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Strategic Planning for Public Relations is in its fifth edition of offering an innovative and clear approach for
students looking to learn how to develop public relations campaigns. It is a text intended for those serious
about entering the rapidly changing professions of public relations and strategic communication. Ronald Smith
shows how to implement pragmatic, research-driven strategic campaigns used in public relations practice, and
draws from his years of experience as a professional in the industry and his years of teaching in the classroom.

The approach used in this text is a threefold pattern: first, readers are exposed to new ideas, then see them in
use, before finally being showed how to apply those ideas themselves. Complex problem-solving and decision-
making processes in strategic communication and public relations are turned into a series of easy-to-follow
steps, flexible enough to be applicable to myriad situations and organizations in the real world.

This new fifth edition follows the same format as previous editions and includes numerous timely and real-
world examples of cases and current events, along with classic cases that stand the test of time. It includes new
research on opinions and practices within the discipline and covers several recent, award-winning public
relations campaigns.

Ronald D. Smith is Professor Emeritus of Public Communication and former Chair of the Communication
Department at Buffalo State (SUNY). He is an accredited member of the Public Relations Society of America.
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Preface

Strategic Planning for Public Relations offers college and university students a new way to deepen their
understanding of public relations and other kinds of strategic communication.

It is intended for people serious about entering a profession that is rapidly changing—a profession that is
shedding a past that often involved merely performing tasks managed by others and taking on a newer, more
mature role in the management of organizations based on research-driven strategic planning, ethical principles,
and programmatic evaluation.

This book provides an in-depth approach to public relations planning, more comprehensive than can be
found anywhere else. It is built on a step-by-step unfolding of the planning process most often used in public
relations, with explanations, examples, and exercises that combine to guide students toward a contemporary
understanding of the profession. This book is written in a reader-friendly style designed to appeal both to
students and practitioners.

The approach used in Strategic Planning for Public Relations is rooted in my belief and observation—from
more than 27 years of teaching—that students learn best through a threefold pattern of being exposed to an
idea, seeing it in use and then applying it themselves. This is the rhythm of this book—its cadence, if you will.
This is the design that takes a complex problem-solving and decision-making process and turns it into a series
of easy-to-follow steps. These nine steps provide enough flexibility to make the process applicable to all kinds
of situations and to organizations with different missions, diverse sizes, varying resources, and differing skill
levels among the staff.
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New to This Fifth Edition

Textbooks are kept current by regular updating of information, accomplished by adding new material and
publishing new editions.

This fifth edition of Strategic Planning for Public Relations follows the same format as previous editions. It is
studded with real-world examples of new cases and current events in the practice of public relations, along
with some classic cases that stand the test of time. In particular, this updating includes many examples
involving social media and other developments in digital technology.

It also highlights the results of many new research studies on opinions and practices within the discipline.
Additionally, this edition updates overviews of several award-winning public relations campaigns.

This edition also updates and expands a series of appendixes.

e Appendix A, Applied Research provides an overview of research in professional settings, with a
comparison to academic research, a discussion of ethical aspects, an explanation of sampling
techniques, and information on secondary research and interviewing skills.

e Appendix B, Focus Group deals specifically with ways to plan, implement, and report using this
methodology.

e Appendix C, Survey similarly outlines various ways to design, administer, and report surveys, with a
particular focus on developing question and response content of questionnaires.

¢ Appendix D, Content Analysis considers the role of content analysis as well as the mechanics of using
this methodology.

e Appendix E, Media Engagement offers both a rationale and practical suggestions for effectively
engaging media of all kinds. It builds from a focus on reputation and credibility and offers practical
tips for engaging with reporters.

¢ Appendix F, Crisis Communication builds on the previous appendix with a specific focus on engaging
the media in crisis situations. It includes background on types of crises, strategy, and messaging for
crisis situations, and organizational preparation for dealing with crises.

¢ Appendix G, PR 200 offers terms, concepts, how-tos, and cases that all public relations graduates and
practitioners should be familiar with.
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Note to Students

If you are using this book in a public relations class, it is because your instructor finds it valuable for you.

Thank you for allowing me to share my ideas and insights into a profession that I have found to be both
challenging and rewarding. I wish you much success as you proceed toward a career that I hope you, too, will
discover to be exhilarating.

I stumbled into public relations somewhat by accident, at least not by my own conscious design. I began my
career as a newspaper reporter, and later as an editor, with some side trips into television writing and
producing, freelance magazine writing, and newsletter editing. I then made the transition into public relations
—at first building on a familiar base of media relations and publicity, and only later navigating into issues
management, crisis response, integrated communication, and a host of related areas.

Along the way I incorporated the new technological developments (particularly email, the Internet, and
social media) and now wonder how we once managed without these tools.

Frankly, I wish there had been a book like this to guide me toward doing the work of public relations,
especially the research and planning parts. So I'm pleased to be able to share with you some of the insights I've
picked up along the way.

With this book and the practical exercises that go with it, you are proceeding along the road to professional
success. I wish you the best of luck. You should be aware that this book is intended for group development and
class activities. While you certainly can use it alone, you will find that it comes more fully alive as a text to
guide group projects. Even if you are not a student in a traditional classroom, try to use this book in the
context of your own project task force or professional work team.
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Note to Public Relations Practitioners

I am proud to note that the Public Relations Society of America has found Strategic Planning for Public
Relations to be relevant for practitioners. PRSA selected the book for its short list of endorsed readings for
candidates of the APR professional accrediting exam.

