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Hi hghts for the. Executlve

A}

~ MANAGING CORPORATE EXTERNAL RELATIONS CHANGING peaspecnvss AND RES{ s by Phyllis S. McGrath Report No.679

-

-

THE DEARTH OF public Confidence n
business 1s the purdmotmt external  problem

fabing corporate m.m.tgement today. decording '

to most of the chief executives. as well as a great
many of the external relations executives,
contacted for this survey. ;%deamrd the growing
concern over” the deterigration of business’
credibilitix\‘management‘ placing a greater
priority “ on 'the companys relations with its
external publrc&

<

The ‘External Issues’ . : ‘

fact,

In most external 1ssues
cases the ‘direct result of, this pnmary problem
of credibility. The AmCreasing Jegislation of
business operations, for example. evolves in large
part from the public’s demands for. goveriment

control beeause the pubhc disfrusts business.

Other 1ssues of grave concern to. corporate
.executives

are the nation’s
corporatrons financial picture 4and need for
capital, and the survival of free enterpri§'e
system. ) . ’

~

economy, the

The-Corporation’s Publics g

-

Many bof the external relations executives ™

surveyed acknowledge that the large ‘‘general
public” ‘needs to be identified as a number of
individual publics —, government (federal, state
and * local), consumers and customers, stock-
holders and institutional investors, the media,
the commumty, and a multitude of special
mterest ' gTOUpS. These corporate publics have
become more active and more, vocal in recent
yedrs. and’' most of the executives surveyed have
come' to acgept the critical importance of the
company’s relations with its varnous publics.

The Evolving Imperatives

N

Because of the constantly evolving nature of

troubling,
compgnies are closelys linked to, and in some,

$

C

r\,

texecutives do_ not make a marked distinction
between future jmperatives and those of teday.
Th(y stress that companies must make the best '
use of the competehcies “and  resources
currently available to them.” Addr-tronally, they
see the need to:

. Develop new skills, p rticularly« commu;
nication skills. ) . IR
. . Improve economic edue tion programs
. Strengthen business-government felations.
¢ . Expand community involvement: “corpo-
rate citizehship.’y .
. Improve research methods

Organizing the External’Relatioﬁé Unit

Many \companies recognize an underlying
common thread in their relations ,with .their
various publics and are takmg a more
integidted approach to the management .of
their external relations. In terms of organi-
zatron structure, there is a ‘ttend toward
placmg all or most external relatl.ons functlons
under one executive. )

The two broad orgamzatronal pa'tterns for
external relations activities are: N 7 '

Vo ' iy

(O A “fragmented” structure in whrch nfost
of the activities report through . individual
functiona} areas, such as- marketing or finance.

{2) An “iptegrated” approach in which most
or all external relations activities report to one
executive. |
- /

There is a growing trend toward the second
.approach,_ again .apparently in recognition of.
the commonality among external activities. _ )
- The executive in charge of the coordinated
external Telations department has one of a
variety of titles: public affairs, public glations,
corporate corimunicationsy .to’ name just a few.
For the most part, the differences among titles

external relatiol\s issues and publics. chief are semantic differences, althoug}r\ “public
© 1976 The Conlerence Board. Inc. . "
] . . \
-
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affairs”

e
does frequently connote an entphasrs

. * on ‘government relalions, ) R

- \ The Rolbs

- themselves in

r * - .

‘The CEO. .1t. is ‘generally agreed thaf 'the
impetus for the corporation’s external relatiorrs
efforts must come from the chief executive
officer, and, a growing dumber of these
business 1'eade'fs"are taking an active, role
the external effort. They
charactenze their participation in- one
several ‘ways: s’ thé “personification” af the.
company and the principal spokesperson; as
the policymake'r for external mdtters; or, in
broadest terms, involved with everythmg —. tq
a limited degree.

Staff. To the. chref executive, "the most
common drfference between his job and that ,
of the 'staff ‘executive is in the area of
policymaking, but in reality the division of’

roles is not clearly delineated, and the two <

work very closely in many instances. The staff
‘executive has three roles — advice (or counsel),
service and control. As is typically the case
with staff exécutives, external relations

‘executives most often ﬁnq themselves in the

counseling role. .

Outside firms. The outside counselors are
most frequently just ‘that - ‘‘counselors,”
aithough, of course, they are often hired or
retained for impleméntation of programs. This

implementation’ (the service rolt) .is especially )

common with regard to media relations.’

The E)tteﬁ_al\aglanons Executive

Thé traditional assumptron of an exterfal-
relations executive having a public relations or

jourhalism background is still the case for the |

Jargest number of survey respondents, but it is

o

-

of—'

.
g - .

>~ -
eXecutive

trelations does

Tesults

o™

no longer the only acceptable ond. The
external relations executive now often ‘comes-
from general operations, ‘law, "and marketing.

) _Perhaps because the job calls for a firm working

knowledge of the company, externa} relations *
executives tend to have been with their compa-
nies for many yeam®, although they may be rela— )
tively new in their current position.

A key question in all of this analysis is how "
t fop management considegs external
hen top-level decisions are being,
e external' relations executive
involved, and how much weight is assigned to

~._external implications? The CEO’s say external
. relatfons is very important, but the external

relations executives hesitate to be quite so

confident. One indication of the importance of”

external matters is that the external relations
serves on top-level management
committees m just under half of the companies
in the survey

Evaluating External Relations

How companies det,e{mine whether their
external efforts are effective is a- difficult
question to answer. For one th’ing, like other
staff functions whose impacts on corporate
profits. are not rmmedrately evident, exté’mal
not readily lend itself t
measurement. Then, too, a multitude of
outside influences interact upon the issues and
publics that the programs are aimed at, so that’
cannot be attributed "to corporate
efforts alone. As a result, measurement
practices may be categorized as followsi/,

. It’s necessary — but difficult.

. It all depends on the situation.

» It’s an academic exercise.

D - 13

’
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The Conference Board\ received information for® thas

N
.. study from more than 50 executives; representmg 368
. , companies. One hundred an elghty five of the executlves
polled ‘were chigf executives\ of their compames 'The_
remalnder were high-level exteknal relations executives —

“most freqt!ﬁtly the top external\relations executive of the *
company. . L T
Informatron for the freport w obtained from two
‘ executlves answered a wr|tten questionnaire covering their
own perceptron of the issues, the efsf ctiveness \of their.
companies’ .current respohse, and tfle exi nt and nature of
.thejr own_ involvement. Qne hsrndred and _forty-seven 1
exter;lal relations exetutives answeved que?tlons on similar
points, and also furnished information an their own
. professmnal background their compantes’ organ(zatlon’al
v structure and their ute pf outside counseth firms. In a
-telephope survey, an additional 156 e.xtergal relations
executives replied to a, limited numbe{ of key questlons
selected from the written questionnaite. In-depth mtervaews
‘Mere conducted with about forty selected responde\nts -
some ‘of whom also answered wntten questionnaires. \
" The Sample - <.

; PR
& \

*The distributlon of the survey respontlents by,industr§
ouping, or’ most important line of business,’ i shown in
Table 1. Although the_predominant representation is from’
manufacturing, ‘ a”- wide variety of nonmanufacturing

organizations responﬂed to the Board’s survey, .
Table 2 summarizes the responding companies by saze -
annual riet sales, assets in e case of banks, and operatlng

- revenues for tr nsportatlon co‘mpanles R

As a geperal rule, it can be assumed that large companies
in consumer product businesses — certain manufacturers,
+ banks, insurafice compames oil compames, and’ others -
are much mofe vaslble to the geneq;al public than are, say,
mdustﬂal | eq |pment manufacturers Becausefthe\care more

¢

. -t
. s

-

Limitati? s of the Study .

and deal| with their many ex.ternal pubhcs or constl-

tuencies, uch as enviconmentalists, government agencles,

consumef | groups, securlty «analysts, and others. Of

¢ negessit g“ it excludes employees. While 1t is true that

employ relations and employee communications are

, .+~ . frequenfly a part of the function of the external relations
~ b R ’ ‘

\ :

\ : p

ERIC o 10
, ’

< the public mind, for the purpose gf classification in this table.
‘ &

Table T: Classification of Companies by Most
lmportant Life of Business'

a

. Number of

Classification ~ Companies
Manufacturing ........ T R 195 .
Utilities g serenaan e O 36 ‘
Insurance*. . ........... e ’ L‘\;%’i" R 32
Banks ................. e 30
Transportation . ... % oo vt 19
Wholesale and retail trade .. .... PO
PetroleUm .\ . vueiieennenirennennennnenns 10
“Mining ..t e . 8
Miscellaneous <. ........0 ........ e ___21
Total ... 368 ©

- 9
TS some_4nstances, diversified companies report several “most
ongnt" fines of business. in those cases, the author.has made an
arbitrary detision, based dn the identification of those companies 1n”°

>

\ s ! > )
. ' -

Annual

L.

Table 2 Classnﬂcangn of. Compa s b
Net Sales

Number of
Companies

"Annual Net Sales , ‘
(Millions of Dollars) °

»

-

member of other publics at various tlmes

Many external relations executives point out that,
imernational external elations is fast becommg a critical
area of mvolvement. B t this subject requires ‘a seéparate
analysis, and Tt is touche on only briefly in the present
report.

vii




Foreword o . T

WHAT SOCIETY' EXPECTS of bus1ness is
ereating both oppOrtunities and’ obstacles for
business leadership. Both -are implicit' in the
phrase ‘society expects At the outset, society
is not a monolrth rather, it is an assgmblage of
fragmented publlcs — each with special concerny” -
a?ﬂ_p_nontles ~ that vr for business’ attention.

« . .
B

significantly, this study probes thie extent to
which . mahagement’s perception of external
relations has affected corporate planning in that .
area. A progression “of titles —' from public
relations to public affairs, to corporate commu-
nications, to corporate relations — signals some
chahge in managerial emphasis. The tantalizing

questions were why,, what — and How.

An admission is in order here. Ambltlous .
though our study- plan was, it could not match
the 'varlety erests and urgings of the
numerous professionals from whom information -
was sought. On the basis of, thelr'expectatlons —
dnd ours — this report can only be looked at-as
one phase 6f a cont1nu1néexploratlon -

, Phyllis McGrath, Research Associate in Mar-
agément Research, developed ¢his report under
the general guidance of Harold Stieglitz, Vice -
President of Management Research. They -and |
the Board are indebted to the several hundred
chief executives and corporate external relations

T . And “expects” greatly understates these ever-
‘ ' escalating demands and competing prior_ities.

Because of their direct or indirect impact on a
&ompany, relations wish, its .publics have long
been a preoccupation of ~management. The
Conference , Board, through its studies, has
,  tracked changing emphases in the "attention
“. * management has given to particular groups -
‘t _ customers, medla,;,mvestors stockholdérs. More
recently,- the Board s analyses have concentrated
on emerging issues in the general area called
public affairs discrimination, *, pollutien,
energy, consfmerlsm to name bu%a few of the
issues. ' )

,

.
—-—

|
|
-+
. There is, however, vidence that-current _ executives who gave generously of gheir time
, | Ppressures are bringing about a change in and information. And The Conference-Boatd is
,  corporate perceptions of "external relations. especially grateful to the 13° organizations that - .
. Rather than analyze fragments, albeit ‘large provided - financial support -for this research
“ fragments, -the Board has® attempted to docu- project, ’ g \
’ ment in this current study the total complex of S :
issues and publics that shape contemporary s ALEX\ANDER B TROWBRIDGE
corporate external -relations "efforts. More . . Preszdent
’ * \ .
; ; - = .
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= Part One:’ |
The Enviroriment for External Relations ..
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. Chapter 1
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¥
To S’f‘ATE THE obwvious, busine’sS’ is a major
agent of change in our society. It affects
improvements in the standard of living 4and
quality of life’and, in turn, is affected by the

-

I~ changed values to whjth it has contributed.
p- lndeed, its .effectiveness and efficiency have
_ ‘made bﬁsrness a,major — if not dontinant —
- 1nstrument of socio-economic change. While this

¢ is a role that business has not necessarily sought,
it has become a role that business canpot shun.
Reluctantly or wﬂlrngly, business andits leaders
are’ coming to /terms with ‘the 1mplrcatlons and
.mperatives of their ever-expanding rale and with
- the realities ofd'oexrstence with the publrc

, The term ‘‘external relations,” in tHe sense
= that it 1s used in this report, encompasses how
ey companies manage their relationships with a
~ variety of outsrde publics, and what companies
~ regard as- the ‘crifical issues facing them in
relation tothose'external publics.

.0

e The Issues; - T

K

. Regardless of size and type of” 1ndus,try, ay
"+ . company operating in today’s envlron is.
' necessarily faced with a multitude.’of gma'l'
) relations issues. The chardcter of the issues,

" _well as the level of urgency, may vary-according

to industry, sizé or other factors, but to one
degree or arother al] companies are confronted .

. by external relations problems. This is made

clear by the’vice president — administration of a

. - relatively low-visibility company:

" “The heart of the rpatter is*the future of
corporate existence; the contihuation of our
economi¢ system. Business® argument is that the
classic function™ of , business,
. operate efficiently, will permit benefits to

trickle ddwn, But there is.serious and increasing
concern Jon the part of the public that™ thé
system" is not working, that business has too.
much power and too little accountability. Many
-outside groups no longer trust business. If you
[ ]
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l The Nature of thé Issues and the Pubhcs ! | L

v“

Sf allowed to *‘

v

" -
view external relations that way it is no longer
less\ymportant for my low-visibility company
than INs to a high-visibility company.” . .

. Business’ Credibility: The Number One Issue |

Numerous 1ssues haying a bearing on the
operagnons of*a’ company can be considered to
have ° gxternal implications. But, from his
-command post at the apex of a corporation, the
chief executive officer has perhaps the most
cogent — if not the clearest’— view of what is’
challenging his company from the outs‘\de and

, of what may lie ahead. His is a compelling
perspective because, by the very nature of his
role, he
survival of his organization.

The overwhelming concern, of the chref
executives “surveyed is the growrng distrust of
business on the part of the general public. One
hundred and seven of the 185 CEQ’s cited this'as
a key probleh. Due in Jarge part to a relatively
few highly publicized events of recent years,

., “‘big business’” — and particularly many of the
more visible 1ndustnes — is in disfavor with the
public at large. The public no longer accepts the

« word ef the corporation; it qﬁestrons business’

. motives. It does not uinderstand enough about -
the economic system to rea}ize what is meant by
“profits.” More and more disclosure of data is.
being dgmanded. )

One chief executive sums up the problem as:
“The attitude that the large corporatrop is the
‘enemy’ rather than the ‘benefactor’ of the indi-

" vidual. This hostile, adversarial attitude among
politicians, academicians, publicists, activists is

" the central deterrent to sound solutions of eco-
nomic and reldted problems In large part, thrs
arises from the fact that-many people do not
understand our econdmic systemy and neither
educational sources nor the business community
have carried the factsto the people.”

Another respondent refers to the current
period as “the age of protest,” S'hlch has,

»

as ultimate accountablllt)‘*'for the :

.

\

»
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resulted in a loss of public credibility not just in
business, but in most of our major mstltutlons.-

mcludmg education, government, and “the legal

and medical professions. However, "while busi-
ness leaders realize that other.institutions. are
also suffering from this prevailing distrust, their
primary concern is understandably for the
problems of business.

The low. credibility that business now shares
w:th other major institutions. also grows from
inflated expectations. The expectations — or
demands — range from better products to ‘better
information; from lower prices to a voice in
cGrpotate management. And government,
course, is not a passive observer in these
business-public relationships.

Loss of public confidence -in business has
resulted from pressures from 4 multitude of
%tpublics.” The head of a steel company
enumerates some of the key criticisms of
.business by deseribing the problem as: “The
attack from public, especially political, quarters

- on the free enterprise .system for- almost any

reason; whether it be profits and their meaning,
product reliability, prices, advertising, pollution,
contributions, board membership, disclosure of
confidential mformatlon or anything else that
comes to mind. ”

The loss of credibility, it is conceded

) caused in part by mistakes made by. busmess

Some faulty products, some cases of overprmng,
insider stock trading, political slush funds, and
the’ like, have been widely pubhcnzed Many of
the chief executives place a good portion of the

- blame on the media for the way in which pews is

presented to the public. The electronic media in
particular have tremendous power over public

“attitudes. And onl'y bad news makes headlines.

<
- -* . .

Economic Education

,The CEQ's continue to feel «quite strongly
that an important factor behind the general
mistrust of business is the inadequacy of what is
genérally termed ‘gcoremic education.” Ac-
ording- to one respdndent: “One of the most
serious problems facing American business today,
is the lack of public understanding about how
business operates, the importance of profits {o

' *

¥

of .

-

~

finance, the continued expansion of productive
* capacity, and the need for increased incentives

to'make such expanslon posslble

There is a fairly consistent pa°ttern to the
arguments for more economic educaton. The
cox\\ensus is that the public needs to be provnded
with facts (see box). If the general public could
be made to understand that profits do not mean
excess money, that business has * made
tremendous contributions to our.society and®to
the standard of living in the United States and
all otker industrial nations of the world, that the
consequences, of the destruction of odr free
enterprise system would be disastrous, then they
would support business as an instijution of oNr
society. Many feel such an educational effort
must begm in the schools. They recognize a
tomplacency even in their own chlldren

_Some Other External Issues

From the déterioration of business credibility .

flow, to a large exfent, other key issues of major
concern to* top executives: government over-
regulation of business; indeed, the future
viability of the. free enterprise system. For
example,
consumer product company,warns about
fajlure of the public to understand the economic
system, the consequences of which are incredi-
ble governmental interference and pressute

The Case for “Econgmic Education’’?
‘Early. in my career in public relations, one of
the big problems was that the people, according to
polls of the time, thought business profuts after afl
charges, were 25 percent of sales. The actual figure
was then close to 6 percent. After 40 years of hard -
work by many dedicated organizations, people no
longer " think that profits are 25 percent. They
think they are 28 percent ... and the real figure
‘Is still around 5 percent.” 1 )
. — John W. Hill
Chairman, Executive Committee
, Hill & Knowlton, Inc.
. Address to 16th Public Relations Society
' of America Institute

">
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which have the rather than the’
intended effect.” .

Governmental constraints both at the federal
and local levels, combined with public and
" consumer attitudes, are ‘“leading to fundamental
obstacles impeding my company’s ability to
form capztal for expansion tand our ability to
produce and distribute goods at reasonable cost

_and “with the required returns on investment,”
accotding fo another chief executive officer.

And fthe increased mistrust of business is
clearly intertwined with the enérgy situation, as
witness the general disbelief in the reality of the
energy crisis during the winter of 1973-1974.
According to the head of a utility. “Solutions to
“Rery real energy shortages are directly related
to basic economics,-a subject greatly misunder-

. $tood by the public.”

And what many businessmen regard as an
antibusiness slant of the media is, according to
one CEO, responsible for the election of an
uninformed political group. There is some
" question regarding the inclusion of the media as
a corporate publlc since in the strictest sense
the media are only a conduit for furnishing *
information to the other publics. But what a -
conduit! Through sglectlorfs interpretation and
transmission, they deterrnllne what others will
hear or see. Management believes it must make a-
definite effort to influence or win over the
media because the media have become the most
important direct source on which the public
relies for opinions. The media — and particularly
the electronic media — have so much power over
the perception of business’ credibility that many

—feel the media must be consrdered a separate
. public. ‘
. None - of these - 1ssues is novel. Yet each
warranfs a brief elaboration in terms of the
concems expressed by the chief executives.

3

Goye{nmen t Intervention’

opposite

Almost a quarter of the chief executives *
surveyed make special mention of what they
view as ever-increasing government regulation of
their industries and their companies. Using
exﬁressrons ranging from 0verregulat10n to
“cancerlike” and “octopus,” they complain

g

5

.
.
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_ businessmen as scapegoats.”

- industries.

15

v
. »
about excessive'government regulation in areas
such as pollution abatement, safety and health,
equal employment rights, financial reporting,
and consumer protection. Many of these
executives feel that politicians are ‘‘using
A numbér comment
on the potentially harmful results of government

fiscal irresponsibility. Several single out
Congress, with one calling that body “itrespon-
sible, arrogant and inept.” < ’

Not all of the chief executives think of
government just in terms of costly or stifling
regulations. A number of respondents call for -
improved and more active communications in’
order to increaSe legislators’ understanding of,
and empathy for, the needs of business. Certain
industries are more vocal #han others on
this subject; those that have experienced more
stringent constraints are more, outspoken. But
the comments c/ome from a wide variety of

The complaints, although raised pnmarlly in
connection with the Federal Government, also
extend 'to state and local governments, Indus-
tries affected by states that have banned
products — and taken other actions viewed as
~antibusiness — give particularly heavy emphasis

" to the difficulties of relations with state and

local authorities. . ) i
To a large number of corporate leaders, some
different and possibly more compelling prob-
lems loom with regard to the regulatory
agencies. As summarized by the head of a
banklng ifstitution: ““The regulatory agencies
are an up-and-comlng problem that is snow-
balling rapidly. The regulations emanat1ng from
these agencies in many cases are much more
stringent and restrictive than the orlglnal laws;
few, if any, companies are equipped to deal with
the ‘anonymous’ staff members of these
agencies.” '

Surviva/ of the Free Enterprise System.

The future health of the free—entérprise,
system is quite clearly of critical importance to
senior management. Business léaders feel the
challenge to retain and to stréngthen the_free
enterprise system in the face of what they regard

.




¢ | .
as threats (from varied social, political and
econoniic fa<\,ti’ons. ’ . :

In the word$ of the chairman of a bank
holding company: “The most critical problem
facing American business today is-the gradual,
but accelerating, deterioration of our system of
free enterprise by our growing dependence on

" government support and regulation inStead of
the diverse efforts of mdrvrduals i basrcally free
markets.” ® '

Economic and Financial Problems

A substantial number of the chief executives
surveyed feel that today’s economty and the’

unsettled outlook for the future are the most
Serious issues they face. An‘“additional group

stresses capital formation and the problem of

. liquidity. As one chairman autlines his thoughts:
“The problem is availability of capital. Govern-
. ment deficits and the discouragement of capital
formation through tax policy - threaten all
businessz and particularly capital-intensive indus-
tries.” ’

Of course; there is no clear lme between
complaints’ involving- government,
difficulties in capital expansion. Thus, to
"president of a consumer product company, his
troubles involve: “Increasing controls on busi-
ness which, coupled with a restrictive federal tax
policy, severely limit the ability of business to
form the capital needed for healthy growth.”

_ In fact, quite a number of CEO’s comment on
the problem of taxation. leey see no end to the
continuing growth of federal soc1al programs,
and an ever-increasing tax burden on companies
and on individuals to support these programs.
Several mention specific items of tax legislati

such as the depletion -allowance, and a*number
make special reference to the tax treatment

accotded multinational fjrms, and to duties on

imports, -

Other Issues -

CEO’s also worry about the increased.and
outsized expectations of the public in.general,
and of labor and youth in particular. And they
are very aware of the demands of special interest

o5
'
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taxes and-
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ey’ Msumem, environmentalists, minor-

~

1tres, and church groups are most frequently
mehtroned These are the activists who “have

added or are addmg, new dimensions ito
. corporate performance,” in the w rds of the
. vice president — public affarr of a steel

company.

Many, too, express concern legarding the
outlook for the energy situation in the’United

. States and around the world. Although'most of
* the CEO’s acknowledge the broader issue — the

.requirements of society — sorﬁe draw partlcularf
attentron to their own needs for raw mat rials.
The energy issue causes division wrthn}

business community,\ however — in sirrjpl:ﬁ s~

terms, between the users and the suppliers. As a
public affairs executive of a major oil producer
remarked, the energy crisis left the petroleum

industry with a new public = the rest of the v

business community — and ,that new public had
already developed a distrust of the industry.

Pnormes of Issues *

To what extent do the chief externalrelatrons
mfunctlonanes agree with the chief executives on
“the major issues? The box on page 6 provides a
detailed breakdown of the priorities whlch chief
executives assign to external 1ssues, Juxtaposed
with the. order of priority as seen by external
relations executives. ;
In the eyes of the staff person, government
‘overregulation outweighs credibility is ‘the most
critical issue now. Nearly half of the rgspondents
point to the increasing encroachment of
government, primarily the Federal Gdvernment,
and the growing difficulties in ‘dedling with
governmen't agencies. The problem o busmess
credibility is not forgotten, however,
than one-third of the externa} relation
tives cite this as-being of critical import;
the words of a petroleum company representiye:

“Upon the success of companies. like ours in

stemming or reversing the deterioration of
relations with publics and governments, depends
the retention of anything like the freedom of
action historically enjoyed by private en&erprrse
in this country and elsewtere. A function not

we
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Critical Issues — Today and Tomorrow ' s

- As Viewed by 185 Chief Executives and 303 External Relations Executives

(ran(g(ed by’ frequency of mention} , . )

Note: The following “issues” represent a _con'sensus of the responses to the question: What do you see as the most
critical issues facing your company and American business with regard to relations with external publics —
gtoday, and three to five years from now? (Because no list of choices was provided, the responses shouid bef\
evaluated as volunteered respenses.) ~ . | i ' .

) . Today -~ ) Three to Five Years from Now
~ External ‘ External

Issue . CEO Reélations Executive CEQ + Relations Executive

+ Business credibility ............. - 1 2 Qi\/ ‘s 2

Government overregulation ......... 2 1. . L i IR

The economy ... .. e AN +3 3 3 4 !

Corporate finance . .%....ovvunnn.. 4 5 2 ‘ 5

Survival of freglenterprise system ". . .. 5. 7 "9 9

Demands of special interest groups ;

(consumyr; environmentalists,
minorities, etc.) .. ... ... ... ... 6 4 , 10 3

Taxation .............. e . ©7, 9 ~ 7- 12

Energy ......... e S 8 * 6 ! 4 ~ 6

International management .......... 9 8 6 7 ,

Increased expectatipns of the . : * J

public, or social issues . ....... [ 10, 10 LRI .13 =

Media.........oovvmmnininnnnnn 1 Lt 7 11

Labor........ e 4 12 12 - 7. 13 '

Ipvestor relatfons .. ............... * 11 * - 10 3

Peop|e groblems {employee relatlons - ‘ ) W

. human resources, etc.) ........... * v 8 . 8"

- Skills of future executives ) ~ *
«_and nonexecutives . ... ........ .. -t - ¥ i 12 o
*Mentioned by an insignificant number of respondents. In addition, the tabulation does’not’,”im‘:lbde sevg;gj_.n;l;:%% megtioned'
too infrequently to merit ranking. . ) '”

-

2

ﬁﬁgt, or even primarily, of ‘relations’ efforts as
such, but of conduct of our affairs in a fashion
" to strengthen public confidence.” : -
: . .

