements delivered to each office. If the staff is small enough, call a meeting at which members of the crisis team are available to answer staff questions.
· Maintain a clam, gracious, and helpful presence. Avoid appearing flustered or overwhelmed.
· Pre-empt negative publicity and communicate the actions being taken to solve the crisis. Verify news before releasing it.
· Arrange for media access to the scene of the crisis. If at all possible. TV wants pictures. If there are space constraints, use press pool reports, with a representative of each type of media, wire service, newspaper, TV, radio, magazine, and photography –at the scene, writing up a report and taking picture for their colleagues. No one may use these reports, including those in the pool, until they have been distributed to everyone. 
· Take care of the practical needs of the press, such as packing, phones, electrical outlet, desks, and chairs.
· Keep a log of reporters who have called, what they asked, their deadlines, what you promised, and to whom it was delegated.
· Always return phone calls. If you don’t, reporters will look elsewhere for information. They will write a story with or without your help. Being not responsive takes control of a story away from you. 
· Simple sympathetic gestures can help rebuild the public’s confidence. Offer reassurance. Tell what actions are being taken to solve the problem, to help those affected, and to return things to normal. But first make sure you are doing what you said you are doing.
· Make sure the press spokesperson is involved with senior management in every decision and policy made. Every decision has a public ramification, whether management recognizes it or not. 
· Avoid fixing blame. That can be done after an investigation.
· Appeal to third –party endorsement for your effort. Get credible people who have been through similar experiences and command the public’s attention to speak on your behalf.
· Update information frequently and regularly. Announce when your next update will be.
· Monitor media reports and correct errors immediately.
· Establish a web site to inform people about the status of the situation. Put all news releases, statement, fact sheets, and links to other information on the site. 
· Establish an assessment group to study the problem and to prevent future occurrences. This is not for show; they should have real power. 
· Remember: openness and responsiveness during a crisis enhances your respect and credibility with the media. It can help you in the long run.
After crisis
· Evaluate the effectiveness of the crisis plan and how people responded.
· Correct problems so they don’t happen again.
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