I've heard from many public relations practitioners who have used this book and are looking forward to this
new edition. Some find it useful in their day-to-day work, particularly those who are working in public
relations without benefit of an educational background in the discipline. I myself entered the profession with a
background in journalism, so I understand the pros and cons of learning public relations on the job. 'm pleased
that this book has been helpful to many of my professional colleagues.

The book also has spurred others who have written to me with issues and comments from their vantage as
leaders within the field of public relations. It has been particularly rewarding to hear not only from the PRSA
and various U.S. chapters, but also from our Canadian counterpart, the Canadian Public Relations Society, as
well as public relations groups around the world, including the Azerbaijan Public Relations Association. I also
hear regularly from practitioners, students, and teachers around the world, in places as disparate as Hong
Kong, India, Japan, Kenya, Nigeria, Romania, Russia, Turkey, the United Kingdom, and other countries.
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Note to Instructors

Thank you for choosing this textbook for your students. Thanks especially for the opportunity to share with
them some of my thoughts and observations on an exciting profession. I trust that you will find the
information contained in this book to be well within the framework of contemporary professional practice and
academic principles.

Strategic Planning for Public Relations grew out of my observation that students seem to learn best when
they understand concepts, have patterns to follow and adapt, and have the opportunity to work both
individually and in groups on tasks that gradually unfold to reveal the bigger picture. This is my intention with
this book—to provide a structure, yet to give you much flexibility in leading your students through the
planning process.

I also can share with you that your colleagues have found this book useful in introductory courses as well as
in courses focusing on campaigns and case studies. Personally, I use the book for an intensive introductory
course, supplemented with some online information on history and other foundational elements such as my
academic and professional website— ron-smith.com—which you are free to use if you find it helpful. We also
use the book in our senior-level campaign course as the basis for students developing their own campaign
proposals. Additionally, the book serves as a basis for the campaigns that are developed by our graduate
students.
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Who Uses This Book?

I am pleased by the international acceptance of this book since it was first published in 2002 and subsequently
updated in 2005, 2009, and 2013.

As the author, I am humbled by the confidence that so many educators have placed in this book, and I am
quite aware of my responsibility to their students to provide the best teaching resource that I can.

To date, at least 279 colleges and universities in the U.S. and Canada, Europe, Asia, and the Middle East,
have adopted this text for public relations classes at both the undergraduate and graduate levels. These courses
include principles or foundations of public relations, advanced practice, campaigns, strategy, planning,
research, advocacy, public relations administration/management, case studies, corporate communications,
integrated communication, and issues/problems in public relations. Nearly half of schools associated with the
Accrediting Council on Education in Journalism and Mass Communications use this text.

More than 1,220 academic libraries in North America, Asia, Africa, Australia, Latin America, the Middle
East, and both Western and Eastern Europe have acquired it for their collections.

I also am pleased with the acceptance of this book by my professional colleagues. The Public Relations
Society of America includes this book on a short list of texts recommended for people preparing for the
Universal Accreditation Exam. It has been similarly endorsed by the Canadian Public Relations Society, the
Public Relations Council of India, and several other national groups affiliated with the International Public
Relations Association.

The book is listed by the professional resource centers of several PRSA chapters and by practitioner groups
in the U.S. and around the world from Iran to Sweden. It is a recommended reading by Six Sigma Strategy
Training of Sussex, England. It also has been recommended by several bloggers in the U.S. and around the
world who specialize in public relations and marketing communication.

Likewise, many of my fellow educators have shown confidence in this book by citing it in their own writing,
more than 375 academic citations to date.

Strategic Planning for Public Relations has been cited in several recent books, including Corporate Blogging
and Microblogging (King, 2015), International Political Economy of Communication (Vivares & Martens, 2014),
Cases in Public Relations Management (Swann, 2014), The Strategic Context for Political Communication
(Kiousis and Strombéck, 2014), Business Essentials for Strategic Communicators (Ragas & Culp, 2014), Political
Reputation Management (Schnee, 2014), The AMA Handbook of Public Relations (Boynton, 2014), Digital
Disconnect: How Capitalism Is Turning the Internet Against Democracy (McChesney, 2013), Farewell to
Journalism (McChesney, 2012), Relentless Pursuit of Excellence: Lessons from a Transformational Leader (Sagor
& Rickey, 2012), Handbook of Communication and Corporate Social Responsibility (Bartlett, May & Bronn,
2011), Corporate Reputation (Burke, Cooper & Martin, 2011), Strategies and Communications for Innovation
(Hulsmann & Pfefferman, 2011), PR Evaluation (Siewert, 2011), Public Relations Writing: Form & Style
(Newsom and Haynes, 2008), Strategic Response: An Introduction to Non-Profit Communications (Dimitrov,
2008), Strategic Sport Communication (Pedersen, Miloch & Laucella, 2007), Evaluating Public Relations (Watson
& Noble, 2007), Function of Media and Function of Public Relations at International Crisis Situations (Gorpe &
Celik, 2007), The Future of Excellence in Public Relations and Communication Management (Grunig, Grunig &
Toth, 2007), Managing Consumers’ Online Complaints (Lee, 2006), Strategic Sport Marketing (Shilbury, Quick
& Westerbeek, 2003).