The issues of the United States’ economy,
demands of special interest groups, and financial
considerations also loom large in the minds of
the external relations practitioners. The com- .
parative weights they assign to the issues cross
all industry’ groupings and size patterns,
illustrating a uniformity of concern throughout
the Business community. ‘

6,  THE CONFERENCE BOARD
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The staff executive is, of: course,. viewing
external relatlons from a very dlfferent vantage
point than. the chief executive, and this, to some
extent, emplains, the variations in"issue priorities.
The staff person gives priority to, the more
immediate issues that must be contended with.
The_ chief executive tends to accent the more
global issues that ‘affect the environment .in
which business operates. And, of course, the
CEO is influenced by peer-group relationships in
the business communjty. A ¢pnsensus evidently
grows out of the discussions of groups of -

& .

|
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business leaders concemmg problems common
to all of them. A egjief executive, who is_active
in the Busmess Roundtable, The Conference
Board, and ntany other organrzatrons comments
“that +members of his staff do not get the
constant exposure to such discussions that he

.Degpite rhiner vanatlons in priorities, the
chief executrvle officer and the external relations
.executive have parallel concerns. Indeed, the

* organization would have. a potentially serious

‘problem if they did not. The philosophy 'of the
CEO sets the pattern for the philosophy of the
. total corporation. The ideas of the CEO
stimulate the planning and pollcymakmg of the
corporatlon and it is the respansibility. of the
staff to carry out those policies and plans. At
the same time, the external relatlons executlve is

" responsible for identifying upcoming. issues ﬁnd .

alerting senior management to any implications
such issues could have forthe company. In other
words, the ideas of the two neéd.not be exactly
alike on any particular day, but they need to
coincide over a period of time. ©

P
>

c
Future lssdes ‘. o

Even in the near past mdustry can pamfully
recollect being unprepared for a new issue or for
sudden public demands. For example, ‘consumer
groups 4nd env1ronmentallsts have been aropnd

- for years, duietly gathering /morhentum. Yet

most companies admit that they were not
prepared for the sudden intensification of their
actlvmes Many external relations executlves

regardlessupf their particular titles — now 3ee
their pr1mary function as one of antrclpatmg
upcoming issues and. publics. The distant future
— and even 15 to 20 years hence — is for the
futurists to plumb. But in l0oking ahead three to,
‘five y€ars, the senior external relations executive

and- the chief executive are in full agreement ~

that the critical problems wrll be more of the”
same, although priorities may shift. *
, The vice president — public affairs of a steel

ment:

.

A)

_inherent

" nationalism

) s .'l"hf"'

“Low regard of business by the public; ' oo

_“Misunderstanding of. corporate ~purposes and
role [

“Cymclsm regardmg corporate ethics and
morals;

[

“thtle understandmg of the free eﬁterpnse :

system.” '

But while tredibjlity is the greatest concern of -

chief executives today, these same executives
anticipate, as do their - external
specialists, that the major external worry in the
not-too-distant future*will relat¢ to government
intervention. Seventy-five percent of the chief .
executive respondents bélieve that govemment
intrusion s going to become theif~ primaty
concern.

The switch in emphasis ev1dently grows out of
their current concern about credibility. When
the credibility of business is called into question,

" the .public \demands more control by "govern-

ment. If the chief executives see lack of

credibility as the issue today, it follews ‘that -

encroachmen}-"’by, govemment is all but mev1-
table tomorrow., ‘
Capital formation, liquidity, a viable money
market, the high cost of money, and the whole
area of financing are anticipated to be sertous
problems in the foreseeable future. In one way

" or gnother, respondents talk about the cost and

avallablllty of.money. And a few simply say that
they see “profits” as the future worry. A sizable
number of respondents anticipate problems with
regard to the economy, both domestic and
worldwide. Othérs are concerned about taxes
and the closely related issue of costs to foot the
bill for such burgeomng social programs as social

_ security and welfare. ‘

Among the other issues which respondents see,
gaining momentum are the many problems
in- international operations. ‘Inter-
national operations are growing in complexity
with more U:S. ventures overseas, with growing
in many countries, and with a.

cornpany outlines his - prediction for the next profusion of local -tax structures, laws and
few Years, and it does not differ verygtnuch from customs that have to be lived with.
the way respondents perceive today’s environ- The staff respondents forecast an ingrease in

the problems of special interest groups, p imarily .

)
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the environmentalists. A number of these _° The Corporate Publics ‘

" executives talk .about the balance which will All of these external issues assume varied hues
need to be achieved between the energy " when perceived in terms of the corporation’s. |
_ situation and the demands of the environ- ‘publics — pressure, special interest, vested .
"~ mentalists. Again, perhfips because they ares’ interest, or other groups outside of the company |
more involved witth:'Jay-to-day.implementa- whose attitudes and actions can and do have a
,tion of external icy and programs, these vital effect upon business. \
-« executives see this whole arga continuing to, be , In a sense, it is misleading to say that business
an extremely important one for the corporation. has lost the trust of “the public,” or evén “the

Our survey shows only the external relations
executive — not the CEO —.concerned about
- media and investor relations three to five years

general public”” For the public is not a
_monolith. In terms of its interface with the
corporation, the general piblic is broken into an

» from now, anot.her'.indication 'of the natural array ‘of different publics: consumers, stock- o
preoccupation with lmplementatlon of.the. staff holders, environmentalists, rinorities; youth,
. person. P ’ . etc. each of which brings its own parochial
. With some shift in prlorltles, the catalog of perspective to its relations with business. In only ~
issues forecasts only‘a few significant changes, the most general sense do some executives .
- The mtema!‘ tonsequences °£ external issues perceive the general public as a constituency .
loom large. “People problems, the whole field unto itself. Most tend to find the concept of an
of employee relations and human resources, is - enormous general public — acting or reacting in
" obviously conceived of as a growing area of unison — too overwhelming to~ consider. So-* |
sensitivity ‘by chief executives and practitioners companies tend tg identify segments that may ‘
" alike, and one which will need carefuf attention be able to sinfluence the- larger - mass, e.g.,h |
< in the future. People prOblemS are flOt amOIlg governmnt’ the media’ consumers. ) i
the foremost concerns today, according to both The _actual relative importance of these _
the CEO and the éxternal relations executive, publics, or constituencies, varies, of course, from |
but appear_ in both lists of future concerns. one’ company to the next. To the firm
stcussmg “people problems,” many Ch'ef manufacturing for the retail market, the
. exkcutives talk about productivity, motlvatlon consumer is the most important pubhc, and the
and the work attitudes of tomorrow’s em- ~.customer relations or consumer affairs function
ployees Chief executive respondents glso discuss . takes.- precedence. With earnings down, the .

_'the new skills which will be requ1red of both
executives and nonexecutives in the future.
They are concerned about recruiting, and several
spec1f1cally refer to potential difficulties in”

2management succession. Other e'xecutxves men- For any business, the legal environment sets

tion the problems of union demands arid labor  the framework and the rules for doipg business.

* + and benefit costs. _ ‘ _ . The legal environment ‘is synonymous with
In substance, the question conjures up in the government. Therefore, government - and

min\clis of external relations execut,i.ves the particularly. the Federal Government — is a most ,
. myriad problems generated by society’s chang- important corporate public. (Asked to note

ing life-styles and shifting pattérns of expecta- which outside group gets the highest priority in

financial community becomes the critical ;arget
for another company, and- extra staff time is
¢ devoted to telling the company’s s}ow to the
financial press and analysts. )

tions. They have already experienced burgeqning terms of corporate.emphasis, most companies '
.demands for better products and services and' name the Federal Government — see box, p. 9.)
“for 'higher .wages. But now they anticipate " The market and the reception afforded its
helghtened public expectatlon that business will products and services are also critical to a ..
take on the job of solvmg socnety s social and company’s capacity to survive and prosper.

' economic problems. ’ . " Market can be read customers — a vital public.

“

4
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How 147 External Rel':tlons Executives
Rank Their Corporatlons Publics!
~ Ranked by
' Importance to
Public the Company
Federal Government ."........... 1
Customers .....c.ovceennnncnnn 2
" Financial community .. ......... 3
“Themedia .. ..............%... 4 '
Stockholders . .......... e 5 ;
+ Localgovernment .............. 6
Community ... ........... e "7
Other.........co.... eemean.. 8
" lEmployees,mwhile unquestionably a public of any
company, are not included for consideration in this report
because the material relates only to external publics.

,‘different

.assigned to, different groups

¥

Third, financial resources, and 6 thqse who
control them, are a dominant factor i rporate’
viability. So the financial community, including
Wall” Street and the institutional investor, is a
most influential constituency, .

The power of information, and control of its
interpretation and dissemination, set the media
apart as an important public. A company may,
talk all it wanfs to bit it is the-media that
con the information and that can have a
tremendous impact on ‘“‘public opinion."’ Thus,
while the media are not’ a public, strictly
speaking, they have so much influence that the
respondents rank _them among the most
important corporate constituencies and devote a
great deal of staff time to, media relations. _

Without * its ' stockholders, of
company would be financially crippled, and lack
of support at the community level could also be
a severe. hand1cap "

.Relative amounts of time devoted to the
publics is another Tindicator .of
priorities. When, polled, the external relations
executives profess a very close match between
relative time spent on, and relative importange

. In fact, theig
responses run parallel to the ranklngs
importance in the. box above, with only one

[y

/

@

exception — they say that they spend more time,

.
Y .

—-— )

/

course, a °

.our perception of them changes.”

-government.

\ ’ ]

on local government than on stockholders.

There is a basic problem in segregating publics
in one’s niind, for the public changes in the
course of a day An employee when .shopping,
becomes a consumer, and a consumer “may _also
be a stockholder. Acknowledging thrs several
companies have begun trymg toreacha var1ety of
publlcs w1th one effort. \E,mployees are members
of the ‘community. By telling the company s’
story to its employees, and conductmg €co-
nomic education campaigns through® house "
organs, plant bulletin boards, and other
comrhunication devices, an effort can be made
to win community support. Another approach,
used by several firms, is to ourage stock-
holders to buy the company’s products.

Companies add to, the list of major publfs a
variety of special ’Xu%;est groups, such as
environmentalists, educatjonal institutions and
academicians, women and minorities, and
other$¢ :

Trends in Publjecs *

Despite the ernergence of these special interest
publics and the increased attention companies
give them, compames have not changed their

"idgas- -about which, , publics are really - most

1mportant Today’s lxst of key corporate publics
would have been identical three to five years
ago, accordingto most of the executives polied.
As a matter of fact, ‘the top external relations |

executive of an’extractive resources company

comments that the publlcs do not change, “only
Possibly more.
{o the point, government remains the vehicle

through which these spec1al 1nterest groups have

their greatest impact on the "business com-

mumty Another respohde st notes that while all
of the publics have been 40 existence for much

) longer than five years, and most haye ‘grown in

importance 1n recent years, the most significant
increase has been in ‘the ‘importance of
Again, government controls and
regulations are the evidence.

- Asked to consider the future, 66 percent of
the respondents anticipate an increase in prior-
ities assigned to international issues and a similar

‘ : -

l\ THE ISSUES AND THE PUBLIES 9.
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. increasetin the importance of the overseas con-
stituency as a result of such factors as:
) < - > N '
.« changingpublic attitudeg here and abroad «
. pressures from foreign governments :
. improved high-speed communication.

13

. -
- . - -
4
Ve .
.
-~ .
. -
o
»
[
¢
‘
‘
Y
v 4
) .
.
T
L] »>
kl
> ~
~
v
AN
f
) » " .
L]
[N
»
>
-
Al
‘ /
. ]
- nE <
-, ’

THE CONFERENCE BOARD

C ( ) '
. L3

£ty

-

s -

‘Again looking ahead three to five years, some’

executives. predict a decrease in ‘the attgntion

which companies will have to pay.to minority

groups. They feel ’that the minorities will gain

what they want from management and will lose
- priority as a corporate public.
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Chapter 2. -

.
oy 0

The Evolvmg Imperatwes

,'—/ 2

IN THE EVOLVIN(!: _}neld o external -
relations, an examination “of’ the rapid pace of
changes in issues . and” publics leads to the
conclusjon that | ‘the future s arnvmg very
quickly. Indeed, one might.say that the future is °
already here. ‘Thus, when chief executives are
asked to ponder the fmperatives of the future,
mbst magnify and project ‘issues that already
confront them. Most underscore, too, the' need
to° enhance already developing corporate be-

. - havior patterns. T -
t Whaf is recogmzed is that external relations J

‘ issues will not resolve” themselves the corporate
publies will continue to maKe demands on the
corporatlon a@nd new pubhcs will appeat from
“time to time. . ,' . B

The consensus’ emphasrzes that compan1es
must do a better job with the competencies
qurrently available to them. This view was
articulated by one CEO: “I don’t believe

N anythlng rew will be requlred We*must never

%

N\

' *the problems of external relations will go away.
To many businessifen, acceptance of the fact
that 9uts1ders can properly, be involved in the
company’s..: dec1slon maklng process is very
difficult. My ]ob is to ensure that my company
recognlzes and accepts thls fact and deals w1th it
properly.” s ’

. These chief executives feel that their com-,

panjes need to ‘‘go back to the basics, but go

back more competently ” “Take what we have
to work with; improve on it; expand .it; and

. © ° utilize it to its best advantage.” Speaking

realistically, many CEO’s recognize that addi-

tional time, money and staff will be required.

More management time must be freed, they say,

for activities relating to the corporation’s

publics. Many predict an expansion of the
external re{atlons unit to cope with the growmg
issues and demands of the publics. Others talk of
sharlng the burden for example, tprough
.industry and professional associations. ’

-’

become complacent or arrogant or think that s

¢ . L /

/The “overall perception of what actions are
srequired breaks dOWn into the followmg
categorles 7 ..

o’r

e develop ne\y skzlls in corporate executives, *
particularly more sdphistication, more imagi-
nition, and better communications ablhty

‘e 1mprov economzc education programs
.’ strengtften government rejations
.gegrpand community involvement:
. rate etttzength - .
. , » Improve. research methods, to anticipate:
trends 4n issues facing thg company and trends
" in demands of corpora\e publics: .

. . 8
£y * .

Developmg New SklIIs - .

«, Of the 185 chlef executlves surveyed the
° *, largest group (58 CEO’s) says that the business
) commupity niust begin to develop new skills in
~its managefs so they become mofe capable’ of
handhng the résponsibilities which will have to
‘be faced in the future. As one’chief executive
explains: “External affairs will become\rnor
dssue, orrented ”+ As a result, greater staff
5spec1allzatlon will be requlred to handle
complex government rela“tlons intensiffed ac-
tivity on the part of speftal ] interest groups ‘and
. otl?er corporaté publics, as well as the increasing
complex1ty of the 0perat10ns of multinational
businesses.

THe vice presldent -~ corporate relatlons of a
food compdfiy compares the current status of
his functlon to the status of - personnel
administration tweaty- years ago. At that time,

« he says: “There were few ‘corporatigns that had
a personnel department and practically none
that had personne!, executives at operating
locatlons' Since then, personnel adm1n1stratlon

* has become u ‘discipline’ requiring special

“corpo-©

w

training and experience. It is my feeling that -

gcorporate refations is pow developing as a .
separaté discipline wh1ch like personnel adm1n-
istration, will requlre special Skl" and training.”

"V

v

~ »
-
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A Cooperatlve Approach

"I am not 3 great believer in speakers bureaus
It is quite possible for an organization to schedule
a dpeaker on every Rotary Club, Kiwhnis Club,
Optimi'sts Club, and 4-H Club program in its entire
operat region. And after an active 90-day
perioqfthe administrator can report that 364
speeches were made to an audience of X thousand
‘people and nothing happened.
”So what do you do? Well, our experlence tells
us that you arrarige meetingg with the leaders of .
the organized groups In the community — those
who do effective reséarch and .who make a
- constant effort toyanalyze what 1s in the best
, interest of their membership. o
> “When they have iearned what is in their own
. best interests, they use the effective organization
o | linkages they maintain to,make the legislators, the
politicians, and the regulators aware that they are
solidly behind — or solidly against — an important
proposal. ‘“ Y
“Our experience convinces us that in the
American system a-business corporation — and
particularly a public utility — has to go through'a
well-defined process‘m order *to make its vnews
prevail. It must make a thorough — not a.
superficial — analysis of what 1t is attempting to
" obtajn in'the way of legislation, regulation or a
. rate change — with special reference to whether-
- the objective is of benefit only to the cor ration
. | and, business, or whether it is demonstrbly
beneficial in the short or long run —-ard 1n thed
tefms — to the laboring men In its community, to
the farmers n its community, to the educators, to
the professional men, to ?he elderly. This should ’
not be a lightly taken obligation and task.”
> From an address by George Hgmmond, Cha/rman
cos Carl-Byoir & Associates, Inc.,
before the 60th Annual Meeting of
. The New Jersey Utilities Association
’ , ) T June 121975

. PR

. hanl
o - § X

" .

Considering what new skills will be required,
the chief eXecutives surveyed récognize an
- overall need for: :

- More sophistication — to match the growing

‘sophistication on the part of the activist groups
. -~/

.o
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e i
and_to deal with. the ‘increasing complexity df
such areas as environmental protection

More imagination or ingenuity orcf} ativity —
to" attain the {lexibility *“both legally and
organizationally” that will be eedé to cope

wjthi upcoming legislation and the action of

T .pressure groups.

<The stress is on imprbving theLskills and

expanding the capabilities of thelr/ rrent ctop
of managers, rather than looking to,d whole néw
type of management team. The skills are

,achleva-ble most say; through (t'rammg programs
and’ by WOF. " closely with th¢ academic
'community and key commumcatlon associations

’

want, a new breed/ We must ‘improve the old
breed.” *He is looKing for “a new facet of, skill
and familiarity with the techniques of communi-
cation, breadth of understanding of-.emerging
differing points of view, degper knowledge of
* economic philosophy and’ so}ial direction, and
ethe willingness tcbpartlmpate in close combat on
some of these intangibl and previously.<
unfamiliar battlegrounds.”

“

CommunicationL / ) ‘
Among the heightened' skills: which wnll be .
. requlred of corporate personnel in the future 27
chief executives single out the cntical need for
special emphasis on improved commumcatlons
" All forms of communication will become

>

( mueh more critical to the success of tomorrow’s

management. Respondents urge improvements
in all facets of the overall ability to communi-
cate business’ story more effectively to the
media, to the geriéral %public, and to the
government, and to convince the various )
constituencies of the importance of the free
enterprise system. A growing numbef of
practitionegs are beginning. to take a closer look
at the Janguage of business"communication, for
example/And they recognize anarea which they
say copfd be clearly .improved. Words such as - '
“multfhational,” *“profits, cor;glomefate,” and
“lobbying’’ trigger negative reactions among

9 &

e~
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- industry, he says, *

. capital facilities.

'

,availa

o R , "

- some€ publics, reactions which might not occur if

more positive terminology were used to
communicate the corporate message — or if the
words were properly, and objectlvely, der-
stood. .
The vice chairman of the Unrted States Steel
Corporation is one of the many executivaggwho
have . pondered this problem. In his own,
a new financial jargon whicfi helps people to
think about ‘real’ corporate income.’ In a
recent speech, he enumerates reason/ why
corporate leadership has a great rgsponsibility in

* this regard, ’ .

" Unless thefe ‘js Wetter understanding of what
profits really are, first, the_public will place the
entfre blame for infldtion squarely on the back
of business, and there will be no esteém for the

" market’ system. The-result will be a constant

publrc pregsure on government to displace the
market — and that means to Ehsplace prrvate
ownership — and that means to drsplace our’
fundamental freedoms. * ° ’
Second. If the impact of inflation on, profrts
is not understood, privately owned industry will
simply not be ’able to replace and improve its
The redistribution effects of
inflation might be tolerable; but ot so its
tendency to dissipate the nation’s stock of
capital facilities, and hence to redice what is’
le for distribution. '
Third: The' VERy | feeling of envy —

_ a feeling particularly common during
rampant inflatipn — is accentuated by misunder-
standing of profits. And these are feelings which
lead -to deep aid threatening social and political
unrest — the "kind that c¢an too easily spill over
into a.total challenge of our politico-economic
system.! '

The v1ce president — consumer and public

_affairs of 'a consumer products company- dis-

cusses the changing scope of communicatigns:

-
-

[

s
e

'R .Heath “Larry, The Pew Memorial Lectures for
1975, Grove City College Grove City, Pennsylvania,
April 22, ]975

- Communications as society,

maybe we need new rules, or

., particularly the national

the feeling
+ that “I' the only one not keeping up with the
_ parade”

“There
honest, concise, open and accurate . exterkal
in general, an
government and the news media m partrcular ar
demanding: (1) more corporate drsclosure )
increaged consumer services;-(3) more investiz
gative reporting by media; (4) more responsive-
-ness to- government inquiries; and (5) increased
activity in social needs. E .

Média Relations

Relations with the media is one area in which
many external relations practitioners see a need
'for 1mproved skills -in commuhicating. While to
some this very basic communications field seems
“old hat,” othefS~stress’the need for improve-

ment - partrcularly with respegt totelevision.
The media are aconduit.to feed information

to other constrtuencres. Yet, because the mgdia-
. represent the prime opinion molders,

many
executives insist, that the media constitute a
distinct public — an end in ‘itself’ rather than

-just the means. What is called for goes beyond-

issuing more and better press releases; rather
relationghips with media spokesmen and, even
more important, with media_ staff, must be

) cult_ivated 5.9. that the facts will be heafd, Many

chief executives view relations with the media ~
media — as their
personal respongibility. -t

Busmess organizations involved in - nuclear

energy development are among tho§e’that have
begun active and_’.fsonstructive anedia relations
campaigns. For some time, these companies felt
they had been receiving a “bad press.” As an

example of the problem, one executive men-

tioned an edtfca,tional,television broadcast’ on
plutonium that discussed the problems rather

. than the solutions “‘because’ the solutions.were

complicated and boring.” Another cited a group,

of Nobel prize-winning scientists who held a”

press conference to discuss the need -for nuclear
power. A major network ran a segment on
nuclear power, but never used the footage it had
taken at.the press conference. In respanse to a
protest by the chairman of the board of one of
the companies ipvolved, the network said it

would “‘run its own business.” ¢

‘ THE EVOLVING IMPERATIVES 13
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.A Media Relations Effort -’

Ethyl Corporation recéntly embarked on an
aggressive campaign to achieve a more balanced
presentation of the story on lead antiknoctks in

. gasoline. Prior to its efforts, according to the
company, the press

- lead,” and corporate spokesmen and public
relations people were $o busy just “putting out
fires” that all they could dowas to ask reporters

. tp go and ‘do theu own homework if they wanted
the facts. oo a e ade

The prbgram 4dopted consisted prim@ of
briefings to provide facts to the media and to
follow up on any misstatements thag appeared n
‘the media. A panel was set up consisting of
lawyers, doctors, engineers and conservation
experts.” Arrangements were made for the pane) to
meet the press,” so to speak, with principal
editors in New York City, Detroit, Washington,
D.C., and Houston. Invitations were extended to
editors to “‘bring their pencils so they could write
down what they wanted to for future reference.”
The rpeetings were to be briefing sessions, rather
than press conferences. . The pénel members

not answer a question, they would explain WIM
In the case of California, a differenj approach

# was taken in media relations because of the strong

environmental feelings' in that state. The director
of corporate public relations went to Califo:nfa
and dealt with the media on a one-to-one basis,
instead of group participation. He set up a series+of
visits in which he called on those representatives of
key print and electronic media. Special emphasis

pollution. He made Several rebuttals to editorials
_on TV and also appeared., on severdl news
programs. T !

“could barely spell tetraethyl ~

promised not to dutk any questions. If they could

-,

wa$ placed on electronic media, since they were °
the source of a number of negative stories on lead *

-~

-

areas.

‘magazine said: - .

He provided appropriate California fiedia with
printed summaries on thé press briefing sessiQns In
other cities and examples of coverage that would
result from those briefings. He also held an open
house to answer any and all ,questions on a
personal basis. © - : *

The results of this one-to-one work in
California showed up in the form of much more
sympathetlc ﬁnédla — notably in the electronic
On the prlnt side, one publucatlon in .
particular that seemed to go eut of |ts way to‘ N
select negatlve items on lead begah publishing
stories that were mqre factual. Although they did .
not 'change. their _general posture, the company’
continued fo treat them with courtesy and did not
change In :ts approach of service with “this
publication. Th|s publlcatlon was Biven the-Same
infortation glven to others and continues to
receive regularly copies of positive feedback from
other cities. - .

Ethy! feels that‘the briefings reestablished the
company’s credibility_ with the media because
management "‘bent over backwar " 16 cooperate
with the media. As an example of the editorial
comment Ethyl receive“d, one environmental

""Ethyl has taken its case to the public only
rarely although, because of the political nat\are of
the controversy, it does appear before legislative,
groups. It is unlikely “that the company’s P.R. °
approach will change drastically.” Ethyl will use
every reasonable and prudent opportunity ‘ta set

00l

the record straight. , .

Y enviconmental Science and Tech logy magazine, -
June, 1971, .published by Thg Americap Chemical-
Society, Washington, D.C. ¢

, . »

-

. A A " ”
-

Both examples — and~ numerous others —
point up a situation that frustrates corporate-
execuytives. Many feel that busingss has good
experience with the wntten press But the
electronic media are different and’ f require a dif-
ferent corporate approach. The written press
has more tlme and more space to tell a story, it "
has thousands, of words while
television have only hundreds.

e D
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"At the outset of th? lead-in-gasoline con-
troversy, Ethyl Corporatlon waged a campaign
to change atittudes on the lead” issue (see
box). Management is satisfied that the camipaign
has been successful, and,that a company’s story
can be told with the proper effort in media
relations. . ©

A major, worldwide oil company conducts

radio and _
)xtensive training of line managers to assist them

.

s

-\
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. »developed as cE)mpany spokesmen. Inap

!

in dealing with the media in both imerview and
spontanéous situations. Rather than channel n.ll
publi¢ statements through headquarters, as had
been the " practice, line managers are now
ogram
designed by an outside public relations fir
managers are placed in simulated situations. In .
one, for example, a meeting has just ended and
its departing participants are faced with
newspeople and cameras. That evening, the
participants see their natural reactions to such a
confrontation on filny, they cover their faces and
. try to avoid the reporters. For the first time,
. they begin to have an awareness of the problem.
Although . there have beén some ‘‘goofs.”
training has been eonsidered successful overgll.
Many of the managers now seek out speaking
engager%gts. 2

tmproving Ecc%%fducation
" Teaching the géi¥tal public the facts about

the economic systemr, and hopefully persuading
them of the merits of the free enterprise system,
is uppermost in the minds of many corporate’
. executives, as was made clear in the previous

chapter. To a.large proportlon of the respon- ’

dents, economic education is the answer to the
problem of_credibility, and the imperative is to
improve corporate economic ¢ducation pro-.
grams. -

As far as business executlves ar¢ Lonccrned
business cannot. rely on others for “proper”
economic education. As one executive states.

“Business leaders must play an_active role.
They must act as spokesmen for- the Americag
business system, ranging from grass-roots comi®
munication to personal contacts with otﬁmls_
at all levels of government. Rather than keeping
a low profile, we in American business should
step forward at public and other forums. We
must aggressively present , the “facts about
American free enterprise, a system which is too
often unnecessarily and irrationafly attacked.”

a

Most .of those who stress this avenue think -

that economic education should begin wnt‘ll

school children. Some, however, feel even that.
< ' .

LI .

,ine |

the )

1
would _ be meffeGtive unless the education
process begins witk Xpe teaChers. Of course, -
many companies dnd industry associations have
been and ~"continue to be active in
developmg programs . for the schools. -And
economic education programs for various types
of employees have long been a staple of
corporate training programs. , .