It also has been referenced in articles published in numerous academic and professional periodicals,
including Public Relations Journal, Romanian Journal of Marketing, Global Media Journal, International
Journal of Marketing/Communication/New Media, Journal of Agricultural Education, Journal of Relationship
Marketing, Journal of Vacation Marketing, Journal of Public Administration Research and Theory,
Communication Theory, Comunicacion y Sociedad, International Journal of Communication, Journal of
Communication Management, International Journal of Strategic Communication, Strategies and
Communications for Innovations, Journal of Hospitality and Leisure Marketing, Journal of Hospitality
Marketing and Management, Public Relations Review, Journal of Business Ethics, Review of Journalism and
Mass Communication, Baltic Journal of Management, Journal of Professional Communication, PRism Online
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PR Journal, Journal of Advertising, Engineering Economics, Public Relations Tactics, Journal of Media and
Religion, Journal of Health Communication, Journal of Administrative Research, Journal of Health and Human
Services Administration, Journal of Public Administration Research, Journal of Asian and African Studies,
International Journal of Business, International Journal of Sport Communication, Portuguese Journal of Social
Science, Tourism Management, Engineering Economics, Social Science Journal, Public Relations Inquiry,
Journal of Agricultural Education, Middle East Journal of Management.

In all, Google Scholar lists 324 citations for Strategic Planning for Public Relations.
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An Invitation

This book is the result of much dialogue with others, particularly feedback from my students. But reader
reaction inevitably is useful. I invite all readers—students, teachers, and practitioners—to share your thoughts
with me. Give me comments and suggestions for future editions. Share your success stories and your
frustrations with this book. I also invite you to use my website, where I have included an expanding number of
pages and links related to public relations and other aspects of strategic communication.

Ron Smith
smithrd@buffalostate.edu

ron-smith.com

Additionally, I invite you to take advantage of the excellent online resources that my publisher has created for
instructors and students using this book. You can access this at www.routledge/cw/smith.
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Introduction

Why write a book on strategic planning for public relations? For one thing, effective and creative planning is at
the heart of all public relations and related activity. And because public relations is crucial to all organizations,
as reflected in a comment often attributed to Bill Gates: “If I was down to my last dollar, Id spend it on public
relations.”

So what is this thing called “public relations”? Understanding it is a bit like considering the parable from
ancient India of the blind men and the elephant. Six men each felt a different part of the elephant. One touched
the tusk and proclaimed that it was a spear. Another felt the trunk and thought it was a snake. And so on: the
tail a rope, the ear a fan, the knee a tree trunk, the side a wall. They failed to understand the bigger whole.

That’s often the problem when people think about public relations. They see only one part of it: special
events, speeches, lobbying, media relations, promotions, crisis communication. Because they don’t see the big
picture, sometimes what people think they know about public relations isn’t accurate. Consider the reality
behind these common fallacies.

¢ Public relations is not about hype or exaggeration, much less about lying. Instead, it requires truth as
its foundation, along with verifiable performance, accuracy, information in context.

e Public relations isn’t secretive. It works best transparently in the light of day, often working with
journalists and others to present its messages.

e Public relations doesn’t manipulate people. It flourishes in a democracy, helping organizations and
clients join the debate of many voices in the marketplace of ideas.

e Public relations isn’t about spin or deception. You can put perfume on a skunk, but it’s still going to
stink. Public relations helps people see the good things about an organization, which is possible only
when the organization actually is doing good things. Often public relations drives an organization’s
decisions to adapt and operate more for the public benefit.

e Public relations isn’t only about publicity shoring up sagging newspaper readership. Publicity is only a
small part of public relations, and today it often is achieved through social media.

e Public relations isn’t the cartoon character with a shovel following the elephants in a circus parade.
While it sometimes is asked to clean up a mess, effective public relations helps management avoid the
mess in the first place.

e Public relations isn’t only a tool of big business. It is used by every kind of organization: schools,
hospitals, churches, government, unions, sports, the military, charities, the arts, and every kind of
business from large multinationals to local startups. Even newspapers and TV stations have their own
public relations people.

e Public relations isn’t simply a feel-good endeavor. Rather, it is a strategic process relying on research,
rooted in goals, implemented through a variety of tactics, and evaluated on its outcomes.

This takes us back to the opening question: Why write a book on strategic planning for public relations? Public
relations is changing. No longer is it enough merely to know how to do things. Now the effective
communicator needs to know what to do, why to do it, and how to evaluate the effectiveness of the chosen
approach. The call is now for strategic communicators, and this is the heart of Strategic Planning for Public
Relations.

Let’s look at two categories of public relations practitioners: technicians and managers.

Communication Technician

Public relations professionals used to be called upon mainly for such tasks—always important—as writing news

43



releases, drafting speeches, producing videos, editing newsletters, organizing displays, and so on. These are
roles of a communication technician, who is a specialist in public relations and marketing communication
and typically performs these tasks at the direction of others. Often these tasks are associated with entry-level
jobs.

Communication Manager

Beyond the work of a communication technician, the profession increasingly demands competency in directing
research, making decisions, planning projects and campaigns, and solving problems. This is the work of a
communication manager. Two types of communication managers have complementary roles within
organizations. Consider the work of both of these types of communication managers, tactical and strategic.

A tactical manager makes day-to-day decisions on many practical and specific issues. Should they post a
news release or hold a news conference? Are they better off with a brochure or a web page? Should they
develop a mall exhibit, or would it be more effective to create a computer presentation? Do they need another
advocacy ad, and if so, for which publication or station, and with what message using which strategy?

A strategic manager, on the other hand, is concerned with management, trends, issues, policies, and
corporate structure. What problems are likely to face the organization over the next several years and how
might they be addressed? What is the crisis readiness of the organization? Should senior personnel be offered
an advanced level of media training? What should the policies be for tweeting by employees?