‘The nation’s bicentennial is seen as a
particularly appropriate time to campaign
actively for the free enterprise System. One chiéf
executive, * for. -example, points to several
bicentennial projects that- his *company has
under way, with their primary thrust directed at *
restoring business credibility. The compaﬁy
plans a lecture series at colleges agross the
country, and has published what management
considers td be a'very well-received ‘“‘digest,”

s« containing many features explainihg the free
enterprise sysfem and extolling its merits._ o

- -

Developmg Employees as Company Spokesmen -

It is quite clear that by &conomic education,
some executives mean ‘‘telling the* cqmpanys
story” — gaining.a greater appreciation of the -
role that buginess in general — and the compary
in particular — plays in making the system work.
Many c¢ompanies are now determmed to do
something to tell thenr story better and to tell it
to more people.

While the chief executive remains the

“ principal corporafe spokesman, more and more
companies no longer leave the job to him. There
“is an increased moyement to have representatives
of all levels of managenient actively spreadirfg

= the message, meeting with as- many audiences4s .,

possnble as well as with representatwes of local
' ‘media.

A growing number. of companies are seeking
new approaches in external relations training
programs throughout <their-organizations, fre-
quently with the assistance of outside counsel,
and a number haye established m-house speakers
bureaus which provide corporate spokespeople
for local gathermgs of all types and sizes.

N

..« A major oil Lompany, for example has a
speakers bureau  with about 200 names of

A
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corporate personnel on the active file. Appei/fr-
ances, are concentrated in heavy ,employme'nt ?
areas. d -
« A steel company has trained 400 manage-
. ment people inthe basic techniques of public
;d: o speaking, using-a ﬂip-chart.progrum designed by

kY

an outside public relations counseling firm. The |

company claims to have had dramatic results.

. Another oil company conducts two-day
~ 1 training sessions specifically to teach exe&utives
., how to handle television interviews.

W

N Through the company’s own speakers
1 . bureau, executives of a utility made-more than
.al 400 speaking appearances in 1974. :

« One hundred and eighty managers of Eaton
Cérporation were trained by the public relations
“department and provided with basic speeches
‘which. they can tailor to suit™ individual
audiences. The program at Eaton is designed not
as an image builder for the company but rather
to, create public confidence in business in
general, as well ®™s an awareness and an
understanding of the posture of business. These
mandgers have made over 1,000 speeches in the
United States and Canada to a total audience of
60,000 people during the last 18 months. Eaton
is about to begin asimilar program in the United
‘Kingdom pecause it judges the U.S. program to
* have been well teceived. Eaton’s public Telations
staff also comments on a side benefit; having

¢

, learfied to-communicate well with the ggneral

‘ public, these managers have also .begun to
communicate more effectively with their own
‘employees. 4 -

R
The companies that have set up speakers
bugeaus and public speaking training programs,
> and those that srmply encourage their employees
to represent the’ company whenever an oppor-
tunity arises, are generally pleased with the
. results. They -tan, .of course, actually measure
the size of the audiénce they are reaching, and
- they, can monitor the types of questions and

) verbal reactions from the audiences.

Not all companies or public relations
eounselors believe that simply reaching the

. general public is the best utilization of taleng

and time. In the first place, a listening public is

-

- x
3
°
- . . [y
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. already made .
/énvolvement, fof some

not ; necessarily a believing public. As one
of the surveyed external relations executive sees
it, he 1s not so certain that once you have told
business’ story }he people will necessarily agree
with it.

Then, too, they question whether the thrust
should be toward the whole public or toward
the key leaders. A public relations counselor
says: “It is the opinion leaders and the ‘doers’
that busines/sqmyst try to reach, riot the general
public.” :

Strengthening Government Relations

_The corporate chiefs that were surveyed are
convinced that business must improve its re-
lations with the government — at all levels —
if it is ever to overcome the problems of over-
regulation. Business must make a copcerted
effort to understand the intricacies of govern-
ment, they believe, and management must strive
to improvﬁo}mmunitcations with government
agencies. ™

Several CEO’s have concluded that business
will have to seek a great deal more mvolvement
with govemment which some characterize as a
form of “partnership” with government. As an
outcome of such cooperation, business may be
able to “establish a clearly defined government
policy so it can plan for the future.” By
becoming involved early in the formulation. of
public policy and thinking, business leaders can
be active, rather than reactive, to decisions .

and laws already enacted.
cdmpanies, means a
willingness to devote staff time and resources to
the effort — including sabbaticals for govern:=
ment work. And they sge companies doing more
by way of suggesting constructive alternatives to

proposed government solutions that are
anathema ~ to business.' "IN situations where
government actions’ are justified, ipvolvement

alsomeans willingness to cooperate.

In ‘substance, what more company officials
are urging is what some "have long practiced:
establishing continuing and longer-term relation-
ships with government as opposed to managmg
on a crisis basis ‘when a critical bill is up for a
vote. : . a0 !

P o~
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Expanding Commumty lnvolvemento “Corpo-
‘rate Citizenship”

The increased cooperation with government
extends to other institutions as well. 1t is clear
to many chief executives that business must
continue to expand programs of involvement

with societ){ and to play a more and more active®

role in the community at large.

They insist that tomorrow’s managers must
-develop an awareness Of the external issues, of
the company’s publics, and of the social
envnronment in Wthh the company operates
They; recagnize that, more and more frequently,
operating decisions will be tempered by external
considerations and managers must be prepared
to recognize and deal with those externalities. In
effect, they spell out what they. mean by
corporate citizenship or recognizing the corpo-

. ration as a socio-economic institution.

Members of the management team must also
take an active part in the corporate effort, both
within the company and exterually. They must
become involved in the political process and in
community affairs so that they can “work
within the system rather than fight charige.”

Many companies encourage political partici;)‘

pation in the community. The chief executive-o

a major bank holding company proudly ticks off~

the number of mayors, town-council members,

. and members of school boards who are also full-

time man‘agement emp]oyees of the bank. Other
companies have writtern\ policies encouraging
such participation, and some permit leaves of

absence or lend employees for periods of time.
Exhibit 1 is the introduction to Black &
Decker’s Social Action Report and explains the

company’s social position. EXh% contains
excerpts from Uniroyal’s corporat licy as it
appears in an in-house manual. These statements
are typical of the social commitmient of most
major corporations.

Only one chief executive expresses a reluctant
~commitment to this philosophy: “Like it or not
— and I don’t think 1

Y

S

3

like it — industrial ,‘

orgamzatlons are_going to have to accept other A

obligations than making a profit.” : -
As an example, of the sort of corporate

cmzenshlp efforts gemg mmated Stanley Works

>

L4 e

Do_iug Our Homework for the Future

"1 would suggest that it is up to business to take
the lead in focusing discussion on irgortant
questions before they become political issués. We
ought nbt interest ourselves solely _in the
day-to-day problems; we must do regular,
continuing homework -on topics that will be
confronting us 1?\ the years to come. | suggest the -
following as possible topics:

1. Resources — beyond the energy questidn.
How adequate are the future stocks? How will
they ‘be allocated? What might this mean In terms
of specific industries, jobs and product lines?

© 2. Unemployment — not in terms of what
percentage 'of unemployment is tolerable in a
degnocracy but v human terms of the impact as
the natiorr moves against inflation, and in terms of
what can be dané to help people who are really*
hurt as- opposed to those who may just be
inconvenienced for a short period of time.

"3. Health care and the needs of the elderly.
Some form of health care bill will doubtless make
its way through Congress soon, but that may only
be the tip of the iceberg. N

4. Transportation systems — Detroit is not a
stranger to this subject. .
" "5, The pressures for new kinds of control of
multinational corporations. .

6. The protection of the indwidual’s riight to
privacy in a world in .which large amounts of
inforrmration can be stored dispersed and easily
abused

“7. A}ain — we must continye 'to explore
further into what the private sector can do to keep
its house in better order to preclude further
government intervention.’’ \

— Irving S. Shapiro
. _ " Chairman
< E.l. duPont de Nemours & Co.

T"he Conference Board RECORD

February, 1975. |

rJ
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“

has created a council of corporate executives to -

look into and recommend social programs which
the company might undertake.
Affdirs Council, formed about five years ago, is
made up of 18 to 20 members selected from all

”
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- ”The meaning of social responsibility for businggss
is being defined and redefined on virtually a daily
basis. It means different tHings to different people.
Some feel it should be a corporate accountability
for every facet of social need and reported on in
“much the same manner as a financial balance sheet.
Others feel that the sole social .responsibility of
a corporation 1s to earn a profit which, in turn,
benefits employees, stockholdérs and customers.

“We don’t pretend to know the proper answer to
the social responsibility debate. However, we do
recognize that a bankrupt business merely results In
unemployment, loss of investment,
burdens to the public. In view, of this fact, we
consider the operation of a profitable business our
primary responsibility. We recogrize that we can
serve society effectively only- by continuing to

. operate on that basis.

“While we place profitability foremost, we have
never believed that involvement i social actions
need be a deterrent to success. In fact, we consider
such invofvement a requisite for progress. Qur
compahy from its beginning in 1910 has practiced

_ the 'Golden Rule.’ This philosophy recognizes a true
|+ respect for the dignity of the individual and the
proper tolerance of the view of others. More than
50 years ago our founders stated, ‘We do not

Exhibit 1: Introduction to Black & Decker’s Social Action R'e;port; 1974

. generally publicized. To ‘report’ on .good deeds

and further

" the contents periodically and make the brochure

befieve in discrimination and we decline to give to
one what we would not give to a//.’ We continue*to
follow that philosophy. A

"It is understood throughout the organization
that we will try our best to treat other people fair&y
and hopestly. And, that we will become involved =
as a company and as individuals — in community
and civic activities aimed at improving the general .
welfare of people everywhere, '

"QOur efforts with regard to social action are not

diminishes the integrity and sincerity .of the acts.
However, because’ so many people have asked for
information regarding our involvement in social ,
activities, we have tried to outline a number of
them in this brochure.l It is our intention to update

available to people expressing a genuine interest in
the subject.

"Our motivation for helping people is not to
build a ‘good guy’ image or to profit commerciaily.
We are committed to following a policy of helping
whenever and wherever_possible simply because we
believe, as our founders did, that it's the right thing
to do. We will continue to fulfill that commitment |
as long as we remain a successful business
enterprise.”’

.

4

levels of management, all of whom serve on the
Council on a threé-year rotating basis. The ch¥f
executive officer of the company serves as
chairman of the council at corporate head-
quarters, and there are- similar, councils at a
number of other locations around the country.
The mission of the Council is to come up with
realistic and constructive community programs

. for Stanley operations at these locations, within

the limitations of a motest budget and-a low

profile. Some of the areas covered include
education, ironment, economic education,
ommunity relations. For ‘example, the
Council has ,assisted a -municipal
development located across the street from one
of the company’s plants. Not only have small
amounts of money been .contributed for
recreation programs, but staff expertise has also
been furnished in such fields as accounting.
Programs such as this one are not publicized,

18 THE CONFERENCE BOARD
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housing .

.
-

-says the Stanley. Works CEO, in order to avoid '
having the local community think they were
being done only for public relations reasons.

.
~

*

Corporate Contributions

~

Charitable contributions programs are gaining
more importance as an aspect “of social
involvement. It is common 'practice to place the
administration of the contributions program in
the public relations or public affairs department,
or to include the external relations executive on
the company’s contributions committee.

In general, the external relations executives
contacted assume that the contributions pro-

. gram has been assigned to them for a reason, and
~that reason. is..to.look at the - external
implications and priorities of each contribution.
'Obviously, there are innumerable potential
recipients for a compiny’s money. But where

4+
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,eﬂconomlhc,dievc‘loprgents.

o

Exhibit 2: Uniroyal — A Company

Committed

) - o

- ’Business prospers best in areas where a.good
social climate prevails — maintained by rising
living standards, an equitable distribution of the
fruits of capital and labor, educated workers,

_ sophisticated“consumers, free competition among

privately controlled enterprises, , and geod
relationships between industry and the public it
serves. ... a

“Uniroyal management fully realizes that
efficiency and innovation — while fundamental
to continued economic well-beind — are not
enough. In order to suwive and grow,. the

company must also take an active and prominent
role in developing solutions to our present-day
social and environmental problems.”

“will it do the most good — for both the recipient
and the company in- terms of the company’s
reputation and its long-term relationships with
others?
- It is not simply a matter of gaining the most
“mileage for the company,” of courser A re-
"nowned public relations practitioner says in a
critique of his profession: “Public relations mis-
leads businessmen when it suggests that practical
rewards can or should always be expected from
public-spirited deeds. If a pd
teed, it might be better not t bother.”?

. . ,
Improving Research Methods ~ G

‘While most “corporate executives stress im-
proving their approach to the known issues and
publics, an appreciable number stress  the
unknown: the new issues, the new publrcs with
which the company will contend tomorrow. One
in ten of the CEO’s made specific mention of
“futures” research. For, most companies, lg{]g-
range planning includes emphasis on future

.
© o,

Issues Research

There is growmg interest in research on soual
x and envtronmental developments. Futufes re-
A .

- ’

2. 2pavid sFinn, “The ‘Promise of P.R. — and the

- Threat,” The Conference Board RECORD, Apn]""l970

4 o ¢

3 .

o

ff must be guaran- ‘

30

. search has become intriguing to management,
and a few companies have set up departments to
conduct it. Others rely on outside firms, the
,so-called think tanks, which conduct sophisti-
cated investigations of future trends in life-
styles t

Fifteen years ago, the Equitable Life Assur-
ance Society set up a social research department
headed by a prominent sociologist. The original
mission of the department was to look ahead ten
years and determine what public issues and
attitudes would be affecting the company. The
department conduets studies of both the
internal and external environment. Typical of its
work are surveys of its own policyholders, and
studies of trends in women’s and minority issues.

The”corporate relations function at a major
diversified company is deeply involved in
environmental monitofing. Among the areas

“they monitor are:

"« ecology .
. trends in shareholder resolutions and the
votes on them v

. legislation affecting’ the company
. issues affecting ,the multinational corpo—
ration concept. o

7 -

Public Opinion Research .

v

Much of external relations research is public

" opinion research. One of the basic mandates of
. the public relations or public affairs practitioner
is to anticipate changes in publics and upcoming
issues. As a result, a great‘deal of thought and
effort is expended on opinion sampling, market
research, and related issues.
have the staff and the bydgét to conduct their
own research; others hire outside firms to do the
sampling. One eXtermal relations executive

., estimates that ten percent of the communi-_

cafions budget should go into research and

attitudes measurement. Those that conduct their*

own research frequently ‘supplement their data
with 0utsnde -material, or use one to validate the
other A. nqajor Utlllty, for example, uses every
available outside survey afd conducts its own
surveys, polling opinions both on the company’s

" THE EVOLVING IMPERATIVES 19
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image in general, and on specific topical issues or
- problems, '
Despite¢ — or because of — this present
emphasis on public opinion research, the
practitioners and CEQO’s give it even greater
weight in the future. However, public relafions
practitioners have expressed concern about the
current state of the art, i.e., sample selection,
question formulation, the order in which
questions are asked, the timing of the survey —
and the other ingredients that make it ‘possible
for several to sa)jTr“I can get you anything you

| y .

THE CONFERENCE BOARD

want.” What they seek are more effective tools.
But what is most important is attaining an
even better understanding of the motivations
and ideologies of those who are challenging the
institution of business — the “hostile portions of
the intellectudl and legal communities,” to
quote the president of a publishing firm.
Respondents acknowledge a pressing need for
better research and sampling techniques so that
business can anticipate changing public attitudes °
and influence them to a greater extent than has
been done to date. ' '

¢




\

.
?
-
.
A
.
.
-
.
*
-
.
.
,
e -
-
.
.
“

ERIC

Aruitoxt provided by Eic:

B 9y : :

. -
.
.
. d \ LY
. RSN i
e
v
B .
* } -
. »
: A - - =
- 4
¢
- .
. M ~ 3 .
- . R
’ .
3 .
- 7 * -
. , ) .
.
A - ‘
-
. . . ¢
. -~ .
v 3 ~
.
- o
%,
o ;&

Part;Two:' N > -
Managing th Corporate Function

. .
. ot . ,
B 3 N
y . oo ‘ .
*
oty i ’
RS -
« %5‘;;?" :
. .
- <5
5
- ~ P
4 . ’

. < .
- - Ao
3 - - —_
¢ . . .
P EY
~ . ‘ . " ooN
’ . .
N . ! ) .
iy
D . %
- ©
N [} ~ -
N
A
* - "'&4
. -
.
- . . .
.
. , N
~
.4 &
.
.
- -
4 &‘ N s
4
.
. [N
. . o
+ v - \‘ .

~ 2 o

‘.
.
LN
@ .
.
-
-
~
N
<
.
.
.
-
i
-
-}




-

<

“‘Another aspect_ of the function is legislative

Chapter 3 -
Organizing for External Relations’

MucH OF THE WORK connected with ex-
ternal relations is carried out by a special staff,ﬁ
unit. The unit ,may consist of one individual.
But, in wirtually all companies participating in
this survey, it includes far more than one.
Indeed, the complexity of external relations
has given rise to a whole set of more special-
ized staff units. And while- issues .are the
substance of the work, the anits are most
often organized qn a- market basis. Thus, the.,
basic functional components of external rela-
tions can be equated with the various publics’
of the company. Typncally, the functional units
include: . . .

Medta relations — Communication between
the compapy and representatives of the press,
radio and”television; preparation of press re-
leases and other statements to the media; co-
ordination .of ¢ompany Jnterviews with report-
ers; and ail other foral dealings with the
media. Ny ' ‘

Government relations — Contact with gov-

ernment officials and staff, on the federal,
state and local levels. The responsibility here is
again con)rmunication, telling the company’s
story to legislators and regulitory agencies.

arfalysis — ith'e?preting and evaluating proposed

- legislation that could- affect the company. *

Sﬁckholder*»relations — Preparing eports
and statements for stockholders, including an-
nual and interim reports; setting up the annuasl
meeting; handling stockholder inquiries.

Institutional investor relations — Here com-

_munication is with the .professional investor,

the financial institutions. The primary tasks are_
handling “ifquiries, coordinating contacts” with
other executives of the company, and main-
taining relationships with key. investors.
Customer relations and consumer affairs —
Handling complainis and inquiries from cus:
tomers, preparing informational literature, and
acting as liaisor} with consumer activist groups.

¢
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“It grew. like Topsy.”

T v

Commz&zity rzlations - Coordinatiné“re}a-

. tions with 1ocal community age\nc‘ies and civic

groups; administering special company pro-

grams at the-local level.,

Other even more specialized units which are-
often a part of €xternal relations include graph-
ics, advertising, corporate contributions, and
units dealing with various special interest
groups. Appendix B provides a compendium of
those waits and subunits common to external
relatlons functlons m a broad range of com-
panies. ) .

All of these functional units are ‘mixed and
matcped”” in an assortment of~Organizational
combinations or partial combmatlons For ex-,
ample: ’ -

. In some companies, Federal Government
relations is a marketing functior,’ concerned
with winning’ government: contracts, rather than
a'com‘mﬁmcatlons function. .

o In -privately held companies and mutual
insugdnce companies, there are no stockholders.
—’. Trade media may be handled at the divi-

* sion level or by corpdrate staff; the same is

true of local media. ,

. Stockholder relations and institutional in-
vestor relations may or may not be combined
as one function.

« In some companies, institutional investor,
relations is handled by the financial "depart-
ment; in others by publlc relations.

. Public relations could include investor rela-
tions, stockholder relations, and corporate con-
tributions at one company, and only media

ions at the next.

The variations abound. Many of them can be
attributed to rapid growth of the function —
Some, as already indi-
cated, are growing by design out of garying
perceptions of the different issues and %}bhcs
But be’cause of the greater prominence external

-
.
4 .
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relations is assuming,
mands more attention?
To what extent do companies see a need to
coordinate. their dealings with all oftheir pub-
lics? Does management attempt to develop
common thread which.can be woven through
the fabric of relationships with all of those

its management com-"

]

publics?nés there a need for consistency of. giﬁ’

commumftations no matter what the audience?
Or is it preferable to differentiate among such
functions, and call on specialized skills to
handle each éxternality?

There are' many means by which coordina-

be achieved: a formal committee made up of
all top executives handling all external actiy-
ities, a ‘*‘dotted-line”’ relationship between
units, or even an informal communication sys
tem among the units. But the key indicator of
how the effort is managed is the organization
structure.

¢

Two Organization Patterns

. Looking at the 368 companies surveyed, i

o

2
X

tion of all of the various corporate publics can.

consolidate external relations structuaally, al-
most all achleve cohes1on “through some other
mechanism.

The Pros and Cons of Coordigation T

External relations executives are about evens
ly split in their preference for one coordinated
unit or for separate units. Those in favor of
" the coordinated approach say that conslstency
1§ critical to effectlve external relations; the
company must s with one v01ce Further,
they see’a commonallty among all of the
‘publics of the company and see gach of those
publics as part of a whole.

Those executives favoring separate external
units stress the ‘special skills required for
dealing with different publics. Several note that

"“~their organizations are much too large to have’

one executive handlmg all external publics.
Professional organization planpers tend to

reach the same conclusions as the practitioners = -

do (see box, pages 24-26), although their pref-
erences evolve from a different perspective.

“ )

terms of how they have structured their ex- JNO One E))ternal Relations Executlve ' -

ternal relations activities, it is evident that the
companies, fall into one of two broad orgamza
tional patterns:

. ’I;here is no single dominamxecutive
below the level’ of chief executjve to whom all
extetnal refations functions reports

« There is one executive — below the level
of chlef executva— who' is respoasible for alls
‘or the major segments of, external relations
functions.

Analysis responses to this survey shows a,
trend toward the second approach: the organi-
zation of all external relations under one. ex~
ecutive. OF those companies that have this type
of structure, more than half indicate that this
represents the result. of reorganizationt within
the past five years. Since it was not too many
years before that that even a publlc relations

department was a newcomer to the organiza-

tion=picture, the trend ‘seems clear. And even
among those cofmpanies that do not choose to

-

. executlve

34

The largest number of r ndents have.
evidently found avenues to coordination that
are not strictly structural. In these companies,
the “executives_responsible for one or a few.
external publics report di gtly to the chief
or to .a generil executive. Other .
executives in the company are’respQnsible for

other Segments of external activities, and they .

also report individually either to the CEO or to
a general executive.

This pattern of having a number of execu- __

tives below the level of chief executive officer,
each responsible for’ one or a few of tl}e
company’s activities relatmg to external pub-
lics, is quite prevalent among the companies
surveyed. This diffuse orgamzatlonal arrange-
ment occurs in a cross section of industries and
in both largz and small companies. ‘
ln the smaller- firms, the chief executlves

' t’ake on the, direct responslblllty for some of

the const1tuenc1es some other functions may _
report -to the chlef executive offlcer through a

ORGANIZING FOR EXTERNAL RELATIONS 23
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. - The Search for an. “Optimum’’ External Relations Structure - *
n “One best way to orgahize a function’’ — “the’ The direct invol\}ement'of the .chief sexecutive
. * optimum structure”’ — are phrases thag organiza- in external relations i$ one of the primary virtues
' tion planners shun. If there is any* consensus seen in that strugture. In such a setup, only the
* _ among topnotch corporate organization planners, CEO can coordiéaie all the actwities, ahd con-.
-~ it is that there is.no “one best way" to organize tribute personal directior?"t‘o external relations.- v
anything. It depends upon® a flock of variables — Furthermore, the fact that there is no intervening
key ‘among them is the situation that confronts » layer between the CEO and key functionaries in
‘| 8 the sompany; the weighted or relative emphasis external relations means shortened lines of*com-
. the company hopes to give a certain effoct. Any munlcatlon which, in “turn, contnbute to more '
stfucture usually represents a’pragmatic balancing uncensored feedback and input to the CEOs
of various trade-offs. thlnklng régardihg external involvements. .
. . This is clearly the case: when it comes to Another “major strength of Model A is that"
organizing for effective external ‘relations. Analy- both internal and external activities that are key - .
sis of the companies participating in this study to total performance in such vital areas as fi- !
_,shows that variations in structure abound. Which nance and marketing are the job of an individual - .ot
- is best? Judging from evaluations of a panel of executive. The structure recognizes that‘there_; .,
organization planning specialists, the clear answer, may well be the need for specialized marketing
' is: It all depends.'l'l Asked to analyze ‘at Jeast kndw-hvw- in dealing wi?h«customer.é; specialized. &
. two substantially different ways of structuring financial know-how in dealing with the finanpial‘,
" external ‘relations activities, they point out compunity. More importantly the structure is O
) strengths and weaknesses in both®— in the ab- seen as forcing greater résponsiveness to.these;
stract, of course. i specialized publics. As summarized by one, .
. Take Model A.— a hypothetical construct tHf organization planner: - “The responsible officer = - T
@ .~ rmight be called- a ."decentralized” or ”frag- makes the decisions for dollars and ene*gy and*
mented" {depending upon one’s bias) approach: manpower "— and is obligated to report in terms of B
. What are the possible advantages in such a struc- practlcal chievements.”’ L © . -
ture? . . * in cxég -these Possiblg ‘advantages, the or- * °
o ' ganization planners seemed to be saying, -"If.. s
IMembers of the Conference Board Council on forced to-say something good about Model A,
Organization Planning provided the evaluations and that's the best | can do.” Qne categqrically said ]
analys\es of models. “nong,._ ‘. @
4 . T . N ., - ) .
Model A: : . , _
", . . !‘ ! \»CEO E 2 3
' . N ) -t I CE. 8?F|c5 _"\ .
, |y 4 . e . e T . gax
L I g . .
: o . : — e
— J - . P .
“ -] e R || R i RO
N
[;m:, T e G A A - Lzm
. - . s 1
B . } . _,,munom ¢ :o.:.u.l' . ‘ . mv:k'mw s, >
|_Speciat . ‘ v
Events v .
. ) » -
L s : . SRS N
. . o
- - ' 3 . -
24" THE CONFERENCE BOARD . . .
FRIC | ’ 39 '
. ' A . “ 4




direct involvement in coordinating the effort, for

~
- ~
<
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. " . ' _ ‘ .
AN . i
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They had- far less difficulty in pointing out consistent  corporate image. Hatling several
what they regard as weaknessés — and were more spokesmen — who mighteor mibht nof coordinate
. vehement about them. The chief executive’s

their efforts ~ would present prob|ems in estab-
lishing dn overa|| Vco§porate policy and, more

?