In the workplace, public relations practitioners often find themselves functioning in both the technician and
the managerial roles, but the balance is shifting. Today’s environment —and more important, tomorrow’s—
calls for greater skill on the management side of communication.

The manager’s job of strategic communication planning calls for four particular skills:

1. Understanding research and planning

2. Knowing how to make strategic choices

3. Making selections from an expanding inventory of tactical choices
4. Completing the process by evaluating program effectiveness

A premise underlying this book is that public relations and marketing communication are becoming more
strategic, more scientific—and thus, more managerial. It is this strategic perspective that will differentiate the
effective practitioner from the one who simply performs tasks and provides basic services.

Strategic Planning for Public Relations is about making such decisions—not by hunches or instinct, but by
solid and informed reasoning that draws on the science of communication as well as its various art forms. This
book tries to make the complex process of strategic communication easily understandable by taking you
through the process step by step. You’ll find nine steps, each presented with the following three basic elements:

1. Explanations that are clear and understandable, drawn from contemporary theory

2. Examples that help you see the concept in action, drawn from both nonprofit and for-profit
organizations

3. Hands-on exercises in both short form and expanded versions that help you apply the process in your
own situation

Note also that key terms, printed in boldface, are collected into a glossary at the end of the book.

Experience shows that this hybrid format—part textbook, part workbook—can make it easier to learn about
the planning process because it helps you think, see, and do. Strategic Planning for Public Relations gives you a
solid, proven process that works. It doesn’t offer any secrets of the trade, because there really are no secrets.
Effective managers in public relations and marketing communication use these kinds of processes every day,
and that’s not much of a secret. What this book does is make field-tested procedures available to you in an
understandable way so you can apply them yourself.
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Organizational Process

Through contemporary eyes, public relations is seen as a central and essential aspect of organizational
management.

In their influential book Managing Public Relations, James Grunig and Todd Hunt (1984) identified four
now-famous evolutionary models of public relations. The first two—exemplified by press agentry and public
information—rely on one-way dissemination of information. The latter models—an asymmetrical approach
associated with persuasion and advocacy, and a symmetrical model dealing with dialogue and relationship-
building—feature two-way communication for both dissemination and research/feedback.

A close look at this evolution shows a practice becoming a profession. It reveals a useful skill becoming an
essential element of organizational management and the process of nurturing relationships between
organizations and their publics.

The Public Relations Society of America (PRSA—prsa.org) has long used an official statement positioning
public relations as a process within organizations that encompasses activities such as opinion tracking and
analysis, relationship building, research, planning, objective setting and evaluation. For three decades, PRSA
called this role a “management function,” though a newer definition finds that term misleading because it
connotes top-down control using one-way communication. Instead, PRSA’s new definition focuses on
“process,” which implies a more open two-way model.

In Excellence in Public Relations and Communication Management, Grunig (1992) used the earlier definition
by Grunig and Hunt (1984), defining public relations as “management of communication between an
organization and its publics” (p. 6). Meanwhile, for the last 30 years or so, textbooks have identified public
relations as a management function. For example, Scott Cutlip, Allen Center and Glen Broom’s Effective Public
Relations (2012) define public relations as “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.” All serious textbooks in the field have followed suit with an emphasis on public relations as
an element of organizational management.

At the same time, scholarly research has helped pave the way for seating public relations at the management
table. Stephen Bruning is a leading researcher in the role of a relationship-management approach to public
relations. He has identified relationship management as “a paradigm for public relations scholarship and
practice” (Ledingham and Bruning, 2000, p. xiii). The model is rooted in the relationship between
organizational and public interests, and it builds in both theory and practice on a foundation that includes
research and evaluation.

Benefits of Public Relations

We’ve seen too many corruptions of ethical public relations: anonymously funded politicians who lie about
their opponents; corporations that misrepresent environmental, consumer safety, and financial information;
schools, churches, hospitals, and youth organizations that hide information about abuse.

All of these are problems for society. The fault is not in public relations but rather in its corruption by
organizational voices more interested in privacy than transparency and focusing on expediency instead of
ethical service.

The tools of public relations can be used for good by organizations and advocates for social justice,
education, minority rights, environmental safety, and so on. Government, nonprofit organizations, and
businesses all can use public relations for the betterment of society. Here are some ways that organizations as
well as society at large benefit from public relations.

¢ Financial Health. Companies and nonprofit organizations can shore up their financial base with
programs that increase productivity, retain customers, enhance support by donors and stockholders,
and influence legislation. They can generate new customers and attract interest in products and
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services.

e Safety. Public relations helps save lives by advocating behaviors related to seat-belt use, organ
donations, child abduction, and many other causes.

e Health. Public relations can encourage healthy lifestyles through education and advocacy programs
dealing with nutrition, obesity, fitness, and detection and prevention of diseases.

® Recreation. Sports and entertainment public relations help people enjoy their leisure time. Recreational
facilities, travel destinations, athletic teams, and entertainment venues use public relations to engage
fans, publicize events, and promote offerings.

e Civic Awareness. Government agencies and lawmakers promote programs and services to their
constituents. Military units use public relations to recruit, foster public support, and report their
progress to members, families, and legislators.

e Community Service. Nonprofit organizations such as charities, schools, and religious groups share their
expertise and promote their services. Medical organizations promote health literacy and help people
make healthful choices.

e Reputation. Public relations helps organizations minimize opposition and gain support by generating
favorable publicity, encouraging alliances with like-minded organizations, and developing programs
that serve the public good.

e Survival. Public relations helps organizations reverse negative opinions, weather crises, and survive
lawsuits.