Q

E

Aruitoxt provided by Eic:

RIC

) example, is an advantage only if the CEO actual- ¢ importantly, in’ interpreting and pO"C".‘Q that
: ly does the job. However, most doubt that he . policy. It “'splifters,” it ”fraction,ates” the total
will have, or can have, the time. "The CEO's effort |t ”olffuses accountab:hty for total corpo-\
span of control would ’be too broad.”” ‘It would . rate vmage : . .
. detract: from other essential activities.”””"’It would Model B» is quite “the opposite. it hypothesuzes
force delays because he is so busy.” "It is ' a "centralized” or "integrated’ structure (again,
. _‘mapproprlate to expect him to act as coordina- -~ . depending upop, one’s_view}. Obvuously, Model "
. tor.”” These are typical expressions of serious A’s weaknesses are its'major’strengths, L
" doubts about the structure. , The insertion of one top executlve below the
v " Another set of criticisms can be summarized: level of chief executive to whoim all -the more
» .
It ain’t neat.”,One respondent sees in Model A s specnallzed external relatuon% departments must
"fragmented, ambiguous, overlapping responsi- Y report cuts the span of control of the chief,”
bilities.’”” Others spequ[ate "Someone has created -executivé — with all the improved coordmatlgn”
jobs to take care aj some old war horses.” attention and feedback that implies. "’lIt recog- =
. . “Denotes a patchwork approach — with activities nizes that. coordination .is a full-time job.” it
- added by impuise rather than analysis.” allows the CEO to obtain fully developed counsel .
~ Organization planners evidently view external - from one source.”” “Fixes responsibility on one .
relations as an area chdracterized by common individual to "whoin e CEO can look.”. The .
problems and -common processes. They see in pogsible greater, pooling of skills and added devel-
Model A an expensive duplication of effort; they opmental opportunities are also mentloned as .
expect. conflict armong the units not_just-for the * advan“ages. . 4
. attention 6f the chief executive but, as one says, But the,advantages cited most frequently and
v “for the eyes, ears and mouth of the Washington < emphatlcally are’ succinctly summarized m the
office.”’ . comment: “One approach, one vvewpomt one
The weakness implicit in Model A that is - voice, one consistent policy.” To some respon-
viewed as mosf compelling is the difficulty it * dents, the major advantage of consistency — plus
* . - . 0 Xl . - 0 .
- poses f?r developing and projecting a uniform’or the 'more effective monitoririg of performance it
- Model B: ' < s ; S
p———— ;———-l 4 N N
! CEO, ! ) ! N
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The Search for an “Optimum® External Relatlons Structure (con t. )

makes possible — offsets all the dlsadvantages.
But many disadvantages are cigedf/

It'adds a layer to the organization — which
can be read as a filter or censor — that removes
the thief. executive from direct involvement. As «
one respondent noted, It builds bureaucracy to
combat a Dbureaucracy.” And there is a real
questlon as_to whether it is healthy to establlsh

e “Mr. Externa_l Relations.” Can one person
have the competence to harness the variéd skills?

More urgent, to some, is the cgncern that
such a setup may be viewed by operafional or -
line units as relieving them of .their external
relations job. The fact that"Model B set§ up a
"“Mr. Outside” (or /M. Inside”) in certain areas of
concern — esbecially finance and marketing — is
a related disadvantage. To most of the organiza-
tion planners thrs is the greatest disddvantage.
They see fin nce arid marketing losing direct
control of external relations with publics critical
to their successfu) performance

Indeed,

in weighing the two orgamzaﬂg::y
setups, the responding organization planners§

to offer several guidelines for stru&urlng external
relations work:

(1) /f projecting a consistent character to the
outside world is cruciat, then a structure that

coordinates the varled actlvmes serves that pur-

pose best -

(2) If nurturrng special relationships with »
dlstlnct publics is most critical, then tying ex-
ternal relations to the function most closely

" Jinked with the public served takes priority.

(3) /f both consistency and specialjzed atten-
tion are of relatively equial importance, then search
for aIternatimodel A or B that give
adequate emphasis to both objectiyes.'And there
are’ . obviously alternatives — as"indic,ated by
actual company practice and in the suggestions

-

of the cooperatmg’ organization planners For
example, in reviewing the pros and cons cited, a
number of the organization planners make gbun-
.dantly clear their feeling that relations with the

financial community should be a continuing part.
- < - .
. of the finance function; that relations with cus-

tomers or copsumer gréups is integral to the
overall marketing function. Few uld sacrifice
that tie for the sake of consisten y. Or, more
appropriately, they seem to feel that consis n;:y
will not necessarily be sacrificed by maint:sn?hg
those particular fynctional.ties. .

However, when it comes to less readily iden-
tifiable publics or constituencies, of to publics
where corporate activities overlap, the clear sug-
gestion is that these activities be coordinated by
one head. Thus, most would group under one
head (title is immaterial) public relations and
public affairs (to the extent they can be.distin-
guished) with government relations and thé
Washington office,

A few go even further suggestrng that struc-
ture be more flexible to permit varyjng emphases
at differént times. The need for a focal point to
develop, to coordinate, to monitor consistency is
underscored. But, having set up the focal point,
as one planner suggests: "Allow selected individ-
ual central staff units to deal directly with their
own constituencies (removing them from the
qmbrella -of the corporate external rglations
depar}_ment) on a case-by-case review of the
relative importance of the advantages and disad-
vantages in the partrcular company at. the
particular time for the partrcular function under
consideration.’’ -

The final cautioQ appended is that flexibility
— as detailed : above\ — npt- be confused with
ambiguity. .There Tis mbstantrat drfference be-
tween "'it all dep@ds, and ""Anything goes.”

.

Xy

»
. - "

-

‘staff executive. Most often, in such cases, it is -
government relations that the chief executive |
officer feels is most pertipent to his responsi-
bility. Me must make ‘the important visits in
Washington.

Somé of 'the largest firms — those that are

highly diversified in operations and geographi-
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cally dispersed — fmd that their need for more

specialized knowledge and Skll]s to carry out
the various external activities terids to spawn a
number of spec1ahzed units. A common ap-
proach in these companies that have no one
overall staff executive coordinator below the
level of. chief executive is to have one or more
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Exhibit 3: A Diversified Company with Split .  tions or investor relations, report_at a lower~
\. Staff in External Relations . - level. Exhibit 3 illustrates such an arrangement
. T . o in a highly dlversmed company .

. CHIEE 0 . The orgamzatlon chart shown in, Exhibit 4
- ™ oFhcen - 1 . - provides another; more detailed example of
. L ’ this ‘specialized approach to organizing. As

N ~ . VICE PRESIOENT . shown on the chart, public affairs and-govern-
. + . PUBLIC AFFAIRS . . :
- ment relations report to the vice president/-
r = assistant to the chairman, who reports to the
e, “ R ‘ . . . -
¢ . . g chairman of the board — chief executive officer.
.o EXECUTIVE “EXECUTIVE . a : Public relations i a separate unif;- that also
- VICE PRESIDENT ~VICE PRESIOENT s . R .
.  ADMINISTRATION OPERATIONS . reports directly to the chairman. Stockholder
l - - 9 ~  relations is handléd by the secretary, and insti-
‘) A . ~tutional investor Trelations, as part .of ﬁnance,
VI s IDENT Ny L ’ y the trgasurer. Both the secretary and’ the
o | CoMMUNICATIONS A : head of finance report to the'vice chairman of
. < .
o - the board. Customer servicel reports to the
* . 4 & vice president. .~ commercial operations, and
units — the public affpirs or Washington office ommunity relations and local government rela-
e . N . . i § « s .
- is, typical — report directly to the CEO; while ~tions are handled by the division (regional)
other external activities, possibly public' rela- managers who report to, the vice president —
CoA . . . . -
. LN . = RN
Exhibit 4: Partial Organization Chart Showing Multiple Staff Units in External Relations
} .
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. . t
PRESIOENT ~
VICE AND
CHAIRMAN HIEF OPERATING ! .
L OF THE BOARD | CHIEF DFERS A
A ‘ 4
7
. ) )
' ¢ i PRESIDERT VICE PRESIDENT VICE PRESIDENT
SECRETARY ‘ vicE &T&:ENT v'coEMPr:‘EE:::?EET VI visIoN PUBLIC ds;s&sxgr
. . OPERATIONS \ OPERATIONS RELATIONS CHAIRMAN
. - , ( ity "
N . . . Government -~
° . Relstions) »
. * - ASSISTANT
. 0 ‘ . MANAGER
P . TREASURER . . - PUBLIC B cnIgu;“Mf\N
. . - . | acmvimes (Washingtoh)
. .o , R
’ {institutional . e . o
Investor Relations} ’ . v .
T N . - ‘f
. . . -~ v : .
v h 0
- M ‘. . S . - MANAGER GOV ERNMENTAL
g -, 1 PUBLIC ¢ — AND
INFORMATION | PUBLIC AFFAIRS
R .
- ’ )

~ ;N

38 . . . ,

! ’ " ORGANIZING FOR EXT!_ERNé\L RELATIONS 27




[\Y

division opération

dmsnon operations. Both the vice presndent
commercial operations and the vice president —
report to the presndent —
chief operating officer.

According tothe senior officer in charge of
public affairs and government relations, this
segmented approach is preferable because the
“nature of problems and kinds of programs
ngeded to deal with *them are too numerous
and diverse to expect much benefit from cen-
tralizing under one staff executive.” In this
organization, Coordination is achieved for the
most part by informal interdepartment consulta-
tion, although ad hoc coordinating groups are
formed if needed to handle-particular problems
that arise from time to time.

This line of reasoning is also endorsed by an
executive of a consumer products company,
who explains that because his company does

; not view external relations as an “‘engty” it

has not given spec,ial organizational considera-
tion to them. Of course, the companies that do

Exhibit 5: InterdepartmentaI\Coordih tion — Panhandle Eastern Pipeline Company

. ; i P - ~ %
) .

" not have one executive below the level of chief
executive responsibleé for activities relating to

all external publics may combine two or three -

activities under one of the staff éxecut\'ves in
the organization while the regt are scattered
amO@ other units. .

Even in companies where all external func-
tions do not report to one executive, an in-
formal organizational coordma‘hon can be in
effect. The Panhandle Eastern Pipeline Com-
pany’s interdepartmental operating relationship
with regard to external affairs is illustrated in
Exhibit* 5. This chart -indicates the two-way
relationship the external affairs department
maintains ‘with other fun’ctnons that have more
direct responsibility for dealings w1th specnal

+ publics.

One Executive Coordinates External Relations

While the first pattern — an organization
structure with more than one external relations
executive — is still very evident, the trend is

»
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Exhib_it 6: C:)(:rdinating All but Customer Re'lationzé — A Manufacturer

N ©

toward structural-’uniﬁcation of external rela- -~

tions functions. Of 303 companies whose ex-

_ternal relations executive participated in this .

survey. 176 report’ one executive issresponsible

for ¢ither all exterpal relations dr for the majorl - .

.segments of the external relations function.

2
<

PN

Most Maiqr Segments of External Relations
Coordinated by One Executive , . -

~ An apprecigble number of the companies
surveyed follow a middle-ground approach.
They have one staff executivé who is responsi-

e Nl fOT .SEVETAL. Of the company’s publics, while

~

the other publies are dealt with by a variety of

other executives throughout the corporate
structure. Where such an arrangement exists,
the most frequent pattern i§ one in which alt
“of the external publics other than customers

Sl

\ (tomer or consumer (see BExhibit 6). A Confer-
Sy : e s ) :

v Senomeat e RN PN TUNRS .

o

R

and/or investors'are grouped under ohe execu-
tive. The constituency most often excluded in
such semicoordinated strjictures is the cus-
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encjc; Board report, published in 1973, found
that consumer affaifs unit§ most. frequeritly

repoft as ;al separate function to a generals

executive!! Fhat picture has not chariged.’
-public affairs executives distinguish

fairs, or between sqrvi»cing;complair;ts and set-
ting “consumerism” policy. Where the ldtter is
the activity, they feel it more, frequently falls
‘within the'scapg of external relatins:,“When a
company maintains a cohesjve attitude toward
all of its external communications, that neces-
sarily includes customer “commuriication.”

YE. Patrick McGuire, The Consumer Affairs
Department, Organization and Functions, The Confer-
ence Board, 1973, Report No. 609, indicated that, of
117 companies having full-time consumer _affairs units,

*62 percent reported “to gengralz_managment as a

separate unit; 18 percent }epoffed to a public relations
executive; .12 percerfl reported to a marketing or sales
executive; and 8 percent reported ‘elsewhe'{e in the
organization.- _ - ",
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‘Exhibit 7*-eoordmat|onof Comumer and Public Affairs — Whirlpool Corporatlon ' .
’ - 1~M. s A
Ao . _..;6' . .
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c . - . e ————— o s s s s
Wy - . R . T —==e - .
) * GRDUP VICE PRESIDENT,
‘élcfrfsm?éomg " - GENERAL COUNSEL AND
- ) PUBLIC AFFAIRS ! CHIEF FINANCIAL DFFICER .
H
v A t
i ' ~ .
MANAGER, PL
- * /_-f-—\_-,
N .
3
N s L]

MANUFACTURING
! ¢ - OIVISIONS COMMUNITY |- — > T?EASURER
: AND MEDIA RELATIONS | ~

e
e ion | ninecTon s | _
. * CENTER -~ CTOR
e __ e mvesmzumons P
D ke o e At ey -
. Standardizstion Customer Assurance Public Retations
. g‘::m nd ‘ m.? mmm Program et m :m — ' *
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In reality, however, some of these lines may stockholderszot only are customers and in-
not be so Basily defined.” As a vice president -~ =~ ~vestors- the two publics ‘most frequently ex:
public affairs comments: “I don’t handle cus- cluded from -the coordinated reporting strﬂiﬁ*‘
tomér, complaint lettérs; marketing' does. But ture, but the pattern most often followed is fO’ -
where a customer is also a stockholder and excludé both. This pattern is illustrated in the - .
writes to us about our-P/E ratxo the letter organization at General .Foods (see Exhibit 8), i
comes {0 me.” . - — which combines public relations, public affairs,
e “The responsibilities of the vice president — -~ ‘ and government relations under the vice presi-
o consumer and .public affairs of Whirlpool Cor- dent - publlc relations/public  affairs, who
_ poration (see Exhibit 7) do include the con- __reports to the Vice chairman. Stockholder and
. sumef constituency. The unification of con- .
- sumer aff{irs and public. affairs_is. the"prodw"f N " 7A recent Conference Board' study (Phyllis 8.
' " of a recent- reorganlzatlon, in which public McGrath, Communicating with Professional Investors, .
; - - affairs-Was' brought undér the aegis of the The Conference Board, 1974, Report N? 644) of how .
. companies deal with institutional inveStors reinforces
IR eensumemlrs-execunve At Whirlpool, how- this finding. That report concluded that the majority of
ever stockholder and institutional investor rela- investor relations executives report through financial
tlpns ;epe;tr-temtrer -group vice president — . channels rathet than through communications or ex-
t“mance - :err:alarelatiorlls li.nes. :ft tt’h:hsadr;';e.tilr.r:]t’;;sit wfa; a:iare:;
‘ (o] Cipi1 — Iinance a
. ASecond to mtom& the pubhc""mOSt i c?mmuﬁ?c?t?o';astlinw S essentialpto the performance
,775.:.,.,.‘",.,,, J¢ mﬂy*@‘[éluded“from € coordmated core of the total task~a%, no matter what the actual
grafip is the investor, and ‘most frequently the structural arrangement, there is generally some infor-
“institutional investor rather than the individual mal or dotted line connection to the other function.
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Exhibit 8: Cc\:mbinmPublic Relations, Public Affairs, and Government Relations — General Foods Corporation
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institutional investor relations are in the finan-
cial organization. Consumer relations and pro- °
duct publicity in women’s interest media are
under the direction of the vice president —
consumer affairs. (Public relations handles pro-
dué¢t publicity in trade and general media:)
There is a close _working relationship, however,
between public relatlons and -the people who
handle both consumer affairs and investor rela-
tions. The vice president — public relations/
public affairs sits on committees with the func-
tional heads of the other areas to formulate
policy and develop joint programs.

At Shell Oil Company (Exhibit 9) the vice
president of public affairs has responsibility for
planning and coordination of all corporate
communications. His own staff directly handles
media relations and a variety of public. rela-
tions programs. In keeping with the special
emphasis oit companies are placing on external
relations growing out of the increasing govern-
ment regulation of business, governmerit Aela
tions also is. part of public affairs. In this
company, the vice president is also responsible
for con{ultatlon on international affairs, an
area of growing concern and increasingly active’
‘constituencies. Stockholder relations reports to
the er‘t‘éounsel and investor relations to
the vice president’ — finance. Neither appears_
on the public affairs chart. This company
believes that the importance of coordination

" and liaison cannot be understated. Even .with-
out structuted reporting relations linking all
constituency activities, management expects
that coordination can be achieved through the
public affairs department.

Some other exclusion patterns include:’

’
o [

. Coordinating all but government relations
(federal, state and local)
. Coordinating all but customer relations
and community affairs
. Coordinating all but stockholders,
tomers and community affairs )
. . Coordinating all but community affairs. .

cus-
s

What typically happens in the above cases is
that government relations reports directly to

DS
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senior management; customer relations reports
through a general executive or .thr_ough market-
ing; stockholder affairs reports through finance;
and community affairs is handled at the plant
level.

In another pattern, customer relations and
government relations are the two segments
separated. An extractive resources company
(see Exhibit 10) places public relations, insti-
tutional investor relations, stockholder rela-
tions, advertising and employee/community
communications under the vice president —
corporate public relations and communications.
The departtment also has' an extensive public
issues research uhit, whose mission, is to antici-_
pate issues and changing publics. Although
customer relations and government relations

report to other éxecutives, this company per-:
“We have a'

ceives its structure as coordinated.
significant advantage in that all corporate level
communications are consolidated in. a single
staff . unit. This, enables us to program em-
ployee,, customer and public-at-large ‘communi-
cations consistently and to balance staff and
dollar resources devoted to each.”,

All External Functions Report to
One Executive”

Among the. compames with a more unified
orgamzatlonal approacfl ‘to external, relations,
4] have designated ope executive who has

responsibility for all’of the external relations -

activities of the-company —.government .re]a-
tions (federal,, state and local), stockholder and
institutional” investor relations, consumer
affairs, and community relations. In many of
thes€ companies, this unified external relations
Structure is the result of recent reorganization.
* This ‘trend is clearly evident among all cate-
gories of companies. The group of 41 includes
manufacturers of industrial and consurher .pro-
* ducts, insurance companies, extractive re-

. sources companies, and utilities. Companies in

the group range widely in size —from $330°

million to $2.6 billion in net sales. ~ .
Allis-Chalmers’ chart (Exhibit 11) contains
all of fhe company’s external functions..

Government  affairs, community relations,

v,

. +

421\‘ '

-y




!

. (v

Exhibit 9: All Segments excebt Stockholder and Investor Relations — Shell Oil Compan§
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Exhibit 10: Coordinating All Publics except Customers and Government — An Extractive Resources Company
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public relations, and investor communications
are_coordinated along with other communica-
tions units. In addition, the regional vice presi-
dents are in cha!rge of general customer rela-
tions and, as the chart indicates, the regional
vice presidents report to the staff Vice presi-
dent for communications and public affairs.
This organization represents a restructuring
that to place in the last two years”he
company 4 reprganized its external relations®
group in o¥der to “speak with one voice to the
external community.” TN

Exhibit 12, the. organization chart for
Phillips Petroleum, illustrates coordination of
media relations, State and local government
relations, investor relations, education, youth
and community relations, as well as activities
involving broader audiences such as consumers.
Editorial and graphics personnel provide the
support functions for effective -r\'nai/n@]ance of
these relationships. The company’s relationship
with the Federal Government constituency is a
shared responsibility of puBlic affairs and the
firm’s Washington office, with day-to-day
coordination and communication belonging to
the latter. Phillips underwent a-reorganization
two years ago. At that time, the needs of
external relations were anticipated and the
publf(i affairs corporate staff was created by
the expansion and realignment of the former
public affairs department.

As a member of the office of the president
(the “‘managgment committee’’), the executive
vice president of GAF Corporafion shares
responsibility for the general mghagement of ~
the company. Reporting to thj¥&e€xécutive are
all “comriunications services”: public relations

(including investor ‘and stockholder relations), ‘

narketing services (advertising, for exambple),
and corporate personnel. The executive vice
president also maintains a close working rela-
tionship with a senior vice president of goyern-
ment relations in Washington, whose primary
responsibilities involve marketing to the ggvern-
ment. The communications aspects of govern-
ment relations are genefally the respongibility
of public relations. The three vice pre'éidents
reporting to the executive vice president co-

b
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ordinate all of the communications of the
company, whether the vehicle for that com- -
munication be an annual report, advertising,
product publicity, or an_employee news‘paplﬁ\_‘

This arrangement not only provides consistency ,

of communications, but also helps the company ~
. 4 . .

to reach a maximum number of audiences with

its meSsages. ’

.- \’
COORDINATION AT THE GENERAL EXECUTIVE LEVEL

k.3

.

[

-

-affairs all

is depicted

In a varidtion of the-above organizational
arrangement, the specialized external relations
units report to a general executive. A “g%ra{
executive” is a member of the senior manage-
ment of the company who has a variety of
staff and/or operating units reporting to him‘;7
he is not primarily associated with-any one
specialized activity of the company. Titles typi-
cal of such general executives include, among
others, executive vice presid{ent,'_senior vice
president, vice chairman, vice president — staff;
or vice president — administration.? T

An example of such a corporate organization
in Exhibit 13, the corporate
administrative services function at Tenneco. As
the chart illustrates, public relations, consumer
affairs, community affairs, and government

réport to a senfor vice president —
who is alsd@gﬂ’sponsible for a number of other
functions including, in this case, purchasing,
office services, and aviation,

v *

COORDINATION BY A DUAL-ROLE EXECUTIVE

Several companies. have) devised another
slightly different approach in structuring. their _
external activities. In these companies,:all func-

.
v -
-

- 3The title vice president — administration usually
denotes a general executive. In some instances, how-
ever, that position is only responsible for external
gf:tivities and might ¢be considered a staff executive
position rather than a genefal executive positiop. In
one rhining company, for'exampfe\}\the vice_president
— adminjstration is accountable for\ government rela-
tiohS, public relations; investor and stockholder rela- -
tions, and employee" relations. Because this-company
has no customer constituency to speak of, it can then
be established that this executive has responsibility for

“ all external relations.

s, b
‘ -
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Exhibit 13: The General Executive as Coordinator — Tenneco, Inc.

i ’

CORPORATE - ADMINISTRATIVE SERVICES .

- — e A

tions. report_to one staff executive, but that
staff executive .also has responsibility for
another, related field. Some companies com-
bine external activities with the legal unit.

J. C. Penney has a senior vice president —
general counsel and director of public affairs.
Along with his”legal responsibilities as general
counsel, that executive,is responsible for public

relations, including media and steckholder rela-

tions; local, state, federal and international
government relations; urban a&airs; and con-

iew, planning,
and support role in community relations. Only
institutional investor relations reports outside

of his sphere. The broad outline of this organi- .
- zatigh is jlltstrated in Exhibit 14.

At Interlake, Inc., a vice president — market-
ing and public affairs is responsible for all
external constituencies: * media, gov®rnment,
investors,” cistomers and .community, in addi-
tion to his marketing.responsibilities. (See the
general -outlipe of the ‘organization structure in
Exhibit 15.) This ngement. represents a
reorgamzatlon ,wjuc too place about: a year
agd,  At- that time all external-—affairs- -werge:
combined. under one corporate officer. The

new (and somewhat unusual arrangement of

. ¢
e 2T T

m s T -
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combmmg marketmgﬁand pu’ohc relations and
publlc affalrs was selected so -that one officer -
plan and coordindtes how the company is
“marketed”. to the outside world. The éxecu-
tive—in charge of this ne newly combined functlon
ﬁ:okground_m both marketing and external
relatiors, as well as in general management.
Prior to the n\erger of functions, he held the
position of vice president — -public relations
. and public affairs, and was the top external
relations Xecutive in the company.
Othér Means of Coordination
QOrganization structure is not the only means
by which a _company can arrive at a unified
approath to its telations with its publics. In
“fact, of a group of 147 external relatlonk
executives respondfng to fhls question, only six
say that.their companies have no vehicle for"
eqordinating\ai af* their external actnvmes -
other than tha‘t\ﬂnmately all report to the
% . chief executive. .Ih addition to orgamzatnO’n
structure, two_popular means of 'coordmatmg
all of the functions are:

B At

{
external relations
~-_

« A commxttee of - all
executlves

ol .

g
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_Exhilgi 14: Coordination under a Dual-function Executive — J. C. Penney :
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« A policy statement for all corporate ex-
ternal relations. -

An External- Relations Committee

' One-third "of t )1e companiés surveyed have
external relations’ committees, created for the
purpose of coordinating all relations with out-
side publics and Rrgoviding for consistency in
communication. Most report, regularly, but a
few are orgamzed as task. force or ad hoc
groups to "coordinate or determine policy for
specnftc sntuqtlpns Those that report regularly
generally do so to the president or chief execu:
tive officer. The majority of these committees
are formal bodies with names such ag, “publlc

) affairs council,” “public relations counﬂ

“communications committee.”
Membership om these externairrelations com-

.mittees rarely, exceeds téen executives. The

members usually are sheads of the various ex-
ternal activities throughout the corporation,
including those within divisions and subsid-

.

¢ P R a2
¢ - 7 . .

. | o £o

iaries. Many companies use the .committee
approach for *coordination among divisions.

The mission and degree of influence of the
committees vary from company to company.
An oil company reports that its committee on
public affairs recommends policies and pro-
grams for social responsibility. At another man-
ufacturing company, the communications com-
mittee must approve all outgoing corporate
communications. Membership on- that, commit-
tee includes public relations, investorgtelations;
employee communications, opinion research,
adver/tising, public communications, and gov-
ernment relations. The committee is chaired by
the vice president — public affairs. Membership
iricludes all of .the communications executives *
of the company, and not only those who
report directly to the vice president. The com-
munications committee meets once a week. As
one example of the extent of the commiittee’s
authority, everyone on the committee must
approve the communication bet:ore the investor

ORGANIZING FOR EXTERNAL RELATIONS ’ 39
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Exhibit 15: Combining Marketing and External Relations — Interlake, Inc.
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relations unit issues a publication to the investﬁ

ment community. Before this committee was

* established, there was no vehicle for providing
'consistent inform?tion. Now management can be
sure that the Same information is going to
employees and to Wall Street.

.. Another "divisionalized consumer products
company has set,up a group, which meets
every two weeks, strictly for infor}national
purposes. The committee is composed of the
public relations directors of the company’s
three divisions, ‘the vice president for corporate
communications, and the corporate director of
advertising. The chairman is the corporate
director of public relations. ° '

An kOveraII Policy

In responding to The Conference Board’s
survey, time and time again corporate execu-
tives indicated that the’ critical factor in achiev-
ing effective external relations is the strict
observance of corporate policy and the goals

-
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the corporation has set for itself in relation to
its publics. Through t
external relations staff, adhergnce to. policy
and cohesion of action can be -achieved
throughout the company.

Consistency of -action almost assumes a -

* guideline — an enunciated corporate policy.
Such policy statements are u,g,l_xally very gener-
al, however. To interpret what the policy
means in any given situation is the ‘primary
function of the person responsible for the
company’s external rqlgtions. ,

" Twenty percent of the companies surveyed
have one overall policy regarding all external
relations. Exhibit 16 is the public affairs policy
staternent of General Telephone and Electron-
ic$ Corporation. That policy encompasses all of
the company’s publics: its customers, its em-
ployees, the community, its investors, as well
as the genera] public. -

Most companies have several policies, how-
ever, each tailored to either a specific public or

-
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Exhibit 16: Public Affairs Policy — General Telephone & Electronics Corporation
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GTE

: GENERALTELEPHONE & ELECTRONICS CORPORATION -
v ~  ONE STAMFORD FORUM, STAMFORD, CONNECTICUT 06904

+

' ¢
. * :
SUBJECT: PUBLIC AFFAIRS POLICY & OB]ECTIYES
. TO: Officers and Key Personnel of

Parent Company and Subsidiariés

[

I. STATEMENT .
The basic Public‘Afféirs policy of General Telephone & Electronics Corporation is to assure
the maximum possible mutual understanding between the GTE companies and-their various
publics, thus fostering the success and future growth of the organization and enabling the
GTE companies to meet effectively the needs of customers,.efnployees, shareholders, and
the general public. S0 ‘

L4

d - I m )
OBJECTIVES = 7 . . V!

‘e e

With the gene'ral.objective of maintaining effective t.wo~w.ay communication between the
GTE companies and -the public, our PublicAffairs policy has the following specific
objectives: ’ . - < : ) T

1. To meet effectively the public’s need, for our services and prbgiucts (i.e., our
customer public). - a

To sustain and strengthen-the recognitib;\ of all GTE companies:a‘; good places to

work-(i.e., our employeé public). ° , o

3. To enhance the mutual understanding between the GTE companies and the
communities in which we operate (i.e., our community public). . ’

4. To increase the -awareness and acceptance of the GTE companies as good
investments (i.e., the investing public). , )
5. To achieve greater understanding and support for the GTE companies, as well as
“ - industry as a whole, in dealing with the forces and attitudes which establish the
over-all political, social, and’ evonomic climate in which-we and the rest of
industry operate (i.e., the general public). . < .

-
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Another way of looking at how cdmpanies
organize their external relations is to find out
how large a professional staff they have and the

size of their eXternal relations budget. A small *°

group of the respork!entts was considered in terms
of these two factors. :

A review was made of staff size among a
group of 18 companies with annual sales ranging
frome $221 million ta $11 billion,” and total
employment of from 1,850 to 409,000. These

companies reported external -relations staffs of ,

from two professional people to 275, as shown
in the tabulation below. - )
These figures illustrate ,a general tendency
toward larger external relations staffs in larger
companies, although there is no strict pattern.

_ However, there are some inconsistencies in these

M

Size -of the External Relations Staff
of Cor:npani% Ranked by:

-

2

Total -
Company Employment

Amount of
Annual Sales

(From smallest
to largest)

{From smallest
to largest)

"5 staff members § staff members

#

. People and Dollars: Another View of the Organization .

‘4 rertlonshlps.

.

Some of these staff figures.
represent th& t\otal external relations functlon
-while others include only units responsible for a
limited number of gcorporate publics. Some com-
panies include staff responsible for such activities
as advertising and graphics; others do not. De-
pendence on, or use of, outside counselors is also
not reflected in these figures. A major consumer
products compapy - counts 100 professional em-

ployees handlifig product publicity, including all

product media relations, in its staff figure.
‘Another comparable company does not include
prodﬁct staff in its total because those people
report to product divisions.

A smaller survey, this time.of the external
relations budget, yielded similar results. The bud-
get survey was much mbre limited because many
companies consider such fi@u confndentlal
Most companies, including those that decline to
reveal actual figures, agree that budgets have
increased over the past several year's, but most
respondents credit -that increase to inflation:
rather than to any expansion or elevation of the
function. .

Eight large companies, p‘rimarily'companies
highly visible to the general publlc provided
data. These companies report external relations .
budgets ranging from $158,2Q07 for the .total
function to $10 miljion for institutional advertis-
ing alone. These figures may or may not include
advértlsmg, graphucs consultants, overséas and’
subsidiary operations. Anothet substantial factor
included by some but not by others, s the
contributions budget.

Even if the effects of inflation and the dns
parities of specific .activities included or excluded

\

"8

could be filtered out, the results would prpve/
_little. There are large companies with very" small

external relations staff and budget that carry on
very active programs. Other companies have large
staffs concentrating on carrying out routine
assignments. One of the companies surveyed, a
consumer products company, functions with two
external relations professionals, while another, a
major chemical company, has a staff of 120 and
also'relies heavily on outside counselors.

<

’

6 15
2 17
1 ‘ 6 .
30 -1
11 2
4 30
128 128
13 1
67 100
17 11
120 , 13 .
153 oo . 120
27 . 67+ Lt
117 .4 e .
100 . " 153
.15 ' “27
275 275
4 E . .
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a specific vehicle of communication. Frequent-
ly, companies have "a policy statement gov-
eming the method by which information will
be communicated outside of the company;
how much information will be released and
to.whom, and what form that information
should take. Many organizatiens alsa issue cor-
porate statements on the goals of the cotpora-
. tion with regard to particular areas of public
affairs — for example, political and icivic
affairs, corporate contributions, or disclosure.

External Relations within the Divisions

Of course,
not the~sole province of corporate head-
quarters. In divisionalized companies, much of
the activity is cirried out at the division level.
" In all such companies. the organizational ques-

] tions are: (1) whether to allow the divisions

. their own external umts, and (2) how much
¢ freedom should the -divisional units have, i.e.,

* what is the relationship between corporate and
divisional units? )

In some.of the divisionalized companies stud-

ied

The corporate unit provides the service on

‘‘as negg‘m‘w}basw - poss:bly by lending

spec:allsts to the divisions. An insurance com-

+  pany has developed an agency-client approach

for dealing with its regiona] offices. Public

. relations specialists, who report to the corpo-

rate affairs unit, are asSigned to wvarious com-

. pany operations to offer counsel” on public

N relations problems. One peison, for example,

works with the investment department; several
others are assigned to major regional offices.
In a few, companics, external relations units

£

are housed at the lelSl()ndl level, but report
\,jto the corporate hcad More often, divisions’

have* their own units principally to handle:

- « customers
« community
. . . local government
« local or trade media®

.

However,
tional relationship - the “dotted line’” between
the lelsionz‘i{ units and corporate headquarters.

“external relations activities are*

the divisions have no specialized units at

there obviously exists the func-

.

“In substance,

° ]

This arrangement is illustrated in EXhlblt 17,

the organization chart for an “industrial com- -

pany’s public relations staff. In organizations
structured in this manner, the corporate unit

_ offers advice "and assistance in external rela-

tions to division ekternal relations staff.

This is evidently important %spec:ally when
the company decides to” give broader latitude
to divisions. For example, a major oil company
has been working toward more and more

‘accountability at the local Jevel. In the past,

the corporate director of public relations Te-
ports, if the press wanted a statement on a fire
at a local facility no story could go out if the
CEQ was out of contact. Now plant managers
Have been given the authority to speak for the
company. With the help of outside counsel, the
corporate staff has trained tlfe plant managers
to cope with this new role. To the manage-
ment of the company, this change represents a
switch from a passive program to an active

one. Corporate staff is still available for advice: '

and’ counsel, and to handle situations involvigg

, the company as a whole.

In the usual pattern, beyond giving advice

and _assistance, corperate staff monitors arid "

checks divisional activity. Key to the relation-
ship is some understanding, of whether a situa-
tion is (a) of local concern, and can be left to
the division or (b) of larger concern -
affecting the corporation — and thus has to be

. handled at corporate level.

Exhibit 18 is the statement of progedure for
Kaman Corporatior, a company which central-
izés all its external relations control. Relations
with most constituencies are coordinated -
through headquarters, and those that uare not
are reviewed by corporate staff periodically.

International

To a certain extent, international operations
pose problems similar tQ those in determining
what work -will be carried out by the divisions.

’ But distance and special pfoblems of particular

locales — nationalism and local custom, for
example — add immeasurably to the-problem.
foreign operations have greater
authorify for conducting their -own external
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&:hibit\1'8: Centralizing Communications: The Procedure at Kaman Corporation

Public Relations

Introduction. The success of our company is dependent on the prosperity of the whole complex of
communities and systems in which we do business. “’Public Relations” is little more than being good
citizens and getting credit for it. The first step is being good citizens. To Be successful, this philosophy
must be applied at all levels of the company and in every community in which Kaman, its subsidiaries

- or divisions have plants.

*Corporate Public Relationd is re;ponsuble for the coordination of the overall public relations program.

Kaman's d|vusmr]s and subsidiaries should:

~

14

1. Set up systems whereby all external com ications (othet than product advertising or
promotion), drafts of\brochures and news reé:‘es proofs of advertisements, etc., are sent to
Corporate Publi¢ Releatians prior to public release, with time for evaluation as to their corporate
importance and suggested rayisions if necessary.

. Send brief, timely reports on any contact they have with news media.
3. Seek assistance when necessary in their own promotional and publicity efforts. . .-

4, Establish a complete interchange of information on all activities that may be of public interest.

Karman Corporation, being publicly held, will maintain a flow of information about the company to
its stockholders and the investment markets. All subsidiaries having inquiries from stockholders, investors
or analysts should refer them to the Corporate Public Relations Department for reply.

Memberships and Dues. To-the fullest pdssible extent, participation in trade and technical associations
will be determined and expensed at the, lowest level of consohdated lnterest The Corporate Office
generally will take .care of memberships in national orgamzatlons which provnde services to the entire
corporation.

The Corporate Public Relatlons Department maintains a list of organizations to which the
corporation, divisions and subsnd:anes and its personnel belong in & business capacnty Any additions or

.- deletions affecting this roster should be reported as they occur. ‘.

Government Relations. The Corporate Public Relations Department monitors Ieglslatuve and other_

govemmental developments with effect on our wejl-being, and there are times when it is necessary for
- the corporatipn to take a public stand on specific public issues. All subsidiaries should coordinate efforts
" of this nature through the Corporate Public Relations Department.

Selection -of Product Names. In a company as broad as Kaman and offering as many products, it is
important when we choose' the new names for -products or services that we do what .is possible to
strengthen thg company as a whole and avoid conflict or confusion in the minds of-our customers.

It shall therefore be requnred that when a subsidiary or profit center undertakes the marketing of a
new product or service which is gwen a new promotlonal name or identity, the name must be approved
by Corporate. N

[ When submitting such a request, include enough back-up data and reasons for the selectlgn to assist
in getting a proper decision. .

e

kil

operations, but for a few companies there is
still strong guidance from headquarters.*

A bank pubhc affairs executive has me
of his own staff in four major overse

P

‘{hey advise local bfanches, which have their

own external relations people — usually foreign
nationals. The vice president — public affairs
holds two area meetings each year for both his

4For further discussion of the management of
international external relations, see the Conference
Board reports on U.S. Business Support for Interna-
tfonal Public Service Activities, Part 1:+“Support from

U.S. Headquarters,” and Part 2: ““Support fram Foreign
Affiliates.” Part' 2 consists of five separate reports on
Argentina, Brazil, Colombia, Mexico and Th’,
Philippines. James R. Basche, Jr., 1973-1975.

{
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- Titles

-

overseas staff and local branch-staff members.
The purpose of thgse meetings is twofold: to
“get the word out” on company policy, and
for' education and training in«communications
techniquesé# ' :

7

The level of the top external executive can-
not be ascertained through any analysis of
titles. Designations range fronf'senior vice presi-
dent to manager. Most of the external relations
executives polled — including all of the manag-

ers and directors — report directly to the CEO. .»

Among those executives who play a domi-

"riant role in the company’s relations with its

outside publics, public relations and public
affairs are the most common titles. But corpo-

- rate communications and corporate relations
" are titles that are beginning to appear with

¥

%

increased frequency, as shown in Table 3. Of
course, not all titles of the major external
relations executive include functional designa- }
tions. As already mentioned, there are many
companies in which a generaI eXecutive has
substantial external relatlonsarespon51b111t1es

% /

qubhc Relations vs. Public Affairs

Some years back, most external rglations units
were, called “public relations. » Today, a major-
ity of companies surveyed use some other
designation for the top, position. In many
cases, “public relations” designates only one of
many unit§.that make up a company’s tatal
external relations function. To an oil company
public relations director, ‘‘public relations is

-
Today’s titles represent a deegd‘sd switch.

" the communications arm of public affairs.”

A corporate vice president — external affairs

"equates his title to the “more normal” one of

public relations and advertising -but cities ad-
ditional - responsibilities, including sharehplder
commumcatlons employee commumeahons*
community relations, and provision of general
writing and public relations assistance to top
management personnel. A vice president —-
public relations of another company is in

- charge of these same activities. .

The swing toward new titles has gccasioned'

3
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Table 3: 'l«'itle of the External Rel\%ns e
Executive!

<o
‘ Number of
Functional Title Executives
Public relations . ...... e 47
Publicaffairs . . «. . v o v v iin i e, 45
Corporate communications ...%...... . 17
Corporate relations . .. .....ovueunn 13
Corporate affairs . ................ 8.
Public relations and advertising . . . . . 5
External affairs . ................. « 3
Public affairs and gorporate 5
FElatioNs o v v vt 1 R
Public affairs and corporate . o
affaifs ... ... ... . e « 1 oy
External relations .......... o 1 M
_———_&34‘
-
TJotal ... .. e 141

'Based on compames that have a coordmated external
relatlons steff and use functlonaf destgrmwns

. . >

some contr‘gversy: Public relations ,or- public
affairs? Is is just a question of semantics ‘or is -
there substantive reason for the use of differ-
ent titles? And what about the apparent -trend
away from both pubhc Telation’s and public.
ffairs tp “corporate communications”? Origi-
nally public affairs was introduced ostensibly

-~

-when these external units were expanded to

include government relations. But now there
are units identified with the title *“public af-

fairs and government affairs,” and *government

.

and public relations.” Yet an analysis of all of

. those principal external relations executives

whose titles are either publi¢ relations or pub- -
lic affairs reveals that  “public affairs” still
more frequept'ly includes government retations
than does “‘public relations.” And that is about
the only substantive difference. A few more
public relations people handle investor refa-
tiotis; and all public relations executives™ have
media relations, but three public affairs execu-
tives do not. Table 4 provides a breakdown of
functional exclusions for the two titles. »

Such a close overlap may not be evident to
the practitioners.: Some examples of retent
changes illustrate the situation: ’

~

. ~

(o1
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Table 4: Public Relations vs. Public Affairs: Functions Excluded from Each

N

Principal External Relations Executives Handle AJI Major External Functions, with the Exception®of:
. » -

?
Exception

Public Relations Public Affairs
Stockholder and.investor relations . . ... .....oveviir e 17 21
Government (federal, state and local) relations . . ... e e e e ’ 27 ' . 8
Customer and consumer relations .. .. ............. e e e e T 26 26
Communityrefations . .. ....... ..ot nnnnnnnnn. e ’ 5 . 4
Mediarelations . ... .. .. ittt i ittt e it ettt - 3

« A consumer products company changed
the title' of its department from public rela-
tions to public affairs because the departn'rertt
handles minority affairs .and other special
interest constituencies. ‘

« Another vice president — public affairs
says that the definitional difference depends on
the degree of involvement in the community.

An insurance ecompany vice president had
his title changed from public relations to pub-
lic affairs because management felt that public
relations was net broad enough to include all
of "the responsibilities of his department. To
the top management of that company, public
relations meant publicity. This executive
realizes that the designation must come from
senior management, and senior managernent
has a limited definition of public relations.

Many practitioners admit that public rela-
tions as a title has been badly maligned. The
problem is not confined to corperate public
relations; the entire profession has been sub-
jected to a severe los§ of credibility. Wheg
public relations is mentioned, the image that is
conjured up in the mind of the general public

« is not a favorable one d\Jress agent, flack, and
so forth. So, asks one external rélations execu-
tive, why “shouldn’t I use a different title and

mmate that necessary handrcap? The job and ‘

The most cogent reasons for drssatrsfactron
with the title “public relations” are:

&'-,* r

1. Public relations is tradrtronally identified

as media relatrons _

- ~ +

-

d " i ’(60

2. Public relations is 1dent1ﬁed with corpo-
rate image building. .
3. Public relations has lost credibility in

- businéss and elsewhere.

4. The new scope of the function requrres a
more appropriate title. .

In deéfense of the public relations title, the
vice president — public relations of one of the
largest U.S. companies felates, the_history be-
hind his own title: His predecessor did not like
the term public relations because he believed it
had fallen into 'disrepute, thanks -to the.
“charlatans” in the field. So the predecessor
changed his title to “public information.”

. When the current vice pre.si‘dent‘ took over the
oRosition, ‘he changed .it” back to public rela-

tiqns. Sometimes, he says, people come to him’

~and say that “corporate relations” would be
more appropriate title for his position. His

answer if to ask them What a corporate rela-

tions executive does and, as they outline the

job, he asks: “Isn’t that what a public relatrons

gxecutive does?” (
And clearly, from the breakdown of designa-

" tions for ‘the principgl external relations execu-

tive on page 46, it is evident that many
executives who have the title of public rela- ¥
trons are responsible for external relations in
its broadest sense. ( '

However, whatever their present titles, most
external relations executives, when asked, say
that they .are satisfied 'with them. Most
respondents feel that the -title they have ade-
quately describes the functrorLtherr department
has been assigned. to perform

' 0 - .

1
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A number of the executives surveyed report communications.” These most recent switches - ¢
that the titles they presently have represent were from both public relations and public’
changes” made in recent years. Of those gxecu- _ “affairs, ’i‘he, rationale for this new title is
tives who have had title changes, the largest evidently "that communication, in all meanipgs

. humber of respondents mention a change to the _of the word, is the sine qua non of relations with
designation ‘‘communications” or ‘“corporate ° all publics.

&~
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Chapter 4 .
:[he Roles S A

-

-

THE CHIEF EXECUTIVE'S /perceptions and
philosophy are key to the ¢ /mpany’s external

relations policies and organizdtion. For whether
or not the head of the ¢orporation deems -

’

rnal relations to be of significance will’ be
{ reflected in the organization of the company as
well as in the programs carried out by staff.

\

The Chief Executive Offi or

It is, t/herefore generally agreed that the
impetus for a corporation’s externally oriented
efforts must come from the chtef executive
officer; in those instances where the CEO is
sensitive to the importance of this area, the
mandate will .be passed “down through" the
entire organization. . To cite an example: the
external relations executive of an insurance
company feels he has a chief executive who is
Very sensmve to the ‘publics with which the
company deals. The CEO has a strong sense of
priorities with respect to key public affairs

* issues confronting the company, and manages,

to convey that sense of priorities effectively to
the rest of the organization.

Whether because of a pergonal conv1ctlon -
or as the result of unfortunate_experience —
many chief executives have become acutely
aware of the importance of their companies’
external relationships. A growing number of
business leaders are taking an active role them-
selves, as well as advising their staffs to assign
priority to external problems. In fact, 89 per-
cent of the chief executlves polled belleve that
the@public’s perceptlon is critical to the §uccess
of the company.

Most external relations executives are in

4

agreement that this belief cannot be foistedl”
upon the CEQ by staff — it must come from a_

personal commitment. They say that the initial
sensitivity or awareness must be present, or it
must be” acquired through first-hand experience
or education; staff can only exert the subtlest
influence. One “vice president of a diversified

-

company likes to demonstrate the subtlety of
that influence fo audiences. He gently places

+ his hand in a glass of water, and then ‘removes

it as gently a few seconds later. “You see,” he
says, “it doesn’t look as if my 'hand has ever
been in the glass.” P

Time Spent on External Relations

The fact that external relations is of critical
importance to the corporation is borne out by
Table 5, a breakdown of the amount of time
chief executives say they are spending on ex-
ternal relations- The fact that 103 chief execu- -
tives are devoting up t 6ne—f1uarter'of their
time to external matte&— and an additional

.. . W

Table 5: Amount.of Time time Chief Executive

.Spends on External Relations -

Panel A: How Much of the Chief Executive’s
Time is Spent on External Relations?

Percent p¢Time Number of CEQ’s
Y ;

-Opercent....; ......... 0
1-25percent . .. .......... . 103.-*
26-50percent . .............. , 12
51.75percent . . ............. 6
76-300percent . . .>......... 0

Total .o se e 181*

*The total doe; not add up to the 185 chief executives
polled. Two did not answer this question; one sard the percent
varies according to thé occasion; one Is too new in the job to
estimate. X.

Panel B: Is the Chief Executive Spending More
Time on External Relations Now Than Three to
Five Years Ago?

Number Percent .

Moretime ............... 17
JLesstme ... ............ - 2
About the same . . . . . T 12 6%
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72 as much as half of theirs — is sighificant
" (see Panel A), It becomes even more sngmt‘-
cant, however when the figures are looked at
in con]unctlon with Panel B of Table 5, which

+ shows that 92 percent (171) of the chief

executwes surveyed are spending more time on
external relations today than they were three
to five years ago. Only one percent of the 185

"corpqrate leaders are devoting less time to the
subject, and six percent report that they are

spending about the same amount -of -time as
they used to on external relations. These
figures\q;i\ to bear out the general impfession
that, for the most part, corporate heads are
resigned to ‘the fact that business ‘Must coexist
with other elements of society and must, there-
fore, find and develop workable solutions to
problems impinging on the company and the
community. And these chief .executives are

acknowledging a personal commitinent to the-

effort.

~
-

°

This increasing amount of chief-executive
time devoted to external relations is obviously
not spent writing pgess releases or carrying out
the actual detailed administration of programs.
Most often, the chief executives polled charac-
terize their role in one of the following ways:

.« The personification of the company
« Policymaker-
. Everything — to a limited degree

The Personification Jf the Company

Although many other people throughouljthe
ation represent the company on various
occasiofis and with individual publics, by dnd
large these chief executives see themselves as

_the prinapal external representative of the

company. It is their responsibility to

. convey the company’s posmons and policieg to

the public and “explam on a policy level, the

°

.
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company’s problems, clhallenges and activities
to appropriate groups and individuats.,” In
certain circumstances, the chief executive is the

‘only one who can represent the company.

These corporate leaders see themselves hand-
ling the key contacts with all the various
publics — hey government officials, large cus-
tomers, major stockholders and so forth. As
one CEO phrases it, they must attend © ‘meetings
where the presence of the CEO will add to the
strength of the group effort.” '

In actuality, this spokesperson role serves a
second- purpose as well. Many chief executives
recognize their important mission as spokes-
people for the free enterprise system. Here
they see their personal responsibility for de-
fending the  credibility of business, and they
say that they can and should get out and
personally- defend business.

Policymaker »

" An appreciable number of bueir{ess leaders

view their role in-external relations as that of_

policysetter. These chief executives “either
initiate corporate policy on key public and
legislatiye_issues, involving any and all of the
company’s publics, or provide the “broad,

thematic guidance” to policy, and make the

decisions on critical public issues.

The pohcy role overlaps the persomf:eatlon
of company’role at a point. And one chairman
enumerates his function as

the communications media, legislative commit—
tees, public seminars, ar}d college campus 38_
pearances"’

\

Everything —‘to a Limited Degree

When asked many of the respondents tick
off all of the various areas *of external relations
as their own. Then when pressed on which
aspects are handled by staff they come up
with the same list.

The redason for this duplication is that both
parties are involved. The*chief executive acts as
the company’ incarnafe - initiates policy,
endorses external programs, sets the personal
tone

, makes the major, public stateme\nt;]

“preparation, de-’
. livery and defense of policy statements, with

-

v




and the staff external relatxons executive lmple-
ments the policy.

Key contacts are the CEO's; day-to-day
activities are the bailiwick of staff. “I am
directly involved in any basic acfivity that is
related’ to the tota] management responsibil-
ity,” a oompany president asserts, and staff
handles “normal day-to-day information and

- activities that can be accomplished under estab-

}ished policy and philosophy.”

/'* The Company's Publics v

/

Y

The character of the role the chief executive
assumes with the different corporate publics
remains consistent, althoughsthe degree or the
nature of the involvement may vary. Table 6 is
a listing of the publics with which’ the chief
executive most often has some direct dealings,
in order of the frequehcy ,with which the
CEOQ’s cite their involvement. -

Government Relations. This is the most fre-
quently mentioned interface. Most chief execu-
tives say they meet with key federal officials
and, delegate other contacts to theii_external
relations people. These executives cite ‘their
responsibility for presenting company state-
ments at congressional committee hearings and
before sregulatory agencies. They are more
often involved with Federal Government
officials and agencies,, although some do
specify activities at the state and local level.

A chairman of the board of a major aircraft
company portrays his government relations roje
as embodying the basic role of corporate
spokesman; “Since many of the policies and
decisions directly affecting my company are set
by heads of state and senior gOV%rmnent
policymakers, both U.S. and:foreign, I am
requifed to represent our company personally
on these matters.”

Other executives cite their responsibiljty to

_provide input for molding government legisla-

tion in areas related to business — wages, equal
rlghts, environmental protection, héalth and
safety, and so forth.

, Investor and Stockholder Relations. A good
deal of the chi_ef,_executive’s time is spent

) meeting with important institutiondl investors.

_ -

*ity groups,

® .. .
Table 6: ‘The Role of the Chief Executive with -
the External Publics

*Figures are noOt totaled because many chief executives
mentioned more than one role.

It is the chief executive who commonly is
called upon to make presentations to major
meetjngs of analyst societies and to meet with
gréups of Key analysts. The chief executive, of
course, plays-the ‘leading part in the annual
stockholder meeting, and on occasion may
become involved directly with inquiries from
major stockholders. ,

Relations with Special Interest Groups. Chief
executives specifically gall attention to their
role in setting company policy regarding minor-
and in. inﬂuencingland. imple-
menting legislation in the equal employment
field. Many also mention relations with educa--
stional institutions, and other specnal interest
groups. O a personal level, these executives
cite their membership on boards of trustees of
colleges and universities as typical Bf activities
whic they feel yleld indirect benefit to ithe
corporation. N

A number of chief executlves talk” about
their work w1th consumers and customers, _at
least with major customers. A bank president
sees this involvement as one of “determination
of ‘policy and .development of procedures to

ensure compliance with législative and regula-

tory requlrements to suppqrt consumer inter-
ests.””

Medza Relafzons Here the involvement is
very clearly in the role of chief representatlve
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Number of ﬁme's .
s . Lited by 185 Chief
Public Executives”
Government relations .. ...... 124
Investor relations . . ... ...... 74
Relations with special interest .
- grolips (consumers, customers,

minorities, etg.) . ......... 52
Mediarelations ... .......... 25 ‘
Business, and professional

associations membership . ... 21
Community and civic affairs . . .. 20A
—~
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. of the company, “and staff takes over, the

day-to-day impl entation. CHief exegutives

are most directly involved with the leading g

national media — and television in particular —
especially when a major statement' is called for.

‘Naturally, when the media plan to use a
story about a company, a quote is sought from
the chief executive “or the highest ‘possible
executive available. Chief executives stress that
they must be accessible. Traditionally, the
external relations executive has played the role
of nameless spokesperson, and the chief execu-
tive is quoted by name, as the official embodi-
ment of the corporate posmon on issues of
note.

Membership in Business and Professional
Associations. Corporate chief executives devote
a great deal of time to policy-level activities of
industry-, associations and to other business
groups and groups of their peers in other
companies. The latter include membership in
The Conference Board, the Chamber of Com-
merce, the Business Roundtable, and the like.
. Business leaders view these avenues for interac-
ion with. their - peers as important to the
usmess community as a whole, and ultimately
organizations.

Community and Civic' Affairs. There is a
personal nature to the chief executive’s com-
mitment in this area. The CEO is called upon
frequently . to support charitable or health
drives, or to lend his prestige to urban or
community affairs at headquarter or plant loca-
tions. Many business heads cite contact with
high-lével community, officials, but more often

the chief executive becomes personally in-

volved, as witness the chairman of, a beverage

-+ company, who admits to being “heavily com-

mitted to important youth, commumty rela-
,tlons and charitable projects.”

]

The Staff .

Because this is “dn ongomg activity involving
*'~a close interaction between CEO anli-staff, and
_because the personality and outlook of the
CEO haye such a direct bearing on the act1v1ty,
it is frequently difficult to draw a clear line
indicating where the responsibility of\‘one ends

- i
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and the~ other begins. Both . obviously ’vhhrve
necessary roles to fulfill in carrying out the
company’s extem?l relations. And the roles, of
necessity, complement each other.