Definition of Public Relations

The formal practice of what is now called “public relations” dates to the early twentieth century. Since
then, the definition of public relations has been evolving as the practice of public relations has changed.
The early definitions emphasized press agentry and publicity, while newer definitions focus on
engagement and relationship building.

Through an international and grassroots project culminating in a vote by members, the Public Relations
Society of America developed this definition:

Public relations is a strategic communication process that builds mutually beneficial relationships between organizations and their
publics.

PRSA explains that this definition emphasizes the key characteristics of public relations as a process of
communication, strategic in nature, with a focus on mutually beneficial relationships. Meanwhile, public
relations organizations around the world have articulated similar definitions of the practice. Here are a
few such organizational statements.

Canadian Public Relations Society: Public relations is the strategic management of relationships between an organization and its
diverse publics, through the use of communication, to achieve mutual understanding, realize organizational goals and serve the
public interest.

Public Relations Institute of Australia: Public relations is the deliberate, planned and sustained effort to establish and maintain mutual
understanding between an organisation (or individual) and its (or their) publics. It’s the key to effective communication in all
sectors of business, government, academic and not-for-profit.

Public Relations Institute of South Africa: Public relations is the management, through communication, of perceptions and strategic
relationships between an organization and its internal and external stakeholders.

Chartered Institute of Public Relations, United Kingdom: Public relations is the discipline that looks after reputation, with the aim of
earning understanding and support and influencing opinion and behaviour. It is the planned and sustained effort to establish and
maintain goodwill and understanding between an organization and its publics.

Public Relations Institute of Ireland: The dissemination of purposefully planned and executed messages to selected media and publics to
enable an organisation (or person) to establish and build relationships founded on trust, and to enhance and safeguard its
reputation.

Middle East Public Relations Association: Public relations practice is the planned and sustained effort to establish and maintain
goodwill and mutual understanding between an organization and its publics.

International Public Relations Association: Public relations is defined as the planned and sustained effort to establish and maintain
goodwill and mutual understanding between an organisation and its public, such development being for the benefit of the practice
of public relations in commerce, industry, central and local government, nationalised undertakings, professional, trade and
voluntary organisations and all practitioners and others concerned in or with public relations.

World Assembly of Public Relations Associations: Public relations is the art and social science of analysing trends, predicting their
consequences, counseling organizations’ leaders, and implementing planning programmes of action which will serve both the
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Strategic Communication

Ask executives in business and nonprofit organizations what kind of employee they value, and they’ll probably
tell you it’s someone who can effectively and creatively solve problems and make the most of opportunities.

An effective practitioner understands a problem and manages it to its successful conclusion. How do we
manage problems? Sometimes by making them go away. Sometimes just by helping them run their course with
the least harm to the organization.

Public relations practitioners face all kinds of problems: low visibility, lack of public understanding,
opposition from critics, and insufficient support from funding sources. Marketing communicators face similar
problems: unfamiliarity of companies or products, apathy among consumers, and product recalls and other
liabilities. Both may deal with indifference among workers and misunderstanding by regulators. Practitioners
also deal with opportunities, such as promoting new products and services or enhancing already effective
programs. In most organizations, it is this positive communication that accounts for most of the time
practitioners spend on the job.

Meanwhile, forward-looking practitioners try to transform obstacles into opportunities for their
organizations and clients.

Such planned communication campaigns embody the discipline of strategic communication. Specifically,
this is the intentional communication undertaken by a business or nonprofit organization, sometimes by a less-
structured group. It has a purpose and a plan, in which alternatives are considered and decisions are justified.
Invariably, strategic communication is based on research and is subject to eventual evaluation. It operates
within a particular environment, which involves both the organization and groups of people who affect it in
some way.

Strategic communication is either informational or persuasive. Its common purpose is to build
understanding and support for ideas and causes, services, and products.

Where do we find examples of strategic communication? They’re all around us. Public relations is the most
common embodiment of strategic communication, so much so that this book uses the two terms
interchangeably. Actually, however, strategic communication is the concept and public relations is its primary
example. In earlier days, much public relations activity was haphazard and reactive. But the more
contemporary approach to public relations is strategic, and most practitioners see themselves as strategic
communicators.

However, not all strategic communicators practice public relations in a narrow sense. Marketing
communication also embodies the concept of strategic communication. Still other examples are public health
and social marketing campaigns, diplomacy and international relations, constituent relations, political
campaigns, ecumenical or interreligious affairs, and many types of lobbying and negotiation.

Old, Yet Ever New

The ancient and enduring wisdom that nothing is new under the sun applies even to contemporary
communication.

Building credibility, maintaining trust, repairing misunderstandings, and promoting ideas are part of
the natural human impulse. Today’s public relations practitioner deals with the same kind of problems
that faced our predecessors last year, last decade, last century, last millennium.

Nothing is new but the timing, the tools, and perhaps our developing insight into the problem-solving
process.

The roots of public relations trace back nearly 40 centuries to ancient Mesopotamia and later to the
classical Egyptian, Greek, and Roman emphasis on rhetoric and aspects of persuasive communication.
Governments in Europe, Africa, and Asia throughout recorded history have practiced rudiments of public
relations.

It developed through the Middle Ages and the Renaissance, often employed for religious purposes—
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Christian, Jewish, Islamic, and Buddhist. Public relations played a major role in the European age of
discovery and exploration and in the French, American, Russian, and Communist revolutions. It has been
used as an instrument of both war and peacemaking.