The vice president — public’ affairs of, a
pharmaceutical company sees his role vigi-vjs
his CEO’s role-this way:

“My perception is that of a top corporate
officer who is responsible for seeiig that the
public interest (and the interests of the various

“ specialized publics) are taken into account in
corporate decision making. In this framework,
one’s performance is measured by the frequen-
cy with which he sdizes or makes an opportu-
nity to provide an input into corporate deci-
sion making...and the frequency with which,
having been heard, his view is reflected in the
company’s final decision. Carried one “ step
further and believing that corporate perfarm-
ance governs its external relations, it is quite
possible that the most productive extermal rela-
tions executive in a company could be some-
one who does not himself communicate ea-

- ternally at_all in any direct sense — or does not
even ‘supervise communicators — but simply
devotes his time and energy and talent to the °
public’s interest in the company’s internal

. decision-making processes. Carried to-its ulti-
mate, it’' seems .propef to act on the premise
that the external relations of the corporation
primarily are .the responsibility, of the top -
executive officer and line officer. . .that they -

‘are in many respects not amenable to del-
‘egation to an external relations staff

- person. . .and that the principal external rela-
tions officer of a company is therefore its chief
executive (who, of course, receives staff assis-
tance and, support from people. whose sole
de51gnated respon51b111ty is_ external relatlons) ”e

7

- -

. The chief executive’s percepti;n of the ex-
ternal relations role of staff is summarized in
" Table 7., As, the table indicates, far the largest
number of chief executives (77) there is a.clear
division in the’ matter of pohcymakmg This
group feels that staff becomes mvo ved., ,,m all
of the. nonpolicy _aspects im menfmga

e
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Table 7: The CEO's Perception of the Role of
the Staff

R

, - "' Number of Times

. . Mentioned by 185
Staff ﬁo/,e_ « Chief Executives™®
Implementation . . ......... . 177
Everything — to some extent . .. ! 44
Government relataons ......... + 39
Dissemination ... ........... 32
Relations with special interest | °

grouﬁs ................ wroL 24
Investor relations . . ........ . 20
Community and civic affairs .. .. 9

s Industry associations®. . ....... .8
Charitable activities . ......... 6
Everything but government .
relations . . .. ... .. ’ 3°

. .
*Many chief executives cited more than one staff role.
-

rathet t_han settmg policy. Forty-four other
CEO’s say that tﬁ?pstaff is involved in every
aspect of external .relations, although not. to
" the exclusion of the CEO. °
.~ The question of how governmeit relations is
handled ‘is a bit hazy. Opinions wvary widely
among the group of 39 chief executlves who
- say staff is reSponsible for this actrvrty Com-

ments include, “Staff handles state and local.

only”; “Staff handles federal”; “My external
relations executive handles government staff
- and I come in to meet the ‘big guys.” ”

A number of chief executives say that staff
Js responsjble for investor relations; yet, as
already indicated, the specrfrc role of spokes-
man must be cgrried out by the chief execu-
tive. ®

The external relations executive is often
viewed as the disseminator of information. Fhis

t

executive is also viewed as the person in charge . .

of specific publrcs and programs as eriumer-
ated in Table 7., -

Personal Characteristics of the External
Relations Executlve

Because the characte,r of the external rela-
Aions fqnctron is expanding, the type of execu-

.

e

Number -

* Background of Executives
Public relations and journalism . .. 762
Operations or general business . ., 2 .
Law .. .%o vnnn.. Ceeae 18

% Marketing . ... u e, . 17 .
Government work or corporate .
government relatlons ....... E © 8,
Advertising . . .............. 7' o
Economics and finance ........ %%

. International operations . .. ... .. L
Science and engineering ....... 4
Other .......... e e 6

. 1
Total ............... . 170"
Elghteen of these gamed their experlence wu\h publuc :
relations counselmg firms, " .y e
*The other six executives. did, not provlde background
information. !
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tive heading u'o the operati,drr'z also changing.

While the traditional assumption of a public

relations or journalism™background is still the

case in the largest number of companies, it is
" no longer the only acceptable background.

Table 8 enumerates. the backgrounds of
those executives to whom all, or the major
segments of, external relations report. Public
relations and journalism account for most.
However, singe external relations in many
organizations includes government relations,
lawyers and people with, government experi-
ence sometimes appear in the Kkey spot.

Srmrlarly, as external relations frequenfly in- ~
cludes customer relations or consumer affairs,

< marketing people .are involved. In fact, the very
diverse backgrounds’ his group of staff
executives serye to reinforke the recognition
of éxternal relairons ,a8 a real and critical part
of cofborate management, *Touching on all of
the other facets of-the corpor,ate’ operation.

~

Perhaps because the external relations job -

calls for both a broad arra_;’ of skills and a firm
working knowledge of the company and all of

its operations as well, ekxternal relations execu-
t ¢ .

. .
]

A3 ’

Table 8: The Background of the External
Relations Executive_

.
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tives tend to have been with their companies
for many years. Respondents report service of
up to 45 years. with one employer (see Table
9, Panel A)

At the same time, 63 percent of the
respondents (85 executives) have held the
senior external Telations position for five years
or less, and more than half of the 85 have
been in the job for two years or less (see Table
9, Panel B). Keeping in mind the sizable num-
ber of companies that have T€organized their
external relations units into more cohesive
groups in the past few years, it appears that

. tions,

often someone promoted from within the com- ‘

pany. He or-she — and there is a small but
grorv\i/ti/ng number of women in this key manage:
ment p

to the JOb with varying edurational qualifica-

high school degree to more than 20 w

osition in major corporations — comes | |

ranging from one respondent with Z(

doctorates. N

The majority of the external relations execu-
tives supplement their background and educa-
tion with graduate study — management and
professional ‘courses. They also'frequently at-
tend conferences sponsored by business groups
or educational institutions.

the head of the newly. ‘combined group is most

C \ _ Additionally, these external relations execu-
Table 9: The External Relations Executive: tives are active in professional and trade associ-
"Years of Seqice R \ ations. Most belong to professional groups: bar
associations, public relations societies, advertis-
ing groups, and others. Some maintain personal
membership in industry assocratlons although

Panel A:

( . Numbef \ most play an active role in. such asSociations
Years with Company of Executives through corporate membership. . . )
. [ 1; Three Roles
....................... 5 When the work of the external relations
....................... 3 staff is pux& into perspective, it becomes clear
--------------------- PR - .« that the exfernal relations executive, like other
----------------------- 20 major « staff executives, typically has three .
....................... 37 g major roleS°‘ v - : ‘
U . 32 X
"""""""""""" A7 1. Advzce or ‘Coungel. In thlS role, )he ex-
139 ternal telations exegutlve acts as an “internal
"""""" : consulfant” to other operating and functional ,
N, units,” as’ well as for the chief executive. Thé . |
. BN external relatigns eXecutive advises’ other com-
. Yearsin Top W ) Aomiber pany executives on. the best way to handle A
" Relations Job , of Executives questions, ‘issues and problems which relate to =
- the companyjs external publics. e
1 _____ L L 22 , 2. Service.In this capacity, the extemal rela- « < -
I N 24 .* ~tions executive conceives, conducts and- carries °
B "« 11 ° 77 * out programs relating to the various corporate ;
, S Co... ' 10 ' publics, and provides this service for operating =~ -
- TP PRI 18 —. units-and for the corporat'm)l as a whole.
. B0 L a3, E
" T 120 e e 14 'For "a more extensive descnptron of the staff
21-30 ...- e 'L 3 “*executive _position, see Harold Stieglitz and Allen R. ~
Co . . —_ . Janger, Top Management Organization in  Divi- ‘
Total Respondents . ... ... .. : .“.‘j_ ) 135’ . ‘gz:::zi‘; 6?0';{15 :g;:siquit;:’S"al lndustna‘l Conference

r Gt LY L (Y
. H - . N A ’ . pd »

o . ‘ o . - _ :
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3. Control. The thifd role‘of the' external
- relations executive is involvement in formula--

ternal functions under a vice chairman states:

tion Of policy and guidelines that determine

the corporation’s relations with its-various pub-
lics, as well as_monitoring the implementation
of such policy and guidelines.

-

Advice or Counsel

“The vice president — external affairs of an
industrial manufacturing’ company encotirages
all corporate executives to “confét with each
other{” a policy followed in a number/of com-
panies. Another respondent says semetimes he
_maintains total control and sometimes_he Just
advises; but he always knows what is going on.
There is a yellow phone on the desk df the
corporate relations officer at another organiza-
tion . “hot line” to provide advice to
anyone, anywhere in the organization, regard-
iffg corporate’f)b]ectlves and policy, and objec-
tives with- relatlon to external publics. B
Corporate relations reviews the five-year
plans of all corporate units, another executive
reports. Each plan must conform to guidelines
issued by corporate relations. These guidelines
are typically “thou shalt nots,” such dp what
questions only headquarters can answer.

.

Service

In other instances, the external relations
group sets up actual programs for operating
units. This service role is evident in an qil

company that developed and runs its training
,*program for line management throughout the

worldwide operating units of the company.

A number of external relations executives
envision their service-rgle as an agency-client
relationship with operating units. They  and
“their staff are available to provide assistance to
any other unit in’ the implementation of pro-
grams involving exfernal publics. The service
might encompass a range of activities, such as
speech writing, contributions decisions, or pro-
duct.public'ity: ' '

Cantro/

A vice pres1dent — sales ‘and public relations”

‘of a company which organizes all of its ex-

S

' how formal or 1nformal

“Nobody issues news, talks to the media, con-
tacts the  financial community, and so on,
except our professional staff. Nobody.”

This statement represents the extreme in .-

monitoring .and control. Most companies take a

more modified view when. it comes to man-

aging all of the external relations ofta very
diverse or geographicdlly far-flung organization.

More than- three-quarters of the external
relations executives surveyed recognize that
they have a general control rolé to perform —
to ensure that all relations with external pub-
lics conform to corporate policy and objec-
tives. They say that it is their duty to review
and monitor activities for consistency. Because
so many people are involved throughout the
corpora;e organization, control — no matter
is essential to effec-

. tive Torporate communications.

1

reach mote than
one public and can -serve fadditional purposes.
For example, one company reports that close
felationships between investor_ relations and
advertising resulted in the pro_|ect10n of a new
corporate image to professional mvestors 'Co-
ordination can ensure that stockl}olders and
employees are getting the same stowys and that
the ‘media and other publics are hearing the
authorized facts. It is one company’s policy to
review all material going out to national media

One consistent- story cg
d

from headquarters, but to.permit lbcal release .

of stories to trade media.

Most of the respondents tell of reviewing and
monitoring activities and programs; and acting
as a clearing, house for all outgoing com-
munications. Some pursue day-to-day moni-
toring; others just try to keep informed.

(Appendix A presents a selection of job
descriptions for external relations executives in
a wide sampling, of companies. These descrip-
tions exhibit in detail the triple role of the

external relations executive and which roles-

‘.

predominate in each iffstance.)

The Three $taff Roles and the Publics

Respondents to the survey Wwere asked to
anglyze~their ' three-faceted ntission in relation
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" Frequently Cited Publics

Table 10: The Three-part Role of the External Relations Executive in Relation to the Most

A

(As reported by 178 external relations executives)

-

External Public . Counsel or Advice Service Control
Media ... oottt e et e e e e 127 135 114
'Federal GEEEINMENT - . . o o oot e et et eee i ee e e e 124 106 89
Government —stateandfocal .. ....... .. ..t , 119 - 99 . 83
{ndividual stoclsholders ............. e e i e e 105 115 74
FINANCial COMMUNILY: -« « + o v e e e eee e e e e e e e . 109 115 73
Customers . ...... e e e e [T . 110 97 60
COMMUNILY "+ o ettt e e et e e e e e e e e e e e e e e 127 116 89
Special interest groups: *

ECOIOGISTS « « v o v e e e e e e e e e 20 18 12

CONSUMEES - » » « + o v st vaemmne e s seeseds e saannannnsns 16 14 9

Women and MiNOKtIES - . - oo v v v oo oo sannaineeen s 17 7 10 10

Educational institutions . ........ .. [P 13 14 10 p

INdUStry 3sSOCIAtiONS . . v v v v i et i e AN 8 9 F._6_

4
TOtal MENLIONS v v e e e e e et e e e e e e e e 895 848 620« '

¢

ot
<

‘than a divisional functio

to each of the most usual publics. Table 10 is
.a frequency distribution of the- resulfs. As is

usually the case with staff executives, external
relations people most &6ften find themselves in
the counseling or advisory role. Although the
table shows that this is not always true in the

case of individual publics, the totals do show a

prevalence of the counsel role. The control role
gréws out of the counseling and service func-
tions, and. occurs relatively less frequently.-

It is easy to understand why certain. roles
are more prevalent for particular publics. Be-
cause stockholder and institutional investor
relations are by definition @ corporate rathes.
for exa@ple the
external relations staff typlcally concelves and
casries out the programs in the financial ‘4rea.
Programs initiated by government actlons on
the other hand, .are usually carried out by

* other units, with varying degrees of advice and

relations executive would be involved  at

e

144

<

potential implications of the 1egislation. In this
phase, other “specialigts” in the company —
the legal department, personnel, or R “and D,
for example — might conceivably play a part.
After legislation is enacted, the external rela-
tions exeeutive may advise top management on
the necessity for formulation of corporate
policy and advise the affected corporate units
on the new requirements, policies and proce-

-dures that néed to be establlshed But it is the

involve

Telephone and Electronics Corporatlon clearly

affected group that conceives dnd carries out
actual pjograms, and the external relationg’
nt gradually phases out. In other
words, there is an evolving cycle from the
external relations people over to the functional
specialists, although at no time is either neces-
sarily excluded completely. , .

The vice president — public affairs at General

all three staff roles accordmg t8

peﬁorms
this ex‘cerjt‘ from GTE’s jOb descnptlon,

counsel from external relations. The ex?fl

early stages when legislation is being -fotmu- .,
lated,
attempting to educate. the legislators to the
company’s viewpoint and the company.to the.-

- i ' N

analyzing the proposed legislation and -~

‘e ul

a

° ~

“ . o
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“This responsnblhty involves: *

-

“s

’

g

“1. I"déntifying and 'evah_Ja'ting current situa-
tions and future frends having major public ~

o°
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affairs implications for the overall organization.

‘2. Advising and counseling management on
me¥hods for-acting upon these situations and
trends.

‘3. Developing formal statements of policy
on various public affairs matters, and assuring
adequate communication of the approved
policies throughout the organization.

“4, Developing specific programs and proce-
dures to implement these policies.

5. Auditing and reviewing the effectiveness
of these activities to assure®their maximum
possible and pzacticable e;l(ectiveness.”

The Relative lmportance of the Roles

Asked which of the three roles is most
critical in carrymg out what management wants
them to rlo,/b.e external relations execqtrves
are hard pfessed to see one clear front-runner.
They respond:

L4

“percent . C
« Service is .my most Jimportant role 18
pércent . -

« Control is my most 1mportant role: 16
percent

.+ o1 have more than one 1mportant role: 43

percent . ¢

v
L oud >

Assan external reldtions vice president explains,

e remains on the payroll for his service role;
and his variable compensation is based on his
counseling and control functions.

Another vice president~— public relations
outlines his three roles quite clearly:” Ry far the
most important, the one for -which he is “paid

.all his money,” is to participate in Yop-level
policymaking, beg responsible for assessing
the impact on, a reactron of the’ public_ to,
company programs, and proposals Second, he
heads any operation that embraces the produc-
tion and planning of advertising, ﬁlms, news
releases, and medra relatlons Third, he and his
staff serve.as Staff advrsers and counselors to
the corporation’s subsldranes’r Some of the
staff spend full time in this advisory-

.consultative role. Among other things, these
LY <« "

3o Counsel is my most important role: 237

people develop prototype programs for individ-
ual divisions that can be used throughout the
organization Whenever they ask for assistance,
the vice presrdent himself engages in personal
counseling with subs1d1ary pres1dents and pub-
lic relations heads at the subsidiary level.

The box on page 60 illustrates the many
aspects of the external relations job as seen by .
the vice president and secretary ‘of an insurance
company, who is in charge of all of the
external relat")ns activities of the company..

The Outside Counsel .

Regardless of the size or the competence of its.
in-house external relations unit, most companies

‘make frequent use of outside consultants. To

create and establish a department where’ none
presently exists; to design a new program re-
latmg to a partlcular corporate public; to pro-
vide“expertise ort a spec1ﬁc issue or problem —
these are just'a sampling of the reasons corpo-
rations hire outside external relattons counsel.
Companies utilize such firms for dealings with
all of their publics, aid involve counsg in a
multitude of programs and prOJec'ts The
counseling firm can set its own sights regarding
the scope of the role it is prepared to perform,
and may inyolve itself in the narrowest or the
broadest aspects of external relations for its
clients. . . ' -

Users of Outside Counsel

Many. companies choose to hire public rela-
tions (external relations) counsel on a project
basimf those companies that retain outside
counsel, the majority utilize the services of
more than one such firm at a tinmre. Some
retain one principal firm, but use others from
time to time for Special assignments; the rest
retain more .than one qn an ongoing basis.
Table, 11 is a summary of the frequency with
which outside firms are retained and the num-
ber of firnis inyolved. >

- Most o£ten, coungel is brought in By the
external relations executive of the company — .
and only the ‘external relations executive
(Table 12). But, on occasion, the chief, exect- -

THE ROLES, 57




Table 11: Number of Companies that Retain -
Outside External Relations Counsel

{According to 178 external relations executives)

. Number
Retairl Outside Counsel of Companies
.. . % . .
Retainonefirm . ............0o.. 39—
Retain more thanonefirm . .. ...... 27
Use several, but retain one
. principal firm ............... 23
Do notretain any firm, but hire for ..
individual assignments . . ... ..... _69
Total . ...... A J 1582 .

220 sﬁrvey respondents did not answer this question,

\ : g
tive or someone else in the organizatiom may
hire an outside firm: Such occasions usually
involve special agsignments, for example a new
product campaiginor a ommunications train-
ing program. In only a few compames is out-
side counsel always hired by thé chief execu-

.. . tive or'someone other than the extemal rela-

tions executive.

Naturally, the counselor would prefer to be
brought m' by the chief executive. At that
level, the counselmg firm would be involved in
the broadest ‘management matters. But, when
asked, the external relations executives indicate
no appreciable difference in the role the out-
side firm plays that fs patterned on who
brought it in. Even those seven external rela-
tions executives who say that only the "CEQ

hires the counselor see the role of the outside*

Table 12: Who Hires the Counseling Firm?

(In the opinion of 147 externalgrelations *
executives)

~. “Always  Sometimes
The external relations
executive .. .... 0. 64 41
- ¥ . N . b - .
The chlef executive .. L. ... 33
Someone else in the company . 5 25

N N
-
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- firm as spht about evenly between counsel and
service. The only noteworthy difference, accord-
ing to respondents, js that among those hired
only by the chief executivey none is involved
with government relatiohs — at the federal
or the state and local level — in either a
counseling or service role.

The outside firm is not to be drscounted as
merely a source of assistance" for _the small
company. On the contrary, among the respon-
dents to this survey, companies ranging from

“ largest to smallest report the use of outside

counselors on a regular basis.

One of the largest U.S. corporatrons hired
outside counsel “to give us more arms and
legs” when. suddenly the corporation found
1tself forced to resporfd to a number of its
more "vocal publrcs Counsel »?/’5? called upon
<for assistance in a three-way attack on the

. problem of the company’s credibility:

(1) The firm /assrs } with the logistics of: :
what is called a grass—roots campargn, minia- .
ture shareholder meetings held across the coun-
‘try to which local opinion leaders and press
représentatives are invited. TheSE meetings pro-
vide an opportunity to explain the company’ S
local activities. :

(2) A key lecture. series is being conducted
at _three leading univérsities, and the lectures
are subsequently published and distributed by
the company to libraries around the country.
The role of the public relations firm is to
arrange the detarls so that the company can
maintain what it considers to be a proper
arm’s-length stance from the universities.

" (3) The counseling firm helps with a variety
of research or monitoring projects in various
external relations areas.

B

The Role v@r the Corporate Pubfics

« “Counsel™ is an appropriate- name for the
public -relati®ns qr public affaifs firm: As Table
13 shows, these firms are called into a corpora-
tion for counsel” or advice more frequently

" than for implementation of a pfogram or pro-

ject, according to the external relations execu-
tives.- With regard to customers, the frequency

!
+
b

.




of the two roles is equal. Only in relation to
one external public — the media — is the
assistance of the outside firm sought for service
more often than for counsel.

- Of the various constituencies interacting.
with the- company, it is again the media that
the outside counsel'is most often called in to
assist with. However, outside firms are also
relied on heavily for institpﬁonal investor rela-
tions- and stockhol tions. Additionally, a
sizable number of companies are now turning
to outside counsel for advice regarding Federal
Govemment relatlons One executlve says h1s
company retains ‘counsel ‘“‘as 4 listening post in"
Washington.”

Outside coungelors frequently conduct re-
search for the dompany, to measure the com-
pan¥y's, image With_the” general public”or the
effectiveness of a particular program. Surveys
of institutional investors, for example are con-
ducted regularly.

Many - companies rely on ‘outside assistange
- for ‘overseas external relations, and again par-

ticularly for -institutional investors as well as

for product assignm?ls. A multinational con-
sumer products company has an external rela-
tions staff member based-in Europe who co-
ordinates the work of seven counselmg firms.

- All seven firms report to this staff person who,

in turn, reports to the corporate external rela-
tions executive.

Roles in Decision Making

The relative importance of externat relations
. to any company may well be indicated by the
'_weight given external matters in major corpo-
rate decisions. When decisions are being made
at the highest levels of the corporation, are the
external xmpllcatrons considered? And how
much weight is allocated to the potential re-
- sponse from the corporate publics? Such ques-
tions. are difficult to answer because the dn-
swers depend on who is being asked. There are
egos involved. But they are critical, so ‘answers .

* — or at least clues to the answers ~ must be

. soughit.
A key clue is the extent to whic
external relations executives are inv

/the
d in

» -

-

4

Corporate Public .

Table 13: Outside Counsel Relatuve Emphasus
on Publics and Roles '

Counsel or

Advice
8

61
- 40

Service

75
Federal Government ‘20 -
Government — state and
.27
42
46
30
28

16
28
41
23
28
231

Institutional investors
Community
Customers .

top-management decisior{ making.' And, " here

what cbunts are specific examples of 1nst9nc,es
o3P,

of involvément — e.g., membership of extemnal

relations executives on boards of directors and

,on top level management committees — accord-

‘ing to’ the practitioners. At -the same time,

o among those chief executives who identify one

A

Board’s’ survey:

executivé as the focal pomt for all external
relations, by far the majonty say that they
mclude that executive in top-level decision
making; in fact, 110 of 126 chief executives .
attach such significance to| the top external
relatlons Jposition. | .,

There is general agreement, that every corpo-
rate decision has some implic tions or potential
implications involving one or more “of the.
company’s constituencies — an, overseas invest-
ment in a politically unstable country, or the
closingw.of a plant in a small town in New

England, for example. So the following ques- ’

tion is- put forth by a-respondent to the
“Naturally, when he is,con-
sidering .a..problem, the chief executive is
aware, in a general sense, of the external
implications. But he- also has a general idea
that project X is going *to be proﬁtable Does
that mean that he can dlspense -with a chief
financial officer?”

. External relations executives themselves have
a range of opinions regarding-their own 1mport-
ance in corporate decision making. Their .an-

+

swers vary from “not very "important,” and °

“not important” enough,” to “I’m always in-
- ‘ -

Ve
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" . _cents guys.

The External Relations Job
as Described by One Executive
¢

'“\n my view, it is the corporate relations
officer’s job: -
* !

— to know the-natuare of the external publics
thoroughly, 2

— to have empathy with them - 4

— to understand their concerns

— to know the opinion makers personally, if
possible

-~ to tell the company’s story to eath public
on a constructive basis — WhICh ‘makes sense -
from both viewpoints .

— to make sure that all other company execu-
tives communicate the same consistent and con-.
structive-information %&nd vnewponnts«%

- to antucrpate the needs of these publucs

— to head off trouble °

— to respond to necessary challenges construc:-

' tively, wnth integrity, and forcefully . [

— to know when silence is“golder

— to recommend policies relating to any phase
.of corporate operations affecting external rela-
tions

— to act as guarduagt’ and keeper of the corpo
rate conscience.’ : "

kA

s
3

volved.:’ In the. middle ground are those who -

-feel they are ‘‘sometimés but not. always”

included, and those who recognize that theirs

is not the only — and perhaps not the most

unportant — input in the decnsnon-makmg pro- .

cess.
What c¢an the external relations executlve do
fo gain a voice in the matter? A v1ce president
°— administration, |
gxtemal'a'c.ti»;ities of ‘his company, suggests.
“You prepare yourself with research and
analysis and you argue®your. case. You put
your credlblhty on "the line ‘and you have_a
. confrontation with finance — the dollars and
‘l'hey will argue cost, while you
argue the ‘right’ thing to do - the quahtatxve
side of the story — support of the community.
Your side, is soft, problematical, hard to prove
except by experience; an untenable fosition.

& i 2 <
I S
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who is in charige of all

o .

What develops is an all-out war between the

two sides, unless the CEO or the board of
directors is looking for balanced considera-.
tions.” :

-

This last is a point repeated in-various ways
almost unanimously - by exteQ?/L'\rela'tions
executives: “The chief executive of your com-
pany must have~ a predisposition toward
external considerations, or you don’t stand a
chance.” Some .say you can persuade the CEO
through very subtle influence; but others say

" that if his interest is not there at the start it

4

never will be, and external relations will be
relegated to a powerless status.

But the external executive cannot complete-
ly pass the -buck. A long-time practitioner
relates that for years his colleagues in- the
profession have compldined that teop manage-
ment never pays-any attention to them. This
vice president — public relations dismisses' this
protest with the,comment: ““As soon as you
become useful to your management, -your
problem will be over. After all, there is no way
of legislating that management must pay atten-
tion to any staff function.”

The_ external executive at a company that

" maintains a felatively . low visibility suggests

"A public relattons man sets his own horizons
- they can be broad or narrow. Most of my
colleagues limited theirs to publicity; | opted for -
the other course. In explaining the scope of the
work | contended that it included everything
involving people en masse. As.a consequence, our
shop was drawn into g fascinating mix of publics
— customers, farmeﬁsuppllers,competltors, legis-
*Elators, educators. And ﬁnderstandlng the ,various
publics -and their leadership, knowing their be-
liefs, atﬁtd’des, aspirations and influence is, of
- course,- at the heart of public relations. pragtice.”
. — Milton Fa/rman,
. - Vice President (Retired)
o v : Borden Inc.

R Excerpt from an address delivered
at the Fifteenth Annual ‘Institutes
of the Public Relations Society gf

America, June 13, 1973
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_is less

displeasure of the l8cal community and the’

~

that perhaps his job is more difficult than that
of his counterpart at a consumer products
company. In a company of low visibility there
recognition of the significance - of
external relations by fop management, less
commitment in time, money and effort. Yet,
this executive insists, external relations is just
as important to the low-visibility company as it
is to the high-visibility organization.

Appraising the situation realistically, several
executives believe that management decisions
should be made 'with an awareness of the

- external factors, but in the end they should be

rejected or accepted on a business basis. Ex-
ternal implications should have some “clout”
but should not dictate. These \respondents
point out that external relations executives had
better fully understand the implications of
their advice and have a complete understanding

“of the business of the corporation and of the

chief executive’s problems,

Some executives express rueful satisfaction
that their companies have learned fyom un-
pleasant eXperience the importance of consider-
ing the responses of their constituencies when

arriving at a decision. It is the old adage, -

“Once burned ...” For example, if a decision
to’ locate a plant in a certain city ¥s made
striétly on- financidl and other considerations,
ignoring the “external aspects such as° the

suspicions of environmentalist groups, the deci-
sion could prove .to be disastrous. After” the

.plant opens, the local manager might be faced
with recruiting problems and difficulties in-

dealing with local officials. Additionally, the
environmentglists may decide to take action
against the corporation. And so it goes. Next
time, the external relations executives say,
management- asks us first. But it is,tough to
have to learn the lesson the hard way. o

Management Com mittees

"M just - under half of the companies
responding, the external relations. executives
serve on tep-level corporate committees. To
most. of them, thiS amounts to a clear indica-
tion that they are included in seniormanage-"~

>

-
-

ment thinklng. On occasion, one or more of,
the executives réporting to the top external
relations position also serve on these com-
mittees. Typical committees of which they, are
members include:

. Contributions , )

«» Social.responsibility - R
_« Policy ' ’

« Finance ¢
. Management

» Product review

» Corporate foundation

The names of the committees vary from one

organization " to the next. External relations
executives most often serve omn, " the contribu-
tions comm1ttee, which is also referred to as
“contributions and memberships” and “dona-

. tions.” Several executives make it clear that

they are members of the CEO’s staff, a posi-
tion .which they equate to membershlp on a
top-level commxttee '

Those Who Know They Have “Clout™’

The. fact that they report directly to top
managemert leads some external
executives to believe unswervingly that their
opinions are important in policy setting. These
executives se¢ themselves as part of the man-
agement team. One even points out that his
office would not be in the -executive wing if
his input did not count for something. Another
respondent, who also reports to the top of the
organization, comments: )

.

direct tie to.the CEO and -the -continuing

opportunity to be involved in policy decisions

that will affect external relations. To a great
ektent, this makes it possible to anticipate
problems, plan for them, and execute 0peratmg
pdlicies. in a manner ‘that; if it doesn’t please
an 1mportant external constltuency, at least

] 'avords needless antagonism.” : -

The vice pres1dent - pubhc relatlons of a

steel company is- certain tth‘?rrvy to all

-~

v ]

€ 4 - 4

relations -

“The real strength of this operation is the *
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top information in the Eompany. After all, he
says, he drafts all policy, and he knows the ins
and outs_of his company’s operations so well
that he always knows what is going on..He
says that he is involved in all decisions.
However, Bven those executives secure In
such feelings concede possible slippagés. As one
pointed out: “Tomorrow I might discover that
our company was involved with illegal cam-
paign contribations or some other %%xation
about which 1 was not consulted.” It ish’t
likely, he adds, but it could happen. ¢

The Board of Directors

Another key of the importance.assigned to

external relations 1s the degree of awareness
and involvement of the board of directors.

The, vice president — ‘public relations of an
extrz;cLive resources company comments on the
changing role of the board of d%ectors with
regard to the corporation’s dealings with its
external publics. By definition, the board of

directors represents -the stockholders and there-

fore, he says, it must be concemed with the

corporation’s citizenship — and i terms of -

behavior, not just. results.

The evolving role of the board is the result
of a-number of factors, ranging from genuine
concern on the part of bgth management and
the board to the threat of litigation. Changing
membership on boards toj reflect the various
publics of the corporation”have begun to have

an impact on the character of the boards, too.

The board of directors has always had an
audit respensibility, but that requnéibility has
been interpreted strictly in terms of the
finances of the company. Now a growing num-
ber of compgpies have established a public
affairs or public issues committee of the board.
In fact, while no such committees were reported
in a 1967 Conference Board .study, a 1973
report stated. that 9 out of 855 companies have
established social responsibilify committees. At
that time the author saw this trend’ as
“apparently in response to pressures exerted on

the business community to show greater concern .

for the consumer, the community, and the
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environment.”? A 1975 report Says, “Some of
the companjes (still only a handful) that have Set
up such a committee say that the concept is one
that developed naturally out of their role as
producers of consumer products. But it also
seems_fair to assume that the appearance of at *
least some of these committees is closely con-"

_ nected with the widely voiced charges in recent

years that corporations have neglected their
responsibilities as citizen.””

They see the traditional audit role expanding
from the financial realm into the public affairs
area. The public relations group of a consumer
products company, for instance, conducts an
extensive social audit for its board of directors.
The audit includes such items as pollution,
minorities’ status, and international affairs.

Several respondents report that their senior
external relations executive serves on the board

_ of directors. The number of such companies is

small, but in a larger group the external rela-
tions person frequently seryes in a staff
capacity to a committee of the board. A
general executive, in charge of all external
re},ations of a major bank, comments, “As

_ executive vice president — administration and
responsibility com-

secretary- to .the ‘pd‘bﬁ\:
mittee of the board of directors, I am responsi-
ble . for coordinating all external - relations —
consistent with corporate policy and goals.” )

At a textile company, the vice president —
corporate commfinications is secretary to the
board’s public responsibility committee. The
secretary meets regularly: with the committee,
prepares the agenda for meetings, and sends
literature on relevant subjects to the committeé\
members. The secretary also carries out the
work supporting the committee decisions — -
for example, initiating studies of the impact of
the company’s environmental programs.-

/ -

azleremy Bacon, Corporate Directt;rsl{ip Practices:

Membership and Committees of the Board, The Con-

N ference Board, 1973, Report-No. 588.

3Jeremy Bacon .and James K. Brown, Cbrp,ora}e
Directotship Practices: Role, Selection and Legal Status

. B
o . Con

“

of the Board, The Coprf_g:e‘nce Board, {9’75, Report No. . L.
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This company also seés the board committee
as ‘“‘a sort,of audit committee.” Like most
audit committees, it is composed entirely of
outside directors, and like arf audit committee
it has the power to call corporate executives in
to report' on company programs in areas of
concern to the committee. Thus, executives
concerned with product safety, equal employ-
ment, environmental matters, and such, appear
before the committee at least ofice a year to
give an accounting of their stewardship. The
committee,.in turn, reports on these matters to

*

the full board. 3

Another company reports that it has estab-
lished new committees of the board for both
social responsibility and contributions. The
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social responsibility committee is made up of
directors only, but the contributions group
includes_ both staff and directors. Recent
changfes in management’s basic philosophy of
contributions has moved from a responsive
%‘de to an agressive program which consid-
ers™she external relations impact of all giving.

External relations executives in other com-
panies make frequent presentations to their
boards toSsepoef ons their programs and their
objectives. One executive describes his annual
presentation to the board as a review of key
issues facing the company — what the Jssues
are; what is at stake in terms of doMars; hat
the company’s objectives are; what has been
done sogkar; and what is left to do.
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Chapter 5
-Evaluatmg the Effort- A Conundrum

>

As’ IS_THE case with many other -staff func- Evaluation on the Basis of Objectives
tions whose impact on corporate profits is not About half of the respondents — CEO’s and
immediately evident,” external relations does
not readily lend itself to measurement. This
general difficulty is compounded in the case of
extérnal relations by the multitude of influ-
ences outside of management’s sphere of con-
trol thatr can and do affect the issues and
publics that corporate external relations pro-
grams are aimed at. In most afea}, ‘‘results’
achieved,” whether good or bad, cannot be
attributed to corporate ‘actions alone. .

In a management era that has given great

evaluate external - relations on the basis of
prev1ously defined objectlves And if they de.
“not wuse the word objectlves another
seventy-one respondents use “‘results” when
asked on what basis they evaluate their
external relations success.

Several indicate that, Tin their companies,

total objectives &f .the .corporation. When
. & R annual plans are submitted, the external rela-
emphasis to “management by objectives” — or tions plan is merged ‘into the overall plan of

“appraisal by results” - evaluation, is seen as the company. The external relations functlon is
basic to future planning and budgeting. And=a_ —_expected to work toward achieving the_corpo-
large majority of companies in our study pro- ration’s objectives, as are all -of the profit-
fess a managernent-by-objectlve§ approach to oriented functions. , .

external relations. But their frustration in’ As a vice president — corporate communica-
applying  results-oriented  evaluation — in tions comments:. “Public relations is no less

attempting to develop concrefe measures of susceptible to management .by objectives than
performance — is very evident. ’

pa - other staff, functions, except that there needs

. Ind.e.e d, to the f?e"e“;‘f — and perhaps over- to be_less stress on numbers.” The president of

simplified — question: “Do you measure per- a bank reports that, 1n his company, exernal

forrnance? the answers of a!l of the survey relations results are’ evaluated against social

partxcnp ants can.be divided into three non- goals that have been formally ‘adopted by the
exclusive categories: . " board of directars

. As for the obje({tlves set, or results expected,

A ! )
o It is necessary — but difficult two ar mentloned by most of the responding

(a) evaluation on the basis of set,objec-

N companies: ?
tives ) ) ¢
2 .
(b) evaluation on the basis of act1v1t1es, V Improved Business Credibility. This is the
carried out -

. It all, depends on the situation -

: ) . -public trust, not just in one company or even
. It is an academic exercise. -

one 1ndustry, but 1n the total business com-

t P muhity.

Itis Neoessew N bufj'D.lffncult B - A Positive Corporate Image. Ninety-seven of

On a quick first consideration, most of the the . corporate heads and external relations
respondents state that they have means for executives see the degree of public acceptance
evaluation. .. But a(ter some - ‘introspection, of the company’s image as key., “What is the
respondents will Eénerally admit that most attitude of the general plblic and of our own
“existing measutement techniques in theé ex- ) publics toward our company?” “And do wg
ternal relations area are of limited value. get a good press?”
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external relations executives alike — say they Q

external relations &b)jectives are a part of the o

4,

' . most global objective — the -restoration of -
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In some cases, where-results are viewed in’
terms of increased sales,” ful recruitin
improved employee moraEe and' productivify,
customer acceptanag, and similar factors, a
degree of measurability may exist. Some execu-
tives, however, talk in terms of strengthened
relations with elected gfjﬁcnals‘ and regulatory *

. agéncies, respect from labor leaders, and so
forth; results such.as these cannot be assessed
as well. '

Among the many different results that
respondents look for in an effective external
relations effort are: . -

.

—

. e Aceurate and objective covarage by the -
media.

. The ability to conduct the regular business
of the corporation without interference, and
the continued growth of the company.

.« A sound environment for advancing the
marketing and -nvestment objectives’ of . the
company. : '

~ « Some pergeptible -degree of change in ex-
ternal attitudes to the company.

« Some deg ee of succéss in anticipating

problems a miimum of * surprlses from the
'companyas publics.

- 14

As to measuring or evafuating the extent to
which ObjeCthCS or results are achieved, here
the issue becomes very nonquantitative and
nonobjective — in a word, it is subjective. For
example, #n emernal relations executive, who
had glluded” to yardsticks which his company
had eveloped, acknowledged when pressed that
~ the yardsticks were basically judgmental Father
than “scientific.’’ When these business leaders
simply say something like *“the corporations’

. " imagé is the measure of success,” they base
that judgment Jon_ infermal feedback or on
_formal opinien surveys.

‘Irfforma1 Feedback ' )

One of the factors which determines the
chief executive’s judgment of his companys
ex¥ernal relations is the kind of feedback he
gets from those he comes into contact with

- . ’78

-

every day, both within the business environ-

., ment and outside. The chairman of a bank, for.

example, reports that he gets reactions to his
company’s programs and its image from the
general public, from friends, and from outside
directors. He judges the attitudes of the media,
as well as. the publ’cs response to company
statements or stock offerings.

Senior rhanagement also obtains informal
feedback from employees and from customers,
Some ask educators and government officials.
In fact, feedback is available from everyone
with whom they come in contact. As one chief
executive says; ‘I have \eyes and ears. l see and
listen.” ‘ V.

Talking about his company’s program to
explain “profits” .and to restore credibility to
his industry, the chief executive officer of a
petroleum company recalls thdt “everybody he
talks to” has becbme aware of his company’s
program. They may not be converted to the
company s way of thinking, but they are listen-
.ing and they respect what the company is
doing; and to him that means the program is
acconiplishing its goals. Because of this increase
in “awaf@hess” on the part of the public, this,
executive is satisfied that his company’s
external relations effort is successful and that
his staff is performing effectively. This opinion
is based on the informal feedback the CEO’
gets from his peers in business, from people he -
meéts, and even from family and friends.

Abrmal Feedback . L ’

Formal feedback — ‘the opinion survey — is
a yardstick that. is used by many” of the
respondents. The media frequently report on
the results of opinion polls assessing the gener-
al public’s feelings about business. Many in
senior management follow these data very -

'closely, using the trends as an indicator of the

effectivei{e§ of business’ efforts. ,

It is common practice for individual com-
panies to conduct (or contract for) opihien”
surveys to determine whether or not the com-
pany’s message is reaching its targeted publics.
Companies often survey customers and stock-
holders. It is K very popular practice, for

-
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example, for companies to hire outside opinion
samn\ing firms to conduct biennial surveys of
the mvestment commumty té6 determine the
attitudes of 'the institutional investor toward
the company. Some companies conduct similar
surveys themselyes, prepared ‘by in-house staff.

Many companies hire public relations
counselors to conduct these opinion surveys
for .them. A chemicaj company mentions a
survey' it commissioned several ‘years ago in
which opinions about the results of the com-
pany’s external relations programs were
solicited from newspaper people and magazine
reporters across the country.

A major utility conducts a three-pronged
approach to public opinion polling. First, the
company subscribes to all of the available

. pelitical and public opinion measuring services.
Second"onte—a year, the public relations
department conducts a public overview survey
of its own. This survey measures customer
satisfactions asking a sampling of customers
questions npt only concerning the quality of
the product, but whether or not thé customer
thinks the company is a good corporaie
citizen. At the same time, an internal survey is
conducted to find out how employees perceive
and react to messages from senior management.
The third aspect consists of dozens of special
studies done. each year, relating to whatever
issues or problems are.topical. Because the unit
operates with a small staff, most of this survey
work is conducted by outside polling firms.

N
v

_ Evaluation on the Badis Of Activitiés

- Safie companies evaluate the professionalism
or competence of their external relations staff
as evidenced by their activities or programs.

]

- Chief executives weigh the degree of success_of*

" the external relations executive in antncnpatmg
new -issues and new trends in the-. cpmpanys
publics. They look for, a minimum of “‘sur-
prises” from their external.publics. ",

N
-

" A Reasonable Expectation

A general executive in charge of all'external
.relations in his company admits that he cannot

v

N
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hold his gqvernrﬂent relations executives
accountable for bills passed or not .passed.

he sets a standard in his own mind as to what
is a reasonable expectation a standard’
weighted more foward the effort applied and
the quality with which that effort was carried
out. In other words, ‘“‘even if we lose, we did,
the best we could.” \

Slmllanly, a senior officer of a bank com- d

ments. “The effectiveness of our extegnal rela-
tions program can be judged concretely and
simply.” His ctiterion: “Is proppsed legislation
affecting banking fair or punitive, and is it
conceived intelligently or out of ignorance?”
Again, his question is not whether or not the
legislation_ was enacted; rather it is whether
legislators were pr0vided with enough informa-
tion, including input from the industry and the
company, to permit balanced judgment by
éach legislator’ when, he casts his vote. =

The chief executlve officer of a bank is
satisfied by evidence that congressional staff is
becoming responsive to his company,_‘and is
even beginning to call the vice presidgnt —
government relations for information on ogca-
sion. Small incremental Successes such as this
keep many ‘top executives content. If a bill
that passes is ‘“‘not as damaging as it could have
been,” or if there is a general feeling, that the
company or the industry received bdlanced-
treatment, that can bé satisfaction - enough.
Similar criteria may be applied to the corpora-
tion’s relations with any of its publics. It is at
the. “actlvntles” level that the efﬁqency of staff
performance is most easily measured.

Measuring Activities

Several chief executives haye a number of
their own personal benchmarks for measuring
external relations, The CEQ of a large manu-
facturing company enum&gtes: ‘“service com-
my office, meédia
coverage, regulatory attitud¥s, political - atti-
tudes, cmplo‘yee attitudes, and customer
atceptance.” Many of these can be measured in
quantiggtive terms. ' - .

The chief executive officer and the vice *
presndent go,vernment affairs at a bank holdmg

-~ L]
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iXty days to give the
cutive an opporlunity to evaluate
the company’s recently’ initiated gov-
ernment relations campaign. Together, the two
executives review each and every contact with
a government official or staff member. They
review all calls on legislators or their staffs, and
all telephone commumcatrons They keep a
tallysof how many contacts were made, the
Jhaturg of the cOntacts, and visits made.

‘Many external relations executives acknowl-

+edge that they are being judged on their
capabilities. .They talk frequently about the
degree of creativity and innovation in their

. programs as a measure of the quality of  the-

, effort. Some_ of the external relations execu-
tives say that they are evaluated in terms of .
the number of programs and activities accom-
plished by “their staff over a specific period of

’ _/ time. Others are _judged by the number of

t

, complaints and 1nqumes received.

In oneinstance, the vice presrdent anﬂ‘/h?is
staff submlt detailed accountability statements
each year — statements which will be reviewed
at the end of that year. These statements
include such specific items as numbers of press
clippings and numbers of visits to state legisla-
tors. While granting that some of these results
are not. strictly attributable to him and his
staff (e.g., a fire in a plant would generate.
more press coverage than the campany usually
gets), this vice president thinks that the figures
are accurate over the long run.

{

On the other hand, many executives see n07

value in counting press releases and the like
One exgcutive comments that the amount of
time required to keep a count of press releases
_and how often a reporter was taken to lunch
would be better used as productive worktime
on key external programYs

1

Meet/ng Budget Forecasts

-

Frequently, "the external relations executive
submits departmental budget and-manpower
forecasts, right along with.annual objectjves, in
the same report to top management. Sixty-one
executives report that they are appraised on

- how well they adhere to their own 'budget

_ top priority,

It All Depends on thé Situatidn

projections.. Perhaps typical of this4roup, one
executive who is measured. stringently on a
budget basis believes that this is the only way
to evaluate his job. If management wants an
image survey, he says, he cyn provide them
with one showing any results they want to see.

In judgments based on budget, allowance is
usually -made for unforeseeable items. One
example__provided by a respofident relates fo
the nation’s bicentennial celebration. At about

. mid-year of 1973, the external relations depart-

ment was asked to create a special program for
the bicentennial — a program that would run
through "1976. Because this program was not
anticipated, and because it was to be assigned
forecast budget levels became
unrealistic, and some of the department s other
objectives had to be put off until the following

. year.

Another case 1nvolved the commemoratlon of
a company’s 50th anniversary., The public
affairs department was instructed -to initiate

“and conduct a special program to celebrate this

event. Although this special -program had not
been ant1c1pated when the departmental budget
was prepared, through careful planning and
allocation of resources the department was still
able to come in under budget at the end of the
year. )
Thus, whlle there are thosé in corporate
management who say that_no measurement is
possible in thrs field, most organizations have
arrived at some standards for,bassessment — at
least of the activities, if, not of #he results. And

. while there may be drawbacks to some” of

those standards’ — and Ro universal” agreement
on most of them — the standards are used with
some degree of success, according to the
respondents. ' e

’.
v .

.r .
”
Practically speaking, a substantidl number of
external relatibns practitioners see much of the

_ appraisal already discussed.as essent'Lally subjec-
s tive and nonconcrete’” Indeed they ms;st that
. any apprajsal of their function is necessarily

subjectrve They themselves, are hard pressed to
1dent1fy prec /se standards on wh1ch they can

.

** EVALUATING THE EFFORT 67




/

-

be evaluated. And since they concede that they
must be evaluated, they fall Back on the
concluslon that the evaluation is simply a-
matter of ‘the opinipn of those’ above them -
who happen to be making the guetluation. -

Where the goals that have begn set are very
broad, the_ultrmate assessment — simply stated
— is the chief executiv® opinion.

hile
not all CEO’s would agree, perhapﬁ the most
expressive  chief  executive among. -the

respondents is the one who admitted that he
determines the succéss (or the failure) “of his’

. company’ s: external relations program by the

variations in his blood pressure! - .. .
From their own vantgge point, many
external Telations exgcutives believe that they

are appraised solely on

bosses’

judgment

the basis of" their

a

“seat of the pants’”

What it all ultimately’

¢

A

-

o 4
\

~

evaluation, one calls it.
boils down to, they" feel, is whether or not the
person t&whom you report tlzmks you_are
domg a #ood job and thinks that the programs
“you are ¢arrying out are effeclive. >~ | .
Qn the assumptiofi that, his superior’s.
opinion is what will determine the praisal of
his performance and the appralsal ﬁhis total
opei%t;ons a vice presldent > public affairs.of *
an urance company recommends strongly~
that the extefnal\relatlons ‘executive work. out
a,clear. understandrng with his” superlor as to,
what the <external job entails. '

Thxs under-
~ standmgxmay vary from what everyone (gse

thlnks the JOb is, ‘"but as long as you and your

.

as boss"_are §n agreement,

you arg, on

safe

4

L]

s <

-

‘-ground” . - o

°

¢ .}l.

Itls arrAmdemno Exercise

. .

ConsrdermL\ the vagaries “of ~evaluat|on~ -

'alreadyfdlscussed theré .is a group of abdut
' twenty CEOQO’s and staff executrve's who, speak-

mg pragmatlcally, say performa,nee kust' cannot,

' be measured. Some go further —oeven if it
could, why bother? )

s

In spell1ng this out, they, talk aQQut fhe vast-
scope of some of -the isswues.

* esfablished that a great many of. tlié respon-
dents to this “study see th‘e lack of buslrtess‘" L

credlbllrty as ;he prlmary lssue faung eorpora&

# . V . ’: . : 7‘1 ‘. ‘_\,',,_
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It has been t"-‘

tions today. At the same time, there is agree-
ment among. most corporate leaders that their
companies, acting individaally, cannot hope to
turn _ the tide, of public distrust in business.
These executives concede that their companies_
must each do ‘their part and hope to make a-
bit. of progress, byt they must also work
through industry associations and business
groups. And even that is only a beginning.
Therefore, how can an external relations’
effort be evaluated on the basis of trends in,
the public’s distrust of business as an institu-
tion? If. the corporate ‘external relations pro-
gram’ is- deslgned to attack the problem of
diminished credlblllty, can there be an assess-
ment of that® company’s impact on g problem
mvolvmg not only the entire business com-
- mu‘mty but all of the major mstntutnons of our

.

e,

society? " .

Because of such_gquestions,
executlves and a larger number

af few chief
f external

_relations executlves believe that there are no

rellable yardstlcks with Wthh a company can

nt, too, that no cntena for measure- _

" meagure the effectrveness Sf Jits external rela- .
tnhk)‘rog“ram. These, executives are in general

. agree

ment could exist because of{the naturp of the

subject. External relations, they feel, simply
does not lend itself to quantification.”

One chief executive of a large multinational
company talks about) his company’s programs
in communlty relatlons He says that manage-
ment long’ ago accepted the fact that such

progran‘ls must be conducted by business, and
if the programs Tesult in a general feeling .of .
~ goodwill toward the company, — or at least’a
" lack -of negative feeling = he does ngt know
how 16 measure that, bat if is satlsfactor‘y
+'This executive refers to such activities as “non-

business” activities, antit}ségns fio full-time
staff to their administration The CEO plays a

major personal role 1n ‘all exterwl programs in

this organization. . "

. The basic difficulties of e\"aluatlon can be
‘further illustrated, using an example in the
> ‘government relations field. An overall objective
‘ofi.maiy coempaniestis.
bctter rapport with the government and w1th

- -
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government dfﬁc1als, as well as an mﬂuentlal

_in more immediate terms, the external relations
“effort” may" be aimed at the passage or blocking

of a-particular bill. However, chief executives’
that. .whether or 'not certain_

-

readily agree
legiglagion” is passed by Congress is not wholly
. within the control of the government relatlons
staff af a company, even though that staff may
"have beep working diligently. Staff -members

° may have analyzed the pending legislation and

= tried to- prov1de congressmer and, thelr staffs

voice .in the’ formulation of legislation. Viewed

/S

* with 1nfonhatlon explammg the company’s -

posmon on the various facets of the leglslatlon
. and the réasons for the companys position.

N

But, obviously, many other‘factors unrelated
to "the activities of ' the -company’s” staff -
ultlmately interact an¢ coalesce to influen )
the final vote. Is it faif, to credit staff if the .
bill passes — or ‘blame staff if it falls" Most,
aéree this would not' be fair. Yet,> as already
mentioned above, some companies do evaluate
on the basis of the effort ‘made.

» Not only do no yardsticks exist,.a number
of executives say, but this is an area which
should not\be measuréd. Several CEQ’s profess

-an uncertainty about whether there is any need

to measure external efforts since this is a job
that simply must be done. ‘““We must fight back.
We have no choice but to do so,” they say.’

°

- ' ’
. .
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4 .Sample Job Descriptions - e " -7
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> - F— ) gk ] - ~ ) . . !
BEMIS COMPANY, INC. _ U A T \/}
Director of Public Affairs - . T A
4 v ®
/ R . - .
. . 9‘ g
ﬁurpose:,\ ., _ . ' 6 //\
To ensure society’s continuation of tf\e company’s franchise to. operate constructively and brofitably t;y: ' o !@

b 1) Deflnrng from time to time the company’s obligations to society. ' . .
2) Coordinatieg ¢orporate resources, both human and financial, to meet those obligatons.
3) Influencing insofar as possibje society’s expectations and requirements of the company.

. $ -

Develops corporate policy regarding f|nancua| and manpower commrtments to communlty lrnvolvement and
social and political action, sub;ect to approval by management senior to this pos:t:on and/or the board of
directors. Has authority to mterpret and implement policy and procedures applicable to this function. Works -
L with operatlonal units in estabIrshmg local programs designed to |mplement policy. Reports to the charrman

- - -
N . . . . AN .

. | Scope of Authority: , ! N - ‘. .

Functnonal Responslbllmes: . : ) ’ T - -

“~ A ~
.

1) Reviews and evaluates current community actwmes and problems and recommmends programs in which "
" Bemis should be involved. Assists local managements to develop and maintain an awareness of community social |, ‘
environment and. |ssues, and their impact on Bemis. Recommends participation in problem-solving activities .
consistent with corporate commitment. . \ ' e
) ) 2) Establishes " the strategy for corporate contributions consistent wuth social responsibility objectives and
serves as chairman of}& Contributions Committee. Receives and ‘evaluates ntribution requests frdm health,
welfare, cgltural civic and educational institutigns. . ‘. J

3) Sees' that' liaison with civic and community- onented business organizatians is, maintained in such .

gannzat:ons as are deemed appropriate; e.g.,, Chamber of Commerce, NAM, Upper Midwest Council, Urban | < N

alition, Jénior Ach:evement etc Has pnmary respownsibility in Twin Cntles area and Maw responslbnhty -,

’ [~ /
Isewhere. . ¢ :
-

--4} Determines the kind and extent of polrtrcal mvolvement which the co pany should foster with employees .
and develops agpropnate programs. '

5) Sees that meaningful relationships with all facets of government for whlch Bemis has a concern are
maintained. Maintains direct relationships with key personnel at the federal level and at the state and local levels 1
in Minnesota. Coordinates Bemis’-re(ationships w:th other state and local governmehts where Bentls is mvolved .