Looking back, it is evident that public relations is a natural, essential, and enduring element of human
social interaction.

For a more detailed overview of the role of public relations throughout history, you are invited to the
author’s website: ron-smith.com in the “About PR” section.

International relations deals with relationships among governments, and diplomacy involves the
management of these relationships. Some analysts would note a difference between diplomacy (which is
discrete, formal, and official) and public diplomacy (which involves direct and open communication among
governments and foreign publics). The latter is more akin to the practice of public relations.

Moreover, public relations itself is sometimes known by alternative names, often linked to subsidiary areas
such as media relations or employee communication. Nevertheless, a research-based strategic planning process
is necessary for effective management of all the various aspects of public relations regardless of their names,
including community relations, special events planning and promotion, membership development, political
campaigns, nonprofit events, and fundraising and development (Austin and Pinkleton, 2006). To that list we
can add other elements of strategic public relations: issues management, crisis communication, risk
management, public information, public affairs, consumer and customer relations, lobbying, investor relations,
and so on. Additionally, there are some new players on the field: litigation public relations, risk
communication, and reputation management.

Regardless of the label, we look to public relations for leadership and insight in the practice of strategic
communication, because most of the related fields and specialties have adopted the set of skills and approaches
that public relations has developed over the last 75 years or so (Botan, 1997; Botan and Soto, 1998). Meanwhile,
public relations is beginning to more consciously borrow some of the techniques and approaches developed by
other fields, particularly marketing and its primary communication tool, advertising.

At the same time, the emerging field of social media is offering new tools that can be used to support the
public relations missions of all kinds of organizations.
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Integrated Communication

Public relations and marketing are distinct yet overlapping fields. Each has its own focus and its own particular
tools, and each discipline fulfills different purposes within an organization. Yet more and more, it is becoming
evident that the coordination of public relations and marketing communication can increase an organization’s
efficiency and effectiveness.

Let’s look first at the common distinctions between public relations and marketing communication and then
at how they complement each other.

¢ Public relations is a management function that classically focuses on long-term patterns of interaction
between an organization and all of its various publics, both supportive and nonsupportive. In
contemporary understanding and application, public relations seeks to enhance these relationships,
thus generating mutual understanding, goodwill, and support.

¢ Marketing communication also is a management function. Whereas public relations generally takes a
long-range approach, marketing communication focuses more immediately on products and services
that respond to the wants and needs of consumers. It seeks to foster an economic exchange between an
organization and its consumers. Additionally, since marketing relies heavily on advertising, it is
significantly more expensive than public relations.

Both public relations and marketing communication deserve a seat at the management table. Both disciplines
identify wants, interests, needs, and expectations of key groups of people, and both structure ways to interact
and communicate with them.

Both of these disciplines rely on research, and they are rooted in the organization’s mission and directed
toward its bottom line. Finally, public relations and marketing communication share a concern about both the
short-term and long-term interests of the organization.

The lines between marketing and public relations have never been neat and clean. Laypersons and the media
use the terms more or less interchangeably, and distinctions have been built more on stereotypes than on a
reality.

Consider, for example, the stale notions that advertising is solely a marketing tool or that public relations is
only about publicity. In truth, public relations traditionally has engaged in public service advertising, and it is a
public relations perspective that drives image, branding, advocacy, and political advertising. Marketing,
meanwhile, has used media relations, publicity and special events while launching new or modified products,
and many marketing concepts and techniques have proven useful to public relations practitioners in nonprofit
organizations attempting to recruit volunteers or participants, lobby regulators, and raise funds.

Integrated communication is the name for this blending of communication functions within an
organization designed to make all aspects of communication work together toward common goals, increasing
impact at minimal cost.

Some organizations combine the concepts and the tools of public relations and marketing communication,
though not always smoothly.

Purists argue against diluting the disciplines, often fearing that integration will demote public relations to
just another piece of the marketing mix or subsume public relations under the advertising tent. Others accept
integration in principle but dread lopsided implementation, such as the “full-service” advertising agency that
claims to offer integrated communication while allocating most of the client’s budget to advertising.

In its 2011 State of the Society presentation, PRSA pointed to increased credibility for public relations,
including a finding that 9 in 10 business leaders think executives need more training in reputation management
and strategic communication (PRSA, 2011a). PRSA’s Business Leaders Survey found that 97 percent of business
leaders think CEOs should understand reputation management and 98 percent believe that senior managers
should have a working knowledge of building and protecting a company’s credibility (PRSA, 2011b).

The State of the PR Profession Opinion Survey by the PRSA and Bacon’s Information (PRSA, 2006) reported
that top organizational managers and CEOs overwhelmingly believe that public relations enhances an
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organization’s reputation (4.51 on a 5-point scale) and only slightly less that it furthers financial success and
sales (3.94) and market share (3.90).

Guaranteed to make public relations practitioners take notice are articles such as the one about the “Future
of Public Relations” study by Countrywide Porter Novelli—one of the United Kingdom’s top five public
relations agencies. It reported that public relations is “no longer a peripheral activity when it comes to
marketing communication” but rather “an integral part of the marketing ethos” and “one of the most important
aspects of the marketing mix” (Gray, 1998). Such language can incite turf battles by portraying public relations
as merely an element of marketing, yet this same study reported some positive trends. Among marketing and
corporate affairs directors, 92 percent said public relations is integral to business objectives, and 58 percent said
public relations is of equal importance with advertising.

Whereas corporate and nonprofit practitioners have been comfortable about integrating various aspects of
strategic communication, conflicting advice sometimes has come from the academic community.

When the Association for Education in Journalism and Mass Communication suggested integrating public
relations and advertising into a shared curriculum to reflect new practices in the field, the PRSA Educational
Affairs Committee reacted quickly to oppose such a blending. Yet in the past dozen or so years, many
educators have taken a second look at the benefits of integration, as practitioners seem to be embracing the
opportunities that such blending can bring.

Controversy exists even on naming rights. Some people want to call the blending “integrated marketing
communication.” Others dub it “integrated communication,” “marketing public relations” or “total
communication.” Some bulky new terms being kicked around are “marketing-based public relations” and
“integrated communications (advertising and public relations).”

In this textbook, we’ll stick with the terms “integrated communication” and “strategic communication” to
designate the comprehensive environment in which public relations practitioners and educators find
themselves.

Whatever the label, the key is to respect the complementary roles of marketing and public relations while
maximizing the potential of cooperation and coordination. Leaders in the area of integrated communication
include CEOs who direct their marketing and public relations teams to collaborate in new-product campaigns,
and university presidents who enjoin their media relations people to be attentive to recruiting and fundraising
needs.

Their ranks also involve professors and other educators who blend public relations and
marketing/advertising within a single academic program. The survey Where Shall I Go to Study Advertising
and Public Relations? (Ross and Richards, 2008) identifies 128 freestanding public relations programs, 92
advertising programs and 45 combined advertising/public relations programs.

Communication integration seems to be happening globally. The concept is gaining momentum not only in
the U.S. but also in the United Kingdom, New Zealand, Australia, and India.

In North America, the integrated model has been adopted by corporations such as Xerox, Motorola, HP
(formerly Hewlett-Packard), and Federal Express, among many others. Such companies use integrated
communication on three levels: externally with a focus on customers; internally for vertical communication
between senior management and front-line workers; and internally with horizontal communication across
departments and other boundaries. Red Bull, Coca-Cola, American Express, and Snickers also have been cited
as companies that do integrated communication well.

Some folks say the concept of integrated communication is wrapped in the history of public relations itself.
After all, public relations founding father Edward Bernays engineered the debutante march in New York City’s
Easter parade in 1929 to make smoking fashionable among women, enabling Lucky Strike to sell more
cigarettes. Contemporary medical and ethical implications aside, it was a brilliant and cost-free strategy.

Thomas L. Harris is a leading proponent of integrated communication, which he calls an outside-in process
that begins with understanding consumer publics, particularly their wants, interests, needs, and lifestyles.
Harris (2000) points out that public relations is particularly effective in building brand equity, which is based
on the organization’s reputation. The practical benefit of reputation was seen in the 1992 Los Angeles riots,
when the 30 McDonald’s restaurants in the riot area were untouched while more than 2,000 other buildings
were destroyed. Harris argues that is because McDonald’s had long been involved and visible in the
community.
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A recent parallel was seen in 2015, when black-owned businesses in Baltimore generally escaped the wrath
of rioters protesting the death of a black man while in police custody.

Each of the four models that Grunig and Hunt observed in the evolution of public relations—press agentry,
public information, persuasion/advocacy, and dialogue/relationship-building—is evident today, often used by
the same organization. While the latter two models that build from two-way communication generally find
more favor among theorists, none of the approaches is necessarily “the best.” Each model has its purpose, and
each can be effective in achieving particular organizational objectives.

CASE IN POINT Kasky v. Nike

The integrated link between public relations and marketing is a fact of life, often assumed by people and
forces outside the profession more readily than it may be recognized from within.

Outsiders often link public relations and marketing, or publicity and advertising. Laypersons may ask,
for example, how much it costs to get a news release published, or they may talk about sending an ad to a
newspaper when they actually mean a news release.

Here’s an example that is more ominous, because some external entities are forcing an unwanted link
between public relations and marketing. This was the problem in play in the legal case of Kasky v. Nike.
Consumer activist Marc Kasky sued Nike under false advertising provisions over its public defense
against charges of using child sweatshop labor.

A local court sided with Nike, but a chill was caused when the California Supreme Court upheld
Kasky’s claim that Nike had engaged in commercial speech, a legal term denoting advertising messages.
But Nike had done no advertising. Rather, it had defended itself against the charges by communicating
through traditional public relations venues: news releases, its website, speeches, and letters to the editor.

The court based its ruling on the premise that a commercial speaker (the Nike corporation) was
communicating with a commercial audience (customers) and therefore any such communication was
commercial speech. Never mind that previous rulings by the federal Supreme Court had anchored the
concept of commercial speech to an advertising format, explicit reference to a product, and economic
motivation (Bolger v. Youngs Drug Products Corp., 1983), and specifically “expression related solely to the
economic interests of the speaker and its audience” (Central Hudson Gas & Electric Co. v. Public Service
Commission, 1980).

Kasky v. Nike posed a legal question that remains unanswered. An out-of-court settlement in 2003
ended the five-year legal battle, but it didn’t settle the legal question of where public relations ends and
marketing begins.

An interesting tug-of-war exists between the persuasion and relationship models. In subsequent research,
Grunig (1992) himself noted that many organizations still primarily practice the persuasion model. With only
anecdotal evidence, it seems safe to suggest that most of today’s public relations agencies are hired to engage
in persuasion on behalf of their clients, who believe their problems can be solved if only they can gain the
support of their publics.