B) Mamtalns _contact and cemmuryication wrth Bemis ma agement at all locatrons so$that:

.~

-

r

-

roblems of concerrr to the oompan\; and can assist

™ a) Incumbent is kept abreast of the status of communit
' * local management in evaluatlng what is going on.
p b) Incumbent can advise regarding changes in outside forces that are of concern tp our operations, . T .
c) All ooncerned parties can take an effective role in fegislative and governmental actaon on atlmely basis.
.7} Monitors getivities and effect:veness of o)rograms \mtnated by this off:oe as well as programs whlzn are the
responsibility athers; e.g., EEO, OSHA, environmental controls, ete. “Establishes pohcy and prOgram for L

operating un:ts to follow in implémenting pUrchases from or other involvements with minority businesses.
‘ -~ ’

A N . T p’ T N
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+UNITED TELECOM o ) . . ‘ N

Job Title: Vice President — Corporate Communications . - g

§aﬁ N . . < - : ; - ’

A

- Assistant Vnce President ' . .
Director, Publications and Information .
DirectorsPublic Relations and Public Affairs
Manager, Community and State Affairs

. e

-General Function: - . . ' \ [

* b

Prov:de an environment of two-way commumcatlons between Umted Telecom management and the pUb|IC
government officials, regulators and news ‘media to enhance thelr understandmg of United Telecom’s policies,
objectwes and achnevements, and, in turn, alert management as to what trends and needs exist in the extemal

. » | environment. )
. '«',_ 'i - - ' )/ ' . , ‘ ‘ ,
. *> I - Duties and Re;ponsibilities: ) . X
P 1. Lends direction to the audio- vusual commtyncatlons, publ:catxons, news releases, advertising, community ° .

affairs, publ:c relations, public affairs and legislative action efforts of United Telecom headquarters to achieve
desired goals of maintaining a desirable company image. ) f : . -
2. Provides counsel and assistance to the subsidiary compames as needed in thenr efforts to commumcate with
their publm e’
3. Lends direction to the administration of .charitable contributions programs in support of educat«on,
1. economw civic and cultural >dévelopment for United Telecom and a:ds the sub&duanes ln‘these‘ areas, as
requested by them. “

4, Lends diréction to the corporate advemsmg program by which the co

any's name is presented through .

the media
products.

/?_as to Crea

a favorable attitude in the public’s mind towa
-

-the United System’s services and

-

5. Provides Jin t
i b policies and actlons.

. 6. Lends dicection to the publishing and dlstnbutnon of the annual report, quarterly financial ‘reports, repott a
» | of the annual stockholder meeting, quarterly magazme, and Dialog.

7. Serves on the:Operations R&%iew Committee and prepares monthly reports for the executive staff

anagement as to the feedback from .the public reflectmg their reaction’ to company ;

’-“'f, « |- 8. Carries out'administrative or special prolect functions as may be directed by the executive staff. - a
e e , R . .
st Equrienee: i . . -
- LS.
& -
* Over 10 years’ exposure to all phases of corporate. commumcat:ons, pubtic affalrs, public relations, and T
advertlgln§.‘ ‘ AN : ) . . .
\ P
N . . * .
Bducaton: < . - ,
. . . i , - ' . . . ® - o ’ [ : :O
. College degree‘_in journalism, ' public affairs\or business administration. , .
. . C N\ . 2 . . . (. .
" \ < 0 £ , . i) yg
4 ’ . - .. . .
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NORTHWESTERN MUTUAL LIFE INS,URANCE COMPANY A
Posmon Description , : .

03

Director of Communications . ¢ " .

-~ ¢ e ~

Position:

Reports to: Senior Vice President . o . ,

Organization Unit: Communications Department — Administration Division

IBasic Function: . . .. .

Initiates, estabhishes, and promotes the use of communications policies and ptograms to develop and maintain
favorable attitudes toward NML' among the company’s various publics. Presents recommendations to senior
management that will help determine the company’s ob;ectwes policies and plans insofar as they affect the
company’s_public image. S

et

. n

i~ 4

Nature end Scope: .'

The incumbent, along with the Vice President ofs Agencies and the Vice President of Field Financial Services,
reports to the Senior Vice President. The managers of ‘Advertising, Public Relatjons, and Consumer and
Policyowner Relations report directly to the incumbent, as an executive secretary. An assistant manager of
advertising, eleven specialists, and seventeen o#fice staff personnelyreport to the aforementioned managers.

The purpose of«the Communications Department is-to evaluate how various publics feel about NML, identify
the actions of the company with the public interest, and then plan and execute communncatlo programs to
earn favorable understand:ng for the company among the various publlcs The Communlcatn s Department
strives to communicate wnth the company’s publux in Such a forthright manner that the ‘company wnII continue,
to deserve a good reputation. To reach the various publics ,with the company’s messages, the department is
. organ:zed into three divisions — Advertising,. Public Relations, and Consumer and Policyowner Relations.

- The Advertising Division 'i$ respansible for_national advertising, publications for agents and their clients, and
creative art services. The purpose of national advertusnng in NML is to reduce the cost of selling and to sustain
and, strengthen the enthusiasm and loyalty of «potential and present pohcyowners It reduces costs for the agents
by creating a degree of awareness of NML among potential policyowners in their target markets that they
otherwise would have t6 create for themselves. Advertising also reafftrrns the ideas and attitudes that lead to
NML pollcyownershlp and strenghthens the policyowner’s dnsposmon to repurchase and recommend NML.
Publications prepared i this division include (reative Living. Field News, Field Notes,
News-Management Edition. The creative art services unit provides the expertise to create all company graphic
designs and to act as consultants for any graphics-related problems whn& may anse in the company. A manager
of advertising, an assistant manager of advertising, an editor-Field News, an editor-Field Notes, two graphlc
desngners -one display artist and four other office staff personnel comprise the Advertising Division.

The® Public Relations Division is responsible for news media servnces, empldyee communications, photographic
services, the reference library, community relations, and special events. Public Relations is th;lfnagement

e

functlon which evaIuates publié¢ attitudes, identifies the pohcles and procedures of a company withlthe pliblic
of public

nnterest and executes a program o® action to earn public understanding and acceptance. A man

Yo

Aruitoxt provided by Eic:
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L— The Consumer and Policyowner Relations Division is the voice of the.company when the company speaks to ,

‘broad communication goals which are then delegated to the respective managers of the department.

marketing effort in relation to these areas

NOR';HWESTERN MUTUAL LIFE INSURANCE COMPANY
Position Description (con’t.)

|

AN

retatlons directs a “specialized staff consisting of four speﬂssalrsts and ten other office staff personnel in the
accompllshment of these olfjectlves v
policyow!wers and prospective policyowners as a group and the ear of the company when these groups speak.
Responsibilities of the division include: annual report, premium enclosures, annual policyowner meeting, special
communications to policyownets, audiovisual semices, commupications liaison with the NML Real Bstate
Investment Trust, and pubhc relations for the president’s office. The dwrsnon helps to formulate company policy
and public statements on matters related .to the growing cqnsumerism movemen;. A managér of consumer and
policyowner relations directs a specialized staff consisting of two specialists and three other staff personnel in
carrying out the functlons of the division. .

As the Director of the Communications Department, the” mcumbentA is actively involved in the development of

Commuinications is a rapidly changing art and its effectiveness js greatly infiuenced by economic as well as sqgial
trends. The incumbent directs the completion of regular research studies and actively uses these research
measurement results in_monitoring the effectivenes's of the department and in establishing departmenit objectives
aimed at maintaining, improving or changing attitudes of the various puhlics. The incumbent must be aware of
these trends in relation to NML’s communications efforts in order to help set company objectives; to assist the
company to define its role in the area of corporate social responsrbrllty and to suggest and lmplement specrflc
programs to attain these objectives through the direction of key -department personnel The incumbent seeks
opportunities to explain and discuss various field commumcatlons programs to the field through home office
contacts and through personal agency visitations.

is position requires managerial know-how in the eommunlcatlo s

ns areas, as well as a knowledge of the

’ M .
. .

ERI

JAruitoxt providsa by eic i

R

zden - Corporate Relauons is elected by the Board of D:rectors and
f fEr:Admlmsttanve Servnees. :

,‘lg_ii;n,g and admmlstermg an oyegall publtc relatnons program mcludr

nv. press eseand government relattons*and preparatlon and drstribtnibn of st
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AGWAY INC. - - B -
. Job Title: Group Vice President — Staff Services
Sup_ertrfsor: General Manager ' ' i ’ \ .
) : T
Division: Staff Services \

.

Principal Duties and Responﬂblhtles o - : ‘

Personally responsible for coordinating government relatlons at the federal level, a°nd for liaison with asslgned
outside ventures and associated farm organiddtions, in addmon to supervision of assugned staff dep\artments

. 1. Recommend to the General Manager in writing any changes in Agway policies and procedures deemed need¢d to
enhance attainment of institutional long-range goals. : . ' s

~__ f
2. Establish andina:ntaln functLQnaI relatnons with key persans at the Federal Government Ievel |nc|ud|ng those in
) assomated bureaus and agencies deahng with matters affecting Agway and Agway members.

. »

Council, and the like. o

) o

4. Serve as'the official meditor on corporate matters affecting Agway's image pertaining to its various publics.

5. Coordinate and digect the administration of the staff services which are responsib@ to the énd’of provliiing
optimum service and support to appropriate other line and staff functions. . .
. N > ' .
6. Maintain close correlation wnth the Group Vice President — General Services and the Group Vice President —
Didtribution to the end of coordmatlng activities and programs which are of mutual, concern to Agway and
- Agway members

~

) ~Manager
. 8. Durect the adnfnlstratlon of institutional communications programs)and activities (exclusive of advertising)
relating to Agway’s publics other than employees, including the Agway annuak meetlng and o‘nalrmanshup of th
+ -“communications committee. ' 6’ .
-~ f.® N R
9. Backstop to the General Manager on behélf of Agway management i top-level sntuatlons )
- A" - 0 e’ . -_
. Supervision: Secretary v T v 3 . -~ .
. Director of Member Relatuons - o

+

~

Director of Public Relations, 3
= . Director of Environmental Quality and Englneenng e
Director of Research and Development =
Director of Transportation ) ’ L ,
) l?ireotor of Data Processing '

3. Serve as the eoordinator of activities involving specnfled assocnated orgamzatlons sueh as A.l.C., National

7. Serve as a member of the executive committee and of other committees and boards as desrgnated by the General

74 THE-CONFERENCE BOARD . - \
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P il. o "

Mairitam publlc aceeptanee and appreclatnon for the company as an mvestor-owned utlhty and for the
rv:ce |t provndes' and promot’e uhderstandmg of the Amermn.economlc system

‘Plans- for a poordmated public.relations program
’ and for the |mtiatlon -or recommendation of

o

2. Commumcatnons - Plans for eommunications to
pfomoteopubhc understandmg of the compdny” Lo
‘operauons and apprec:anon of its personne) and

< ¢ ‘
- ;3." Informatton Plans for dissemination.of infor-
mation’ about energy, the electric industry, and
: “the Amencan economic system 16 employees and
10" the public: to the end that apprecigtion is

developed for the company as an lnvestor-owned

4
-‘(-tr ‘
ié‘rial~”pr
s \?;; "—er ry -;—‘x ‘f\‘“ Rt

(fered for: ?nsttors «‘nucl ar:;generatmg Blant

- $Mv A{‘, w\‘u xq_,?- ;mn

.
(3

El{lc

JAruitoxt Provided
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AN ELECTRIC UTILITY
Position\Deccription {con't.)

"4 Advertlsmg Plans for advertising to support the
company’s objectives.

~ e~ RS
- ~ 4

~ . -

5. Relationships with News Media ~ Plans for
regular visits with editors and broadcasters to

« identify questions and share information. N
: .
L

Industry Relations — Coordinates the compam’fs
publlc relations activities with’ thc:ae}(v neighbor-
mg dtilities” and wath electnc ifdustry organi-
zanons

é.

7. Plans for coo(dination of activities of the Public
Relations Department with other departments.

-

1 4
4

Contributions -  Reviews fequests for ,cont:ri-
butions and makes reco
wn:h previous practice and

8..

9. Personnel — Maintains a qualified staff a d plans
* for motivation'and development of personnel,
(4

! -
~

1

“~

o

a. Institbtional" end 'customer\service adver'{ising is
planned to support the company s goals, and
approprlate programs implemented. _ .

e \ - . T, .

a. All new?paper and bro-a‘dcas& med’i‘a in the com:
pany s service area are visited at least once a year
by 3 representatlve of the department~

7

e

[

Informataon about pubhc re1at|o_ns..aotrvif' es is ™
exchanged with' nelghbonng eIectrlc ut1lmes.

~

s

- N N
., &S

"b. The company is actlve m plannlng and mforma-
tlonal meetmgs of |ndustry pubhc*anformaf:on
groups o :

4

a. Working relatlonshlps afeestabllshetj wnm other*'
departments to provnde m staff sem S,

> O

contnbutlons are rev;ewed and\recommendatlon

A- contmulng history o?“contnbuthns is; de- s

veloped to assure consistency ln the recom-

mendations oifered T . N

. N . .

. o L
o

Position déscriptions and standards of perfor-~
mance are prgpired for each supervisory job.

%

Performance of supervisory employjes is res . <
vieweq and appraised at least once annually. :

4.




;AN ELECTRIC UTI.LITY
Posmon Description (con t).

te

-

c.’

lndividuals are . recommended for' training or
managementdevelopment activities, and are en-
cotIraged in thei; professmnql development

S

d Plannmg mcludes a backup or replaoement for

sectlon heads

IS

2
-

t

<

.

<

’ 10. Organization — Plans for an organizationthat
may reasonably be expected to perform the
functions of the department effectively and

" . efficiently. -

i . .

11. Budgets - Proposes, and when apprdved ad-
-. ministers the budget for ‘the Public Relatlons

_— Oepar:tment o c e —_— - - —
: . . \b The approved budget is 'administered in keepmg
' @ wath compamf pollcres and accountmg pro-
vn <y N LA . . . a v
) . L. ! . oedures. - L
SR C e, RN R ) 4
e, = T\/ N .- .
. 12. Reports to Shareholders — Pigns for the writing, -
v ~
. Y S design and productlon of annuat reports and
o *  quarterly letters to shareholders ) o
>  13: Accepts such other duties as may be assigned. - :
- : . - v
' - = . “ . .
. ¥ . ® s [ -t
. ) : <. ~ Pt - - .
‘ \:;3 . ¢ ~ .
(28 H LA -
. T e / .
P R ‘ .
‘ -
N EAA . - . . 3
3 ) "f’ * . ' - T
H I. *

O

ERIC

Aruitoxt provided by Eic:

[y

“a

/

..The departmental organization ‘is’ reviewed an-
nually aﬁd any changes that may be indicated are
reoommended for approval.

-

The proposed %budget is prepared according 'to

instructions and submrtted on schedule

[

i

%
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posture of the Bank to be con

’ ~ ' -
. " . N
SECURITY PACIFIC NATIONAL BANK. . 5 o
Position Description : . ‘ R . )
Furictional Title: - Public Affairs ‘ . ) ‘ .
Department Head' . ' ‘ !
. - L . N .
Incumbent: | Sénior Vice President  ° ‘ .
\ - / 4 . - . ‘e ‘ N
-Reports -tp: . Administrator, Bank Supnort .
. . Group . N

Department: Public Affairs )
- ) N ) <

.o . /.‘l ' ‘ > ‘ ‘. "
Location: Head Office SN E o \ ) .

Accountability Objective: » c e .

s i ) )
. . ¢
. -

D|rect the development and rmplementatron of programs for the overall commumty and employees to provude

Bank rdentlflcatuon and a positive image to the public and business commumty .o . ,a J
‘ * : ' S
- , - . e N
Nature, Scope and Relatlonshlps' , A A
S ! i - - [P
B The incumbent reports to the Administrator, Bank Support (‘goup, as do the heads of the Bank Locations,
Consumer Finance, Marketing, Real Estate Flnance, and Research Departments. L2

The Public Affairs Department is responsrble for projecting the Bank into the overall communlty to establlsh
programs and relationships in governmental community and urban agencies, and service organrzatlons The.
department has responslblllty for public affairs forecasting ‘to determine which.external factors wrll impact on”"
management decision making and’ to what degree. It plans, writes and publishes the Bank’s quarterly and annual
reports and financial supplement data. The department also is responsible for keeping the general publrc and Busjness
communlty aware of Bank 4ctivities, and mformung employees of Bank activities through’ such |nternaI organs as
Comments and_Security News. The department ‘determines what Bank achievements and phllosophues will be_
disseminated to the public and develops strategies and specific programs to achieve their publlcrty A special aspect
of public relations is contrngency planning, which involves determination of the Bank's public stand on such issues as
urban problems and economic conditions to make appropnate statements for the press.

Reporting to the incumbent are the managers of the Government Relatlons, Communlty Relatlons, Contributions
and Events, Public Informatlon and Editorial Servuces Divisions.

) ! R . T ..
. . . ¢ ' .
Specific Accountabilities: : ) : ) .
Y . z

1. To direct the planning of public relations strategies in concert with senior management, detetrminirig the
ed to the public, and identifying target areas of the public and business-
community. ' . - . . T -
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SECURITY PACIFIC NATIONAL BANK
Position Description {con‘t.)

.
3
. - ¢ \

nt of publicity campaigns and programs, ensuring effective implefmentation to
d its standing as a leading financial and community service lnstitution.

2.'To direct the develop
communicate:the Bank’s actions
» 3. To direct the developme t of government relations strategles to assist the Bank in achieving |mpact in the
governmental area. .

v

-
< <

4. To ensure the establishment and maintenance of an information network to keep abreast of and research
major legislation and regulations of direct concern to the Bank. ! ‘

- e

[ ;

5. To ensure the establishment and maintenance of contacts wrth key elected and appointed officials in national,
state, and Jocal government to make the Bank’s position knowtt on specific issues and influence actions in its
interest. ' )

’ . :
- 8.°To direct in-depth studies of issues and problems in the areas of urban, education and consumer affairs,
determining peeds and opportunities for Bank action and formulating detailed strategies and programs.

7. To direct the development of written communrcatlons for |nternaI and external use, ensurrng interesting and
accurate account-of Bank actuvrtles

a

.

8. To ensure development and majntenance of relationships with members of the press aﬁd other media to

generate awareness of Bank actlvities, dissemindte news.material, and initiate pubticity actions.

9. To direct the ptanning of the Bank's quarterly and annual reports ensuring accurate publrcatlon of tlle Bank’
financial status.

A

[
e
- - e
«
S

10. To dirgct the review of requests made to the Bank for charitable contnbutl ns to cfetermlne a proper formula
and polrc/{l for making such. contrrbutrons ' C%

P ~

<

11 To dlrect the Bank s poI|t|caI action programs to provrde staff |n\70lvement in political affalrs and achieve
recogmtlon ofithe Bank through group contrlbutlons educatron programs and forums

Ad -
‘ . -

«;
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BERGSTROM PAPER COMPANY :
. Statement af Job Respon.sib‘liities . . . o L
Job‘Tit_Ie: Public Affairs Directorl' o ’ : y
Organizational Unit: Staff ’ ’ ¢

>

’ .
. 1 — General Responsibility: - n
A Y - ) . . .

This position is responsible and accopuntable for the public affdirs programs of the company, directing and
participating in planned courses of action conducive to the maintenance of a high degree of proficiency as an
ethical corporate citizen, through d|l|gent study, interpretation and evaluation of political, social and economic
trends impinging on the company ‘s operations~to the end that its growth be maintained politically in a favorable
government and public environment. The incumbent also assists the Secretary and Counsel |n adm|n|ster|ng the
legal affairs of the comparly. " . . . .

- OrganizationaliRelatidnship: : - ; =

<

" : . , ' .
A — Line: :

- - .

Responsible to:  Secretary and Counsel . a

B — Staff: Advise and assist all relevant departments and tompany officers in public affairs’ matters

arid actlon by the company.in the furthérance of its publi¢ affalrs programs. ., . s

~

b

affecting the company, eliciting their response in the*furtherance of the discharge of the duties
5&@9

- Specific Responsibilities: v

»
~

.

E ]

%

‘e

N

’

L3

~ “"ﬁ

-l action and develop independent or cooperativ® measures for dealing with them.

1. Analyze and determine the effect of publlc and government issues on the company, establlshlng priority of
importance in light of dollar costs and management decisions. g

N
. * . AL .

A3 ¢ 13 ’
2 Mamtain a high degree of awareness of government and polmcal trends, issues and legislation, while
ma|nta|nmg cognizance and awareness of political, economic and socnal changes.

A

. 3. Present informatibn and recommendations to corporate adfinistration, as well as pertlnent departments, to
assist in the determination of the company s position and its ensulng course of action.

. e '
R -

4, Perceive and anticipate the need for action as a result of government administrative, legislative or agency

[

°

»

.

P

A4

v

>

’

s

-~

i

. " /5. Coordinate company efforts in coping with governmental actions once a company course has been decided.

6. Assist the Secretary and Counsel in the administration of the legal affairs of the company with particular
empha5|s on matters. |nvolvmg dlrectives of governmental agencies.

hd »

7. Revuem)‘ and police all lawful directives and orders of governrhent agenmes to assure the companys
compliance with, such orders. h

R ,
B Rl

8. Establish and maintain effective communications with appropriate government .officials on federal, state
and local lgvels;, maintaining insofar as possible the good will of government officials with the company. ’

- o

RIC
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BERGSTROM PAPER COMPANY .~ . .
Statement of Job, Responsnbrlmes (con’t))

b

.

v

/
9. lnitiate statements of company’s posmon on public issues, submlttlng the same to the appropriate |
company officers for approval and promulgatlon, and representihg the company in public hearings as required.
f_‘\\ A
10. Participate in the promotion. and malnten:n‘b! of favorable relations with the company'’s communities,
working with corporate officers and the communications coordinator, personne!, and marketing towards its

assurance. ’ 1 e
‘ v ../"
11. Develop and participate 1n political training for company personnel, encouraging employees to keep

informed on the political process, candidates and issues. . .
. - * N
12. Maintain a direct and participative relationship with oemgnated agsociatnons and organizations to maximize
.the result of the company ‘s participation’in the programs of these groups and the counseling of other employees®
|nvo|ved with such “associations. . ’ . )

- * - e

13. Actively participate in political activity n the communities in which the company resides and the
encouragement of other gmployeés of ‘the company to do the same..
~ .

IV — Collateral R:esponsibilities: - i .

.
‘ .
. . .

The Public Affairs Dlrector wull dxscern and evaluate socual and economic changes in the ever- changlng affaws\
of national, state and local governments. The incumbent will work closely with organizations such as the local
and national Chambers of Commerce, the W:sconsun and National Manufgcturers Associations, the American
Paper Inst‘ntute,‘ NARI, the Wisconsin Paper and Pulp Manufacturers Traffic Association, the American Forest~
Institute, National Council for Air and Stream Improvement, Wisconsin Paper Coungil, The Conference Board,
and Wisconsin Public Expenditure Survey. The director Will institute. and copperate with appropriate individuals
in the company and ,corporate officers if the posmon calls for a determination of what government matters
affect the COmpanys well-being, coordinating also the "activities of the company in carrying out the action”
program determmed The dutjes of this office include working with national, state and local legisiative and
)lsutlve agencies affectlng the company s'life; presenting the company’s position on such matters directly to the
g

ovérnment officials |nvolved and at public heanngs in-which the company s presence is required.
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Appendlx B :

A Compendium of Executlve Tltles and Unit Desngnatlons

»

This appendix is a catalog of many of the variations
in external relations titles and unit designations found
among the companie‘s that responded to this study. The
list
designations in corporate use today, to sketch a \pictu.r
of the total look of the corporate external relations
function. Not included are sgme of the more esoteric
combinations of. titles and unit designations that are

<

. Titles: X . ) -

Q

ERIC 7

Aruitoxt provided by Eic:

Senior Vice President
Executive Vice President
Vice Presiderit
Vice President and Director
Diréctor . Y y"
Manager , . .
Coordinator ’
Representative
Senior Editor
Editor ’
General Supervisor

' *Supervisor
General Manager -~ .

Con;prehe'nsive Units:
pA
« Corporate Affairs - /
«Corporate Commupications

- ~

.

Corporatg Public Relations . /
Corp’ozeé Public Relations and Communucatlons 4

Corporate Relations

€xternal Affairs . ,
External Relatipns oyt 5
Law and External Affairs o

82 ¢

is intended to demonstrate the wide array o;)

used by. only one of two respondents and are probably
not apphicable to other companies. - ;
attempt has been made to show prevalence of unit
desrgnatuons, but only to indicate their variety. AIso,
some executives evidently carry more than one title, oné
that is used colloqmally in the company and one that
actually appears on the corporate organlzatron chart
The list is limited to the latter. .

/ * L Sl

/ - -
‘ , -

.
v

Specialized Units:

’ Advertising %
Advertising.and Public{nformation
Budgets and Administration
Communication .
Communications'Services
- Community Relations
Cohmumty and State Affairs
Consurfer Affarrs
Consumer and Community Affairs
Corporate Advertising and Promotioh
Corporat o’Advertising and Visual Communication
Corpo? e Contri utlons -3

ate Graphics

Co rate Informfatiop

eatlve Services , ¢
ustomer Service *
’p Design and Photography .

Editorial and Graphic Services N .
Energy Education Services )
Employee Communications
Employee Publications /
Environmental Affairs
Environmental and Safety ‘Affairs
Executive Communications
Films and Special Programs
Financial Communications
Government and Public Affairs °
Government Affairs
Government and Industry Affairs
Government Relations
“Graphic Arts | . -
Industrial Ecology

-

0 . ~

-

¢
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. .Specialized Units {con't.)

, "7 Industry and Corporate Affairs

" Institutional Advértising . ¥
* ‘Internal Communications
"International Communications ' ®
Investor Relations ' -
Issues Analysis and Presentation
Legislative Analysis - S ,
- Management Communications
N Marketing Communicatign
Media and Budgets
‘ Media Relations
Member'Relatign§ |
News and I‘r/)f’or'mation
. News Services
Press,fl/g Internal Communications

e

. s

. [
’
-~
K] N .
. . .
H 4 .
»
.
-
. )
.
«
-
N
.
. »
Q
X )\ .
.
' . ’
v
«
s
f
v -
~ -
.
. -
- .
.
.
* .
.
. P 4
. = (Y
. -
. [ A .
v -
.
- . LVl
. .
¢
]
-/
e .
v
- L
- 1 ’
\
M s .
, .
- .
* - - s
4 - -
N » .
&) :

ERIC -

.. Informatfn and Publications g,

LIPS

- [
. < a

Printing and Distribution ,
. ' Production ‘Servites
. SPublic Affairs
" Public Commfunications
Public Infarmation ’
' Public Policy Development
; Public Relations
- Publications C N
Sales Development Services .
Special Projects ’ - '
v Stockholder Beyla'tno‘ns .
Urban Affairs
Visual Communic%tloﬁs '
- Youth and Educa'ti‘onal Relations ' '

Washington Office ’ -
. ;. .
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