Persuasion isn’t necessarily bad. The same principles and techniques that persuade people to buy this CD or
that perfume can be deployed on behalf of responsible sexual behavior, nutritional literacy, volunteerism, or
other social virtues. Public relations students are exposed to this persuasion-based model through case studies
and campaigns courses, through practicums and senior seminars, and especially through professional
internships.

Perhaps we need to envision public relations anew, seeing it as serving the persuasive needs of client
organizations as well as fostering more productive and beneficial relationships between organizations and their
various publics. Public relations practitioners should be prepared to help organizations engage their publics in
both word and deed.

This is the vision that guides Strategic Planning for Public Relations. The planning process this book presents
can be used for persuasion or dialogue, because each is a strategic activity and each helps practitioners
influence behavior and generate consensus. The planning process also can help organizations both overcome
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obstacles and capitalize on opportunities. Additionally, the process works equally well for businesses and
nonprofits, whether they be large or local or international, grassroots or well organized, richly endowed or
impoverished.
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Advertising

From the perspective of integrated communication, advertising can be seen as a tool for both public relations
and marketing. Broadly defined, advertising is persuasive communication through purchased media to
promote a product, service, or idea on behalf of an identified organization or sponsor. As organizations set out
to create such a cooperative environment, the political task can be dicey, but the potential rewards are huge.
Often it is enlightened organizational leaders who see the big picture, recognizing the value of a coordinated
and strategic approach to communication.

Some of the most successful corporations integrate their communication, blending the traditional disciplines
of public relations, publicity, and advertising to creatively present a clear and consistent message to their
various publics. Here are some examples in which advertising came after the buzz created by public relations.

e Walmart became the world’s largest retailer with little initial advertising.

e Starbucks spent less than $10 million in advertising during its first 10 years.

e The Harry Potter book series soared to previously unheard of sales without any appreciable
advertising, making British author J. K. Rowling literally richer than the queen of England.

e Using only media relations, special events, and social media—but no advertising— Hyundai launched
its zero-emissions hydrogen fuel-cell automobile that sold out before it hit dealer showrooms.
Advertising came later, much of it focused on social media.

¢ When McDonald’s introduced its McLean sandwich, it used publicity and other public relations tactics
to create awareness through the media, followed by advertising messages to reinforce the publicity
and promotion.

Owned, Earned, and Paid Media

In public relations and marketing communications, we often categorize three types of media: owned,
earned, and paid.

55



Owned Media

Those communication venues that are controlled by an organization are called owned media. These
include brochures, newsletters, websites, and online newsrooms, as well as blogs, email, and social media
produced by an organization. This category also includes promotional elements such as logos on company
vehicles and employee uniforms. Company-owned television studios and other audio/video equipment
also fits into this category.

Advantage of owned media: Allows organization to skirt media gatekeepers.

Disadvantages: Initial and continuing costs can be high.
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Earned Media

Messages presented through communication channels that involve journalists fit into the category of
earned media. The term comes from the idea that news coverage—and through it, positive public opinion
—must be earned. We earn this through solid and accessible information. Because earned media cannot be
owned or purchased, it’s sometimes called free media.

Practitioners earn publicity by providing reporters, bloggers, columnists, and other journalists with
newsworthy information or access to information sources. Tactically, earned media is gained through
news releases and interviews, citations in reviews and ratings, references by columnists and online
commentators, and by word-of-mouth mention by various publics.

Earned media is considered the best type of media. A 2013 Nielsen study found that consumers trust
earned media more than other forms of media. The study reported a 90 percent trust level for word-of-
mouth recommendations from friends, 70 percent from online consumer opinion postings, and 69 percent
from newspaper articles, with lower trust levels for various kinds of advertising.

Advantages of earned media: Higher credibility, low-to-no cost.

Disavantage: Determined not by organization but by media gatekeepers.
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Paid Media

The most expensive type of media is paid media, because it is purchased by the organization. This
category includes print and broadcast advertising, banner and display advertising, and advertising in
social media. Also in this category are direct mail and search engine optimization.

Advantage of paid media: Allows organization to present messages without the approval of media gatekeepers.

Disadvantages: High cost, lower credibility.

e It was publicity that enabled Goodyear to sell 150,000 new Aquatred tires before the first
advertisements ran.

o Pfizer used publicity alone to sell $250 million worth of Viagra and gain a 90 percent market share
before any consumer advertising began.

e In several cities, when Krispy Kreme Doughnuts announced plans to open a store in a new area, the
publicity created such a huge expectation among prospective customers that extra police had to be
hired for opening day to handle the traffic jams.

The integrated approach also has been used by nonprofit organizations such as the American Cancer Society in
its campaign for sun block, and has been adopted by more loosely organized social campaigns dealing with
bicycle safety, teen smoking, animal rights, birth control, utility deregulation, and AIDS research. One study
suggested that nonprofit organizations are particularly open to the coordinated use of public relations and
marketing communication techniques (Nemec, 1999).

As a practical matter, an integrated approach to strategic communication often begins with publicity,
followed by advertising. Al Ries and Laura Ries note this in The Fall of Advertising and the Rise of PR:

The purpose of advertising is not to build a brand, but to defend a brand once the brand has been built by other means, primarily public

relations or third-party endorsements . . . Advertising cannot start a fire. It can only fan a fire after it has been started.

(2004, p. xx)

Ries and Ries also note some of the differences between public relations (or publicity) and advertising:
advertising uses a “big bang,” while public relations uses a slow buildup. Advertising is visual; public relations
is verbal. Advertising reaches a mass audience; public relations reaches a targeted